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ABSTRACT

The roles of the principal and the lead teacher in a
teanm are closely related in that the lead teacher serves the unit
teapm in much the same way as the principal serves the entire building
staff. The prime function of the lead teacher is instructional
improvement, and his basic concerns center around the teaching teanm
and children who comprise the unit., The lead teacher has
responsibilities both as a meaber and leader of the team, and as a
memnber of the entire instructional staff. The uniqueness of his
pnsition is such that he can and should be involved in the processes
of instructional improvement and employment of new team members.
While the principal consults and is avare of the decisions and
practices of the teams in his building, he asserts more positive
leadership in connection with developing improved educational
practices, managing the pre- and inservice teach-r education
activities of the school, and administering resea.ch and development
projects. In a school involved in team teachiug, a network grows with
lead teachers consistently serving as linkage agents betwveen the team
and the principal. The effectiveness of a team-organized school
depends on the ability of the principal and lead teachers to vork
together. In a multiunit school, provision for shared, school-wide
decision making is made through the instructional improveament
comerittee, consisting of the principal and the team leaders. (HMD)
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if: The role of the principal and the lead teacher is clpgely related as each has
'E?J the same goal == that of ensuring the best possible educatfonal experience for the
::: child, The difference, it seems to me, lies {n the nature of the relationships be-

Lt tween each other and with other members of the staff, The lead teacher is to the
unit or team as the principal i{s to the various teams functioning within the build-
ing. The traditional line and staff structure broadens, not in the sense that the
principal loses and the lead teacher gains that authority; rather therve is a broad=
ining and sharing of responsibilities and an increase in the commonality of purpose

and function.

"The creation of a new formal position, that of lead teacher, has changed the
influence structures so that influence is shared by a larger number of persons."1
The lead teacher is seen as influential not only by members of their own team but :by
some persons in other teams as well. Even though the lead teacher is a significant
person in the influence hierarchy, "The principal remains the single most influen-
tial person in the schoola"2 because of hgs educational responsibility to all tea-
chers and youngsters in the school.

A prime function of the lead teacher is that of instructional leadership.

This function is similar to that of the principal except as it relates to the per-
sonnal within the school. The lead teacher is concerned with the management and

coordination of team or unit activities whereas the principal is seldom directly

involved in the decision-making processes of the team, However, the principal pro=

fi;‘ vides similar leadership functions across teams for the total school staff.
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The basic concerns of the lead.teacher are with the Eeam and the children with
vhom ic team is working. Under this priwary consideration Qe can identify concerna
such as the quality of the learning atmosphere; the effectiveancss uf all memhars of
the team; the determination of objectives for the individual child as well as the
group; the selections of_teachtng strategies and materials to be used to provide
the learning experiences in harmony with those objectives; the evaluation of pro-
gress through test selection and other group and individual evaluation practices;
the proper dissemination of evaluation results to the team, the chitld and the parent;
and the determination of the kinds of learning activities to be prescribed to fur-
thar the child's progress.

The lead teacher takes on many of the characteristics included in the defini
tion of the principal as the "principal teacher." He is a teaching member of a

1 and his performance in that role serves as a model. He takes initiative in de-
veaoping and trying out new materials and programs in the team. He demonstrates
quality teaching in every gsense. This is not to say that the lead teacher need be
a specialist in all subject areas - rather he should function as a specialist in
the basic sound practices and techniques underlying effectiva teaching in all sub-
ject areas. The quality of teaching will depend not only on the teaching qualifi-
cations of the lead teacher but also on his ability to demonstrate through his tea-
ching that which he preaches as he interacts with other members of the team.

