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+¢ 1involved. The decision-makihg model proposéd here is a political or
"« conflict model. It defines an organization.as stable patterns of |
‘interactions between coalitions of qroups having a collective
.» ‘identity and pursuing interests.and accomplishing tasks, coordinated
' through a system of .authgrity. The maln"value dilemmas faced by
.« . educational’ administrators focus op what cqnsti'tutes leadership and
"', .. on.who commands the loyalty of the administrator,. Leaderskip value
- conflicts center on developing commitment to organizational goals,
-srecohciling personal and group goals, delegating responsibility and
-authority rather than 3bdicating them, continuing a concern with -
. organizational improvément rather than with mere survival, making
‘ . deéisions, and being both task-oriented and considerate: Loyalty-~=the
wost difficult, testing, and potentially damaging dilemma~-involves
three subissues: (1).professional loyalty conflicts between
, colleagues, collegial standards, and organizational standards angd BN
expectations; (2) intraprofessipnal and ipterprofessional conflicts; . *
"t and (3) conflicts betveen professionals and laymen, &nd conflicts .
arising out of palitical disputes within and between communities and
. " .their elected reptesentatives’, tlie trustees. (Author/IRT) ‘
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'W%ﬁ;hich cbﬁflict occurs because of .value differences among the groups
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The luin value dilemmas faeg by the ‘educational :dniﬂstratoer in’ "‘tlm 1970'3
‘be smed up in two questions: - "What eomtitutes\la:dersh %‘ln the BN
‘social and political climate in Camdnp education?; and two, o gmds
loyélty of the educational administratpr’"
My purpose here is not to- provide answers to these major questio&gs not”to adviso
you on solutions to thesetdilemmas, but to signpost them as clearly as I cln, and’
clarify the issues they raxse as much as possible. R SRS
Hx procedure wlll be, first, to define thL*d’ecisioq-mkink coﬂt in \d\ieh thoso
issues appear’ in their most difficult and controversisl form, a pravide & lodei
» fer educational decismn-naking whi.ch itself h@efully wil} shed Iight on oay
' problems. : K
, . . . o
‘Much of what is said is drawn frou soci.al science resetrch > more is drmfrnn
experience. In virtually every issue to be discussed, whether of leadership of
of loyalty, I will'illusprate with an example, drawn fm'recent ever MM€&:
I hope you do not find this emphasis on our expariepce tedious “asidt is necessary, -
when dealing with such an elusive and subjective topic N value conﬂicts. to s '
intmduco concrete events and. perscmalities td avoid getting Iost in a2 maze of '
abstract:ons. . . .

.. ;'e’ _\.

.,

r"'st a few words abm dacision-uking and in particulu- about decisiea-nking iﬁ
c.onfhct: situstions. Clearly-a great deal of mutino decision-making in cational
administration is made largely oni'the basis of ‘incontrovertible dsta and kind
‘of decision-making is mot._our’ ‘interest here. What we are interested in is doeisiocg
on issues in which there aré-at_least two altérnative views, based on or modified .
by two rather different value positioms. 2unticuy ‘then these a ‘ssues in uﬁieh
confl:tct occurs because Qf .value differenc . ' ’ W
The - decismn-making model to be proposed here can be called ther a ylitical lgdqx
or a confligt model. I would' like to discuss very* bri:%‘léy/conﬂict models of - |
organizations.  Such a model has'been proposed by Corwin who. defines an organization'
as consisting of stable patterns of interactions betwéen coslitions of groups naviug

a-collective xdéﬁuty and p rsuing mterests and/acccmpli.shina !‘-aSks, co-ordinated,
through a system. of authori

, v/ . . "'

FundamgntaLto d’onflict is the" )act that ;hae goals and values of*the groups differ. - ;

. "
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‘If y Sénunber pf dlfferent grbups with comlet’e identity of goals an/d values. "
the distr I; ion of power would not be an isste. . It is only when goals’ ‘and valyes ~ °
;l%ffer t the distribution of deciston-making power becomes a critical issue. .

ec '

1f]ict model provided is.an attempt to illustrate this by )wing that there
sd diffegent interest groups. involved. in education which are 1ntercsted in .
t issues, have dififerent information (for instance pyents haye different -~ . ]
il;;fom jon about the competencé gf a particular téacher _that available to
rintendent) and”have quite different Values.; Qo" iict occurs -on.an educa~ - 4
1/issue  when one or more of theseaintetest groups ents a vxcupomt, “
/ /possib e solution to a problém, or a: possible decisio which is at odds with, that . 5
e preseyted by.another group or an individualy ‘One of the consequences'of this. . ) i

7#  conflict view of orggnizations is that they can be seen as an uné¥Sy and upstable: L
equi}ibrium of forceS, and many of you here will be sble to justify‘such 2 wiett L
»?ut f your own exgerience. P S “ E

. 'me decision-uking aiodol provided here is inmdad e-phasize ?ix things abm; ,«
C . deﬁsions in educatinnai adnimstration' / - e W3
. - i . o » ' ", e . [ . A