The lead teacher has responsibilities as a teaching member of the team, as a
leader of the team, aﬁd as a member of tha building staff, "When a teacher in a
team seeks advice from a single figure of authority it is likely that he first will
turn to the lead teacher rather than the prtncipal."? "As a teacher in a team tea-
chas, in effect, in pubiic. the pressures of tha situation logically lead to consul-

4 T
tation with the lead teacher when problems occur."

3
Ibid., p. 15,
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The daily deliberations and intaractions awong the team mambers enables the
lead teachar to be constantly aware of the quality of performance of all team mam=
bers., The uniqueness of his position'is‘nuch that ha naturally canm be and should
be involved in the suparvisory process, G'

Two goals of the supzrvisory process are (1) the improvement of inatructicn,
and (2) to reach a decision to employ or not to employ a teacher,

The involvement of the lead teacher in evaluating the Ceaching process certain-
1y should lead to more intelligent decisions relating to both goals. The lead tea-
cher is in a position to spot deficiencies and to take remedial action much soomer
than i{s the principal twhese opportunities to observe and evaluate are much briefer,
infrequent, and subject £o the problems caused by other demans on his time.

While the decision to employ or not to employ e& teacher ultimately ic one
v 1sts with the principal, it would seem that that decision will be more valid

..ult of multiple evaluation €8 wall as the considerably increased amount of
kaowledge about a teacher'e performance resulting from the day to day essociation
betveen che lead teacher and thz teachers of the team.

This 18 not to say thz: the evaluative supervisory function is taken over by
the lead teachar - rather theve {s a tenm function existing, a team functica of as-
sistance to and evaluatior nf the teacher and other team menbers.

The ability of the lrad tescher to function &r this role is critical since the
othar members of the tecam may view the supervisory procese ag a threat. All the
skill the lead teacher can muster will be required to focur on the improvement of
tnstruction throuvgh the gutual evalustion and 1m§rovement of the teaching act, Tuis
suggests that the lead teacher must lLave the knowledge and the ability to make use
of varfous instruments and techniques available, surh as Flander's Interaction Anal-
ysin; Galloway's Categories For Observing Nonverbal Communication, Sanders Classroom
Quustions, the video and audio tape recorders and the like. “These will be of con-

aiderable value for reaching and maintaining a proper balance between subjectivity

as wall as for helping to provide the proper focus 8o necessary in order to keep‘

a
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The load teacher, in addition to being scen as a model teachar of childran who

is clso involved in the suparvisory process, is also viewed as a facilitator. '"He

facilitates the work of the teacher by...

sescoordinating the efficient utilization of the team staff members, materials
and resourcas,

...8¢arching for, obtaining and preparing new materials.
+eegrouping students and making appropriata teaching assignments.
.+ handling reporting chores.

.. shelping teachers Lkeep up with new developments

«oodiscussing instructional problems of individual teachers.
+eeadvising teachers on their relationships with parents.
eoolkecping up teachar morale.

oeotelieving teachars of routine chores.

«eo8erving as an advigor to teachers - supervising'and evaluating their work.
«..0Obtaining concultant help.

cscarvenging field trips,

eeotraining new teachers and running in-service programs,

.eotaking general responsibility for planning, {mplementing and evaluating the
curriculun,

«eosbriefing teachers on school and district policies and procedures,

+eochanneling of information to the teachers from a variety of sources (inclu-
ding the principal).

S
.. .dealing with the central office on 8 variety of matters."
L

It 1s most obvioue that the above list of activities are characteristic

of functions haretofore performed in varying degrees by the elementary principal.,

' Ibido' Pe 12"130
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IUY _ROLE OF THE PRINCIPAL IN THE TEAMING OR ROLE DIFFERENTIATED ELEMIMTARY SCHOOL

The principal does not lose involvement with these things. He consults ‘about
and is avare of team decislons and practices in his building. "He assumes greater
responsibility for various functions that are not common in the elementary school
of today. He takes more posicive leadership in connection with developing {mproved
educational practices, managing the pre-service and in-service teacher education ace-
tivities in his building, and administering the research and development projecte."6

The principal holds a position fro:i which he can view educational program of
the coomunity qnd his school with a parspective unique to his position. Thus he
sees its strengchs, its weaknesses, and its needs as perhaps no one else can. As
an educational leader he is alert to and knowledgesble about educational practices
and research findings which continually emerge from his professional readings and
conferences. Herein we are concerned with team teaching, but there are rmany other
potercially bright puns rising oa the educational horizon. Two such examples are
the ron-graded school and the Multi-Unit school. As the underlying theme of non-
gradednesn is continual progress for the child, it would seem that team teaching
is in harmony with that philoscphy and, by its very nature, would promote the idee
cf continuous progress,

Tha Milti-Unit plan of school organization seeks to change the system of educa-
tional structure in such a way as to create "an environment that would simultaneous=
ly facilicate children's learning, research and development, and also the inservice
and preservice education of teachers."

6
Organizing the School for Research and Develoggent Activities, Herbert J. Klausmeier

Director, Wisconsin Research and ‘Developmrent “enter for cognitive Learning, Univer-
sity of Wisconsin, p, 11

7
Ibid., Pe 30
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"A Multiunit Elementary Schoo) may te thought of as an favertion, cmarging
from a synthesis of relevart knowledge end tha bast practices regarding horizontal
aad vertical organization for fnstruction, role differantiation, decision makingz,
comrunication, and individually guided education, Horizontally, the lultiunit Ele-
aentery School incorporatas the concepts and practices of team teaching rather than
independent or self-contained classroom teaching. Jertically, it embodies continu-
ous pupil progress and non-grading rather than age-grade classroom groupinzs."s

“The Multiunit Sctool was developed in part to facilitate controlled experi-

mantation without involving a large number of intact classrooms, hundreds of chile
S
dren, and many teachers."

“The goal of init!zl development activities is to produce materials, methods,
processes, equipment, organizationsl patteras, or eny parts or combinations thereof
rder tn achieve clearly apccificd objectives with carefully described target
poprlations at identifiable costs in terms of dollars and time,,.development-based
research following the initial develorment of # vszlle protctypic or experimental
product involves trying oui, testing, and refining the product ifteratively until the
product achieves the specifiad objectives under the prescribed conditions."lo

With an eye toward the needs of the children, the educational practices being
carried on to meet those reeds, r~nd the facilities inherent in his building, the
principal exerts leadership toward the edaptation or adoption of those educational
practices which will supplemant end improve the educational program. In his role as
irstructional leeder the prircipal can make important contributions to the instcuc~
tional program of the school as a vhnle by working with and through the lead teacher:
This would inclvde: joint participatiun in the determination of building objectives;
coordination of educational practices in the building; identification of problema
cormon to the program; cnnsideration and selection of practices which would contri«

8
Ibid., p. 15,

9
Ibid,

10

Ibtdo s P 19.
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butions to tha instructional program of the school as a whole by working with and
through the lead teachers. ‘his would include joinﬁ participation in tha determina-
tion of brilding objectivas; coordination of educational practices in the building;
tdentification of problems common to the program; consideration and selection of
practices which would contribute to the solution of those problems, and, the crea-
tion of the proper environment as well as providing the materials and assistance
necessary to their success. )

The principal also assures himself that each team "{s properly organized for
tnstruction and that the team leader and teachers develop the interdependent rela-
tionahi:: necessary to make relevant decisions and carry out their instructional

thether the principal should be an expert in any subject-matter field, in re-
search design, or in teacher education, is & moot Question, He must have, however,
a vorking knowledge so that he can oversee the wirk of others. "He also utilizes
the best knowledge available within his staff and from consultants, delegates re=-
sponsibilities, and as3ists in arriving at group decisions which can be implemented

12 :
effectivaly,”

Experienced lead teachers, defining the function of the lead teacher, were of

the opinion that the responsibilities of a lead teacher are, in many teams, decidad
13

by the group as & whole. Thay suggested that the lead teacher can carry part or
all of the following reaponsibilities:

ec.Act as a coordinator between administrators and/or consultants and team
narbers,

...demonstrate an enthusiasm for an understanding of team teaching.

+sshelp to incorporate the plenning of all the children's experiences coopere
atively.

11
1isconsin Resecarch and Development ZJenter for Cognitive Learning, op. cit., p. 26.