/ ‘ﬂiey are el;aracterized by cowroaise and consensus, based on tha ;-apresemta- *
tion of different points of view by different interest groups. ’ *
A v ’
. Tke decisidm-ud:ing process 15 routinizad in the eo.ittee tﬁmse mmers o
~ ‘represent different interest groups, which, is so common a ‘feature of our- léts

\' waa@inistrators now as, to'bé vi.rtuany. mvigibla. g ‘//e A LT

'l‘her,e is an expactation tﬁ;t sack group. ré’pesenteﬁ uill prcvide bug vnnc
positions, a$ their: cofftribution to ‘the decisioncmaking process,. This is. - )
expected to legitimize the decisions made in the of, m‘ganizationai mrs
. and-clients. The *P:rticipa;ion Hypothesis® is ﬁmﬁmntsi han’? 3
. .»° "Significant changés in human behavior can be brought .about rapidly only 1f the.
persons who are expccted to change participata in deciding uhat the changé shill
- be". .. . 3

4. I‘o’ge. that tlus model can-include the ratioml-tecﬁxical model’ generany used by
"decision theorists, since it can be maintained that diffqrent interest “groups P

providg ({different alternatives, and that the best alternative will be chosen. - s

_However, the difficulty is that almost invariably- the decision made will - . ° =

i ... repre ent a coapromise between different .prefmncas, rathe,r than the best . A

v ‘ 'deci/ fon- in the technis:al sense. Lt ' . s v N

.
{—\,“\ L i

te | 82 /‘lhis model then. sign:lficantly linits the importance,of 'tec!mical conpetence, -
2 .| -° /-and-thus of .professional control of decision-making, In this. - Téspect, it is o
: / ' simply ther ‘way of repfesentiqg smof the propositicns put fomré by

e Profess Wilhams Lo

6. I't should be gmphasued that the model is intende,d to suggek that each intsrest'

/| .. » group sees -differgnt issues as vital, different dta 'as relevant, and' differenn. " . |
R valuds as importanmt. For ' example,. teachers would be more concerned with caréer

ay expectatzons, wo-nkmg conditions, and job ass'&;unents, and would see such’ data

e _ . B
. . . «
' ' {‘j . " * ‘ .
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~ /," as! the iwwtant things abeut a new schog‘li;‘ Pa:‘ents ait the other hand‘ would, . ..
1. Ny gﬁgard school -policies ‘tm disczpl’ine tr portatlon, lunch hours, the quality of

: . f/ + the teachers, and the type of instructional progﬂns. as the importani 1ssues,
[ v with datd on these i‘hufs be:mg relevant. .

- - - Per’hays it is. necassary further to justify the view that this model -of decisim- .
-~ ° making is! the relevant one, and vital one, for administrators-in the current social
. .climate, It is always hard to charactefize social climaté since it is perceived
f . differently obiservers with different value systems. , However,, ¥ will porrow from
. Professor Williams' paper an obsa‘r\fation that gmmeﬁtn institytions.are con~. =
o timeusly,affectd by thm basic value ‘positions: representativeness, technically-
N nentral competence, and"executive leadership. Curremtly, the first value is clmly
- dominant’ in miny educational jorisdictions. Consider how frequently wé hear of - .
‘ Bm;a and/or professionsl dec¥sions being questioned, not because ‘they are- arong,
' baeme so:é g;oups with an ini;mst in the iqsue vere not consulted.. ..

,‘ - .

. hy mlusion fra such avidence is ésat ittis siuply nat sufficient to wfeld _' .
.. . expertise‘as an educationsdl administrator --dp-are all politicians today. - The:

- educational ndninismter who is not 4ware of the importance of the pohgical or.

ceaﬂiet model 1s/certaia1y due for some difficult times. Do not-migtake my be 'ﬁ'g

: in saying ‘that .we are all politicans. I ia not havé in mind the ing "Politics
-° . are now nothingfmre than & means of rising in-the world"; rather I Rave in mind the .
= . ‘necessity, for an adninistrator, -of seeking a’ rg_{cgt;i)n tion between ‘the .interests
© .., '~and‘gbjectives of various groups ‘of people. Con$ for ‘exanple’ a comsent of John
Gargner's quoted by George Pleuer h:erq ‘l1ast.year: "mEATION IS . THE. SBRVANT @‘ ALL
, "OUR' PURPOSES. " AR _ . .

. - .
N LY . A4 ’ 4
o

T LEADERSHIPANDVALUECONFLICTS L -”"
My first major thbne is leadership. It is of course appropriate to tl;e general
theme, "Educational Leadersﬁip. “Try it -- You'll Like It" at least in part. " - -

3- ﬁwever,.ay task is to-point out thé value" nvolved: 1 hope I nll not
eonvince you ‘that you m't like it, or shoulgin't try Ft.

t
o

I wonld like to prgsgnt ome proposztim on leadership which

seeial science resea) . For each one. 1 will also provide some. comments , from
t ., §the perspective of a prgct;lsmg adnini,strator, on’ the value confhct which seeu >
’ mplicit in ‘the proposftion. o . el TN
p . ' ) ’ - - + .. . o B . , -~ .\ -t : ,
‘ ?theasax s R Ly \ 3
) R D&elginx Com;tmenf to’ Orga_nizational Gaals ‘ : . A

$

any orgénization.. Just as clearly .there is certainly built-in‘cunfuct
3 v between the goals of ‘the organizatiop as a whole, and those of groups and -
) ? indxwduals in it. For example,- one school ‘districe goal is clearly. econma‘l.cal
' '+ . operation, A-goal of the teachers’ assoclanon in the dfstrict is just as
’ c\early to: protect the economic: welfare of 1‘-&members by winmng substant:.al

@ Comnt' *Clearly, the analysis of goals and the comitment to tﬁem is mportan; ;5;

- - A ]
o -
A T T T T O T )
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= salary “increases each.year. The senior administrator can oa‘sxly becou canght
5 "in the conflict between these goals. Generally spdaking superintendents have .
3 . been rather careful to avbid involvement in negotiations, although. there are -
" some signs that some involvennt will become essential.. A serious conflict of ~
_inter&st¥can rapidly develop, however, since thé salary of the superintendont
TH T is in soue respects set Ey reference-to the salary -of the tea,d\ers.. T !
3 . One Pm'ther Comment :. we have recently. coqle;ed in our dis’trict a goal :
E . ication exercise using Phi Delta Kappan materials, . The exercise nas !
) snceessful in that various groups, including. represenutives of  stidengs, 1.
parents, teathers, administrators, and trustees, indicated roughly similar *
 priorities. It was unsuccessful in that some individusls in esch group found
. - it extTemely hard.to Cdpromise with the majority view. This was particularly -
", “the, case with,the student group, and long sndsometimes quite Hitter.debate :
*  .chirscterized Wftemp¥s ‘to Teach consensus:’ One. could only ‘conclude thag *° '
_©  consensus on goals is achieved nluctantly and remains shaky at best.: Ceruinly
substantial curriculum revision from the'basis of the ‘goals wé have established
fs an-extregaly risky brsiness, with great potential for ereaftng seriqus RN
_ eanflicts wiﬂpn the. school divisxon, withm and-between reyxesentative grwps

PO S N

‘l .
/ o

2. Reeenci}il_lg Parsog_al andﬁrmxp Goals A ’J T s

o - < . -
. 4

mt. The coﬁ?liczs here hav& been ested in the/ previous mts. ‘T
would 1ike to givé a further examp: 93 on our distric‘t‘s atzempt to develop
smmnt-by—abjecﬁm scﬁeu foz'the guidafce of division admipistrators., . -
** . Basicslly our view was that adnin{stratioa ix a cdomplex and difffcult task, in"
. which.a great dgal of time, is, wasted becsuse goals and pﬂaritics are mot ﬁar—
ly stated.” We sef out- school division. goals and ad:inietrative prioﬁ;ia and
“asked . dach administrator to develop a set of personal objectives consistent with :
the general set of: functions identified for his -position, which would allow’ kia
- to assign carefully and ,gffectively his own-fime and effort, The pormal
“objjectives it each instance were expscted fo be congruent with‘divisional. goa‘ls
and: priorities, but: within the rather broad range availﬂ:le a.good. deal ﬁf '
persml variability was expecteda - - ’ .
t " This \"’ :mdeqd the case, and the rocess reqp_irad a s;ries _o_f_n Qscgssim S
- between individual admipistrators and myself sbout their personal ebjmtivas. .
I ‘ . These discussions revealed father clearly ‘the conflicts ch crit:l:cs of, o
: migemn’é-by-objectives schenes have alyeady noted ' 5, ' ,

i

.

Some people, find it vir.tually inpossible to recoﬂcile personal and organiution-
al objectives or.goals. They have become. dccus; . to gperating rather auto- °

nomous ly not specifying vdry. clearly- their personal ubjective& and when. .-

‘these have td be specified, it ofte turns out that they’are quite at odds with :- - .
T ,divisional goals., A single example will suffice: the divisional goals wplusiza
‘ student self-concept ahd self-worth as important outputs of the ‘educatfonal ‘system,

W

' T " . as important as achievement imithe’ pasfc disciplines *\Qt ‘least one adninﬁtrathr .
’ ..9 ¢ P SR -6; ’:"‘ ‘ :
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N ’ * “clearly, one not easily defined. The normal ‘res & to an prgamzatlonal .

3

. in the drvisxon takes the vielt that the sc&ools have no respomiba.lxty for
*w' ‘the social or psychological development of studenss, and that the ‘schools’
responsibility ends with the development.of reasgnabile /1&vels of Achikvement
in the basic academic disciplines. If a student’s achievement is poor because
. of ‘low motiv ion, the response of-one school adm#histration is to force his -
w}thdraual is school pohcy, well known in the district, is clearly at.
odds with at 1past one major goal’of the school divisi .