12
Klausmeier, op. cit., p. 11,

13
Team Teaching, Goodman, Park and Kuhlreier, Working paper for Role Differentiati-
on Institute, University of Wisconsin, 1969, pp. 13-14, mimeographed,
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«eopool idcas about the degree of effectiveness of previously deterwined large
and small group activities,

«s o080t up agendas for team planning.
+so.interpret the team operation to the community,

++0283ist new team memhers in methods and procedures regarding the operation
of thz school and team,

The principal should also be involved as the team leader carries on these re-
sponsibilities. He should be performing similar functions with the team leaders in
his building, coordinating their efforts and directing their combined thinking and
performance toward specific building and system-wide objectives,

In a school involved in team teaching a network of inteirdependence grows and
corm: :ation is imperative, It has been shown that the lead teacher consistently
Jerv¢; 38 a8 linkage agent betwecen hiaz team and the principal. The effectiveness of
a *¢.um organized school depends on the abilities of the principal and the lead tea-
chers to work together effectively, Decisions made collaboratively by the principal
and the lead teachers impinge upcn the school ard the teams within it, A team oper-~
ates almost independently, relying on the lead teacher for support, advice and as-
sistance. Both function as leaders and facilitators within their respective spheres.

Team affairs are decided by the lead teacher and the team members. That busi-
ness which the staff of the whole building is ebout is decided by and/or in consul-
tation with thé team leaders by the principal. The multi-unit plan of school organ-
iration makes provision for this through the ectahblishment of an Instructional Ime
proverment Committee. This committee consists of'lead teachers and the principal who
meet weekly to con sider an agenda formulated by the principal in consultation with
the unit leaders,

"The functions of the Instructional Improvement Committee may be considarycd
at threa levels: interpreting and synthesizing system-wide and statewide policies

that affect the building program; developing the broad outlines of the instructioncl

program, vesearch and development projects, and teacher-education for the building;

9
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and coovdinating the activities, including the use of facilitics, time, material,
etc,, that the units do not manage independently. It thus has both developmant and
management, but not supervisory, functions., Policies and guidelines developad by
the Instructional Improvement Committee are transmitted to the'Unit stqff by the .
Unit leader. In turn, the highly significant dacisions regarding an appropriate
instructional program for each child are made and carried out by the certified
teachers of the Unit."l%
Ragular, planned meetings of the principal with the lead teachars would seem

to be an imperative necessity to tha success of building or across-tecam school
operation. Effective relationships between the principal and the lead teacher are
essantial 1if either ox both are to function in fact as instructional leaders, They
rust be mutuvally supportive. BRoth have important contributions to rake in the
¢  :lopment of an educetioncl program which offers maximum benefit to its boys and
Se

The cocinl climate within vhich the educati~nal program is carried on is of
matual. concern to tha principal and ths lead teazhers, An atmosphere of cooperation
and mutual respact is an absclute essential, Assuming that the pafsonnel in a
teaming schooi are invelved as a result of choice, and it is questionable whether
ona should be involved ag2taar his will, a base for a healthy social climate is
already present. It behoovers ths principal and the lead teachers to have a working
kaowledge in the fisld of human dynamics in order to bufld upon that base &8 struc-
ture strong enough to withstend the buffeting of th2 winds of varbal exchanga, the
rain of criticism and storms of dficseat cormnn to 211 active, growing and dynamic
sozial grouns. A comuon grappling with problems mutwally identified, involvement
in tha davelopment and execution of possible solutions to those problems, evaluation,
ond the refinement of future activities are what teaming is all about. The princi-

pal and the lead teachers together creata the conditions which make it possibla,

14I-‘.lausmeler. op. cit., p. 8B,
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W2 have attempted to comment on tha relationships of roles and responsibilitices
of the priacipal and the lead tecacher, We ece, in effect, a sharing and a delegat-
ing of scma of the aspacts of the operation of the building program, As the lead
teacher serves as the likage agent between the team and the primcipal, so, too, the
principal serves as the linkage agent tetween the school and the superiantendent and
his ataff, end ultimately to the community. Thus the principal must be the final
decision-maker for in the final analysis, he it still personally responsible and

accountahle for the educational program of his building.