» A &

If I ¢an. sunarize tlu.s value, confhct it is as follous~ In the case of an*

individual who, cannot reconcile personal objectives and-philesophy’ of education.

with. division goals, and says ‘so, what?is the responsibility of the senior .

admipistrator? Must he’ force. accep;ance of. dxvrsion goals, however’ grudging,

or resxgneuon?
3. Delegatznikespomibilzty and Authority, Rather than Abdzc&tj Theu

Coment' CIearly this is an’ mportant quahty £ leadershxp, and Just as

-

i
i

s ! .

probl;m in "a school distnct, within my experience at least, is to develop -a
ittee to make recommendations. The coimittee is Carefully chosen:on a
representative ba?is, works diligently for 6 months), prepares a report, and'
nothing happeps. ' Why? Frequently, because the” task and the limits of the -
resporsibility and authority of the committee were not established in the ..
first place, beg#ause no commitment ‘was made to accept the coumttee's report
r act on it, and,” in general, because imlemntation of reports is always a-
fuch more diffrcult xAsk than developing then. ‘ . : .
Again, an example from our onm district. In 1969 a rather useful report on
indzvrdnalizat1Ms of: instruction was prepared for- the district.. It wags o
officially adopted by the Board as a district policy, and at a seminar early
this year, five years later,dxstnct administrators. spent_Some consxdera‘ole '
time d1§agreemg as to the reasons why the report was ne@r effectively itple-.
mented. It Seemed clear that in one or two schools it ‘had’ been impleaented
rather successfuliy,. and that in"the other 14 schools it. had barely been
. mplemented at’ all . » i ,1‘ .
2 v ¢ Y.
as _Two things seem to have .gone, wrong: - firgt, the task ‘of the senior administra-
“tors of the school district had been seen as ending with the acéeptance ‘of the
emttee report. However, in any issue invol¥ing subdtantial change this is only 1
i
3

.the beginning of .the task of the senior admihistratars. A pmgran for' the implemen-
_tation of .such na;or..change was clearlg;ngcessary. y . I ,
Ey] _g . i

H

Seeond; thero was, and is, serious disa&eehsﬁt ‘between pr1nc1pals on’ the dbasic
value fssunptions of the report, which rdises tlie same issue .as the previous

how. far can the division go in asserting value positions with regard '
to, edocatzonal policies., and- requarmg comxtment to them? /* Y

. £

.'l;o return to the main point regardmg thls partrcular propositdon ony leadership, -
respondmg td a problem by assxgnmg responsibihty for produc:mg solut:ons to ;
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... absolutely critical element in~1eadership,.given the current cljimate.

-
v

it to a committee, without at the same time making some commitment to -~
. acceptifig and implementing proposed solutions, is clearly abdication of
responsibility and not delegation. -
4, A Continuing Concern With Organizational Improvement Rather Than Mere Survival

Cogments: - This proposition links with others, of Sourse, and in my view is anm’

In
particular,. jnnovations in.educational practice are still.strongly resisted,:
and leadership in this area is extremely difficult. Thetre is, as we all know, -
an.enormous inertia in educational brganizationsf in teaching practice,.jﬁ'
administrative routines and so-on, and changing anything, given the conflict
model and the necessity for consultation, requires enarmous patience, persis-

* tence, and conviction. ' : !

" The first.value, dilemma is of course the constant temptation to gii‘ up, to o
handle the trivia, the in-basket material which one must cope with “to ensure
organizational survival and continued' employment, and ignore thée-real issues
and the long-term health of the organi zation. . e :

v
. . > .

A basic di'lemma.-arising out of this issue is the question of ‘training,
particularly in-service training of prospective administrators and tlassroom
teachers. We are currently in the.process of developing a teacher, cgntre to
provide on-going'tgaining programs fortteachers and-prospectiye administrators.
Such’developments are relatively easy to commence, but what if the programs
turn out to be unsuccessful in the sense of charnging practice? Does one then
_abandon attempts fo train or retra¥n, and adopt the view, that the only way to
impreve competerce is to release relﬂtively weak teachers? °* )

‘In general, the value dileMma of change for the administrat&fkmay~be summarized
thus: change is inevitable (by the way, Disraeli said that first-in 1867), and
in education essential;" The administfrator must insist that changgs occur. But
‘he must at- the same time resist the temptation to specify the change which is
. , necessary ---that should be left to those close to the problem. . The good lékder .
' manages change,’ rather than MEndatos it. : ) ' L
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5. Making Decisions That No One Else Can Make, and Not Making Decisions
Should Make <t i o

—
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. . . . .
Comments: The genéral principle enunciated by decision theorists
« " far as possible decisions Should be made where -thé -data’ is, ~and
ponsibility fer implementing the decision rests. Furthermoxe, i
that gool leaders manage decision-making, rather than make decisions
K . - ' - * :
‘Notice that what rot to decide is at east as important as what' to decide:
"The fine art of executive decision (leadership if you will) consists in not
deciding questions that are not now pertinent,.in not deciding prematurely,-in
not making decisions that cannot be made effegtive, and in not making decisions
that others should make." The value dilemmas most commonly encountered here
seem to me to be of two kinds. First, how much time carf be spent in group
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.Parkinson's Law is &t work here: Work-éxpands_to £i11 the .time available,"
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decision-making, in two senses.; how long can an orég;ization wait for a .
decision, ‘and how many man-hours of valuable time can be usefully spent in
comni ttee meetings? I am sure that for all of you here, committee meetings
are a major.user of time. Put another way, do we value the participatory
process so much that we are preparéc to sacrifice the effective carrying out,
of our duties?

“

meeting with senior staff, try to assess thé actual -output of the mgeting, in
terms of knowledge exchangeJ or decisions made. Then calculate the 'man-hours
spent ,~and the cost ‘involved. I suspect the outcome will shock you. In this
one fnstance let me suggest a solution. v

Let me syggest an interesting exercise: the next time you attend a%committee

and the law Suggests the solution.. Drastically limit the time’ available.

In your own schedule, restrict meetings to alternate afternoons; insist that
comnittee chairmen specify both beginning &nd finishing times for all meetings,
and restrict every committee meeting to one or at most-two hours. The same
ends will be accomplished, I believe, at considerahle saving -of ‘time, energy, .
and money. Who knows, you may even rescue some thinking time!

The second dilemma involves the use made of committee decisions or output. Is

a senior administrator bound by a committee,decision? -He may or may not -be, N\
depending on the terms of teference of the committee. If the committee is a _

- standing committee with decision-making responsibi}ity, then provided it is

*:

_The conflicts here are obvious. The ﬁelping prdfessions ig general are -

within its terms of reference the administrator is, in my opinion bound to
accept its decisions, no matter how personally unpalatable they may be. If
the committee is advisory, thkn of course acceptance depends on the quality of
the work done, and assessment of the quality of, the analysis of the problen,
the data collected, the conclusions drawn, and the recommendations made wil}

determine what happens. - ﬂ -

Being Both Task-Oriented, (i.é., Insisting that Goals Be Met), and Considerate
(i.e., Friendly and Helpful) . L

T
- ——

Comment:” This is one of the most firmly-founded generalizations of recent
organizational research. s Recent research has tended to suggest that the tyo I
dimensions are independent, and can be separate functions, rather like the
stereotypes of.the classroom teacher and the school counsellor, the one g,
pressing for academic performance, the other, hopefully being friendly and
helpful. . Y. : : . Q

- - N
. ' o a

notoriously tenderminded, -as opposed to tough-mfnded, and Sentiment readily
repYaces reason in decision-making. Again I am reminded of -a comment last .
year: "In education, it's about time we stopped worrying about our bleeding |,
hearts, and started using our bloody heads." ,

Clearly, there 'is a balance to be struck between insistence on performance and /
consideration. For us, again, the issue raised its head in connection wltb
probationary teachers. . > :
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In the case of a marginal teacher, do you assume that \'gwen:time and a good
deal of "help from the principal he or she will improve? Or, do you insist on
demdnstrated competence before tenure is granted? Our answer, in general, has -
been to say that the pr1hc1paI cannot commit himself to spending a great deal’
of time trying to bring-the: work- of a marginal teacher up to standard" the
teacher should be released.

Let me end this sectxon on 1eadersh1p w1th a 11tt1e true story It cons;sts of a
dinner table conversation between a mother and her daughter, Stacie: CoL. -

-

»

: 7 .
Stacie: Gee, I can't wait to grow up! N
¢ .
Mom: Why? . , ‘ ) h
i ¢ . ’ . < LI ’ KRN
“Stacie: There's no one telling you "Don't do thxs -~ do that'"
You can do anything you want to! -
Mom: It's fun to be a kid too! Adults can't do evérything they want
You ask Madame Rheault if she can do everythxng she wanks.
v ’ . é .t S g .
St§c1e (Laughs) -No. --vshe can't 'cause she's a teacher and ‘she has to do i
. what the pr1nc1pa1 tells her to do! g
Mom (Laughs) Oh! ﬁell, who tells the principai‘what.to do? )
) s “'1 ' Y ~ ) f‘ | } ‘
; )
Stacie: (Emphatically) God! , - .

!
t t \
H * . -
}

t
1

Stacie may be a little 'vague on the source of leadership in educatxon, ‘but she is
pretty clear on the desxred standard! . .
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XLOYAL_T_Y_ : - THE ULTIMATE VALUE DILEMMA OF THE ADMINISTRATOR

here is a good deal of useful organizational research on the issue of professionals
in organizations. But it rarely refers toythe term "loyalty". Clearly, however,
i‘oxalty, and conflicting claims on loyalty, is the central value dilemma of the
professional in the organization. .

Very briefly stated, the issue is this: organizations tend to operate on the bureaucra-
tic model, and teachers would prefer to operate as. professionals: The organizational
literature on bureaucracies suggests that the fundamental characteristics are the

. hjerarchical structire, :yd its domination of decision-making' and imposed coordination

< [+ activities.

Ry

This structure clearly runs directly contrary to the fundamental professional activity
which I would define as providing specialized services and adv1ce4§o clients, who have
elected to use the services of the professional.. These services are based on in- '
dividual expertise in a highly specialized fieid. " -, N
Corwin states the conflict between the two models thus: "... The teacher, therefore,
inherits with the job inconsistent expectations about his proper role in education. -
The fact that he’is an employee establishes one set of obligations; the fact that he
is a professional employee compounds the 51tuat1on by estab11sh1ng competing gxpecta-
tions and standards." . . ) ///
Béfore going on to dlSCUSS some of the issues which arise out of this and other
conflicts grouped under the general heading of—loyalty, I"would like to refer your «
attention again, br1ef1y, to the graphic decision-making model you have in front of .
you. Each group listed in that model does command in some measure the léyalty of the
senior administrat The administrator naturally feels some loyalty to his teachers
and to his adminis at1ve colleagues. He feels strongly that the students and the
parents are the clients of the system and ought to be the beneficiaries, and hence
feels some loyalty to them. At\the same time, the trustees are his employers; and -
the taxpayers pay his salary, so hg must necessarxly feel some obligations as an em- ,
ployee. In what follows I would like to discuss some of the wzlue.dilemmas arising
out of this range of loyalties necessarily felt by administrators. These dilemmas

. arise out of conflicts of various kinds: administrator~ board conflicts, . .
administrator-teacher conflicts, and board-parent conf11cts in which administrators

" are closely 1nvolved . 1 :

s ©

One partlculariy sharp issue in the conflict arising between professionals dnd the - A
organizations in which they work- revogses around the issue of expertise and its place
in decision-makirig. ¥ would like fo ®e a non-educational example for a change, drawn
from a study of science and politics by C.P. Snow, whg has been a researcher at one
of the major universities in Britain, is currently a senior civil servant in Britain's
) M1n1stry of -Science and, Technology and is also one of Britain' s greatest living
.* . novelists. He makes the 'follawing comment: .
One of the most bizarre features .of any advanced industrial .
society in our fime is that the cardinal choices have to be
' . .made by a handful of men, in secret, and af least in legal
form by men who cannot have a first hand knowledge orf what

cee /10
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those choices depend %pon or what their results may be. y
- ' It is in the making of weapons of absolute destruction
that you can see my central theme at its sharpest and S .
- most dramatic,. or most melodramatic. But the same * R
reflections ‘would apply to a whole assembly of decisions
" which are not designed to do harm. For example , some - o .
: of the most impertantThoices about a nation's physical : -
. i . - health are made, or not made, by a handful of men, in -
R secret, and again in legal form, by men who normally are - .
. *not abfe to comprehend the arguments in depth. - "
.o 'Tho§e of you who serve in sénior administrative positions will recognize K .
_ immediately the relevance of this to decision-making at the school board level. N
You will have had the-experience of propesing or recommending a particular decision” 9
based on the very best data, and the most careful examination that your profes$ional; - :
expertise and exﬁ%riqnce allows, and of having a group of laymen, who do not fully .y
understand the issuie, and have not carefilly studied the documentation, make a

decision quite at odds with what you recommended. This is, of course, an instance.- L
of conflict of lgyalties; as an administrator you have a professional. expertise and ~ -

K . . e . 4 - -
a commitment to professionalism. You are loyal in effect to a set of professidémal , ‘

ethics. At the same time the bogrd is the elected representative of the clients’
. ’whom you serv¥. This is an extremely frustrating experience and one which is barely
< . pdssible to provide any.useful. advice on. . . . ' .
N ° s, owmT
_If this is an isolated experience, then'perhaps all one can Say is, better luck next .
“time. However, if it occurs more than once or ‘twice in a school year, rather funda-
mental questions are raised, of two kinds: one, is there a sharp discrepancy in R
perception of role between yourself and the board, and twe, is thére a value conflict?
- With regard. to the first, one common problem seems to be a failure as a policy
researcher. ) . "
- ’ .
‘One vital role of the board's serior education administrator is to serve as$ policy _
rescarcher, identifying policy objectives, and mechanisms to achieve them. Good L
puligy research requires the statement of a clear 'choice of objectives and alterna-
tive possible routes to accomplishing them, to allow a choice to be made. Jf you ‘
ever, or frequently fail to make policy recommendations in which several alternative,
possibilities are provided, I would question your wisdom, and suggest that your
concept of your role as senior administrztor needs re:examination.
With regard to the second pgssibility,,l would, suggest that you carry out an assess-,
ment of the educational goals of your senior staff and your trustees, and attempt to

'identify‘?ny possible value conflict through that process.

Should this reveal a high degree of consensus, then the next most likely source is

the lay-professional conflict of loyalties itself,which can perhaps best be tackled

by a series of informal meetirgs for the discussion of goals and values in an attempt

to discover commonalities. However, it is not.really my task here to suggest solutions,
oply to pose problems for your consideration in the $essions which follow. 3 ’

®
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Ev¢n more difficult are conflicts between administrators and teachers. They are
often conceived as internal to the teaching profession, hut let me make one vital
point. Both teachers and administrators are of course professionals, but they
are members of different professions. I cannot stress that enough. The appropriate
. training, the relevant activities, and the means of evaluation, all differ
significantly. As Corwin puts it:, . v

The "teaching profession' tuins out to be not one but several

groups of people. Principals have their own profession,

-

. 5 superintendents theirs, and there are dozens of teachingv N
\ ‘ profe551ons.‘ Teachers cannot ident}fy with adminis-
< ' o trators who control their salaries an . .n principals
’ can be the "instructional feaders" of .. .zen different ¢
, curricular areas. -

This is a vitally important point ‘which in my opinion is commonly misunderstood by
most educators. It is coming to be acknowledged in the United States, where
administrators have a separate professional association, the American Assgc1at10n
of School Administrators, to which they switch when they become principals or central o
office administrators.- In Canada, however, the picture is complicated by the extreme
reluctance of administrators to leave the embrace of the teachers' associations, and"

i the,reluctance: of these associations to give them up, since they provide:an 1mportang
source of leadership. I do see some change in this regard, however. Our own school "
district association was at one time dominated, at the executive level, by school
principals or vice-principals. At the present time there is not a single administra-

tor .on the executive of the association. I suspect that there will-never be any
significant number,of administrators of’ that executive again, su!%: I believe that

teachers clearly see a difference of 1nterests between themselves%¥and their
admlnxstrators. , 2 PN )
- f . .
- <
The main reason for that is.the very high level of decentralization in our district L

ponsible for hiring, evaluating, firing\approval of leaves, and many other personnel
furctions that in'many jurisdictions are‘the jealeusly guarded prerogatives of the
bnard and/or superlntendgnt. Thus principals have clearly been made school adminis-
trators or managers. They are respomsible for total school budgets, and virtually
all of our principals control far larger budgets than I do as superintendefit. The
dilemma of the principal with regard to loyalty is very real and must be resolved

in the very near future.

: o ’ : ' . ) ‘

which gives principals very exten51ve*§:;%:r1ty For example, pr1nc1pals a¥e ‘res-

*

I now want to fpcus on an even more-difficult conflict situation in the loyalties of
R administrators. adm1nlstrators retain a residual loyalty to the teaching pro-
e fession, naturJlly enoygh, and it is this in part which mekes it extremely difficult
for them to make personnel decisions of an unpleasant nacure regarding teachers. We 1

all know of very many instangces of extremely difficult choices regardi.., teacher -
dismissal. How heavily do you weigh the complaints of parents? How s1gn1f1cant are
¢ the ratings »f colleagues and/or 5tudents9 How accurate are the assessment of princi-

als? How useful are your_ own classroom observations? N \ |
p » ¢ | i < ;‘

_VWe all know that our evaluation téechniques have, been atroc1ous! and 'when they are
" tested, as they sometimes are, in arbltratlon hearings before the courts, they are

--3 w ‘ l ® [}
. : . . ¥
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technique with skepticism on.the part of the Board, I must admit, but with

oty

v

~ 2

often found inadequate. The fundamental problem is that these evaluations
are‘purely subjective. - No two evaluators arrive. at the same conclusions
with regard to any teacher on any consistent basis.

The response of professional administrators to this,-at leagt in Manitoba,
has been, in my opinion, the abdication of responsibility for evaluation or
= least for using it to improve,the quality of district staff. ' Some time
accumulated some data on teacher turnover in Manitoba. The highlights -
- -is are as follows: In 1970-71, Manitoba'’s. school districts employed
just over 11,000 teachers of whom 13.6% left the units at the end of the
schqol year. Mos't of these resigned; of those released only 20 or .17% of
the'total ‘teaching staff had tenure. The remainder of those released were . oo
probationary teachers. -THat is, of the tenured teachers in the province in
that year only 20 of some 10,000 were foeund to be incompetent and.xeleased for
that reason. In the next year only 32 tenured teachiers were released, .27%
of the total teaching staff. It should be noted ‘that administratots were
Asked to include any. form of division-initiated termination of contract, in-

gxcluding resjgnations fpllowing administrator suggestions, under the "released"

category. o : O -

I think that tHheserdata suggest two important value dilemmas, one of relevance
to administrators, the other to teachers and their associatjons. -First, why
the reluctance to release tenured teachers’on.the part of'administratoys? I

believe it stems ftgp three sources: " R ~
» - ~

1. A disinclination to place evaluwation procedures under public scrutiny;

2. A humane concern for ;ﬁe future of a professional person who may lose

his status and means of earning a living;_ggﬂ .

3. A 'genuine conflict between loyalty to the clients and loyalty tb the
- profession yhich the administrator may have only quite recently left. -
- A ) ' - ’ 4 . N

- +
[ . " :

For teachers, the issue is more clearcut. When an association is asked to
support, a teacher threatened with dismissal, it must weigh loyalty ‘to 3 colleague
agajhst duty fo the clientg. In a depressingly large number of cases in
Man{toba, the associations tend tu support teachers. against whom the case is
overwhelming. It is cleéarly a very difficult di'lémma for the professional
associations: if they fréquently refuse to support teachers about whose com-,
.petence they hive reservations, many of their less secure and less professional
membérs will be extremely distrdssed,’ and they will certainly lose marginal
*members. Yet the public image of the profession would bénefit, just as dis-
barments sometimes increase the‘confifence of the general public in the legal

profession. . i _ . “o '

s ., . N
Let me give you an example again from our own experience. We are trying a . |
some optimism on my part and on the part of the leaders of the association.
We have develaped whit is known as the 'Teacher Bvaluation Review Committee'.
Its functicl is to sérve as an.appeal system for Jhxlteacherswhose evaluation

-

4 ' 5 .
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by a principal or other supervisor is, in his opinion, inadequate, un-
satisfactory, or unfair. It will obviously mostly be. used in cases where the
evaluation raises questions regard1ng the' teacher's competence. Consequent-

ly it will certainly also be ®sed in cases where dismissal procedures are
to be 1nst1tuted .

The Committee will review the teacher's performance, will probably provide

_the teacher with suggestions for.improving performance and with a reasonable

period of time in which it is expected he will do his very best to follow
*  the suggestions. If the performance of the teacher does not improve, then

0 3,

. the committee may recommend dismissal. .
. . . <
The comm1ttee has’ just been formed.and has not yet dealt with its fifst case.
SEPYE Clearly the first cases referred to it will be the notorious ones, the cases .

of teachers who have been in the division some years and whose competence ‘is
quest1oned by virtually everyvone, ‘students, parents, teachers, administrators,
and school trustees. If the committee succeeds in dealing equitably with
those cases and if in fact the general level of teaching effectiveness in

the division can be 1mproved by th1s committeé, then I thlnk it will turn

,out to be a significant mechanism both “for the school distfict and for the

. profession in our district. L - . ' 5,

- - .
. I
’

Now to deal with a somewhat.différent issue which is also an extremely im-
., portant value dilemma for the administrator. I am not sure how wide-spread -
and how general this issue is, but it has been of particular concern to me
and I suspett to some of you also. I refer to the ampunt of casual brutality
which occurs in the classroom. Virtually. every student has experienced it,
at some time or other during his school career, and of coﬁrse students react
very differently. Some resent a great deal being struck by teachers or- other-
» .wise manhandlad, others because of their home backgrounds take it as a matter °
of course. 1 recent1{ attended a ‘school graduation in which the student
presldent ‘commended the teaching staff as being very ‘different from that of .
his previous'school. He-recalled that at thie previous school he personally
had only been physically assaulted once, but that was unusual. The student ’
involved is the son of a lawyer and used the appropriate terminology. “Such
AN actions by teachers do constitute ¢riminal: assault and are punishable by

¢

© s the courts. v -

» . . :

The response in our district to this problem which has been brought dramatj- .
cally to our attention by a series of letters from indignant parents, has

been to develop a policy statement, in conjunction with the pr

fessional
. association, <which reads ‘in part as follows: Q\

\a.

The'board expects and requ1res ‘all members 'of the teach1ng

staff to conduct themselves in a completely profes51ona1 \
mahner in all relat10nsh1ps with students. In partxcular,\\ .
in the control and supervision of student behavior, teachers ' -

. are expected to observe the fol lowing pringiples and \

practlcis

l.a  Seek always to understand student behav1or, > .
2. Attempt to deal with caus€s, not symptoms, and consult ) _
with school or divisionAl' resource people when in doubt. s :

. s B 45 . J
. . < } Co .
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3. Control their -own behavior as completely as possible -
. note that this does not imply concealing justifiable
emotion in a hypocritical manner;’ .
. k. .

N 4. Report directly any unusual incidents imvolving
student behavior’ and teacher reactions, preferably
in writing to their ‘principal. This specifically °
includes any and all instancesof physical punishment.

£
’

5. Refrain from striking or'in any way manhandling a

* ' student, extept for purposes of restraining him.
Note tiit the use of physical vidlezie can be con-
sidered illegal, in addition to being unethical and
unprofessional. This does not apply to instances of v

: physical punishment properly administered. ‘

3

6. When corporal punishment appears necessary the teacher oot
shoié2~xggort the offence, and the ‘proposed punishment P
to the principal, in writing, in’ advance of administer- ,
ing the punishment. ' In general, courts in Manitoba

have ruled that corporal punishment should no®exceed - “

that acgeptalile to the average fapily. '

” o . . .
In schools with a particular history of physical violence, I have personally

:'@ made a commitment to the teaching staff to investigate immediately any alle-

gations ' of physical violence against students, and where the allégation seems
well-founded to suspend immediately the teacher involved, pending a full in-

* vestigation. If the investigation revpals/that the allegation is fully
justified and that the teacher was-indeed’without pyovocation oﬁ\;easbnable
justification epgageg;in physical violence then release is automatic.

I wonder if this is a problem for you as well as for us? Are we in Manitoba
so different? I have been in Manitoba thrge years and previously was in
British Columbia., I recall vividly that the junior high school which my
youngsters attended had a strike by students because one of the teachers
was in the habit of using a piece of 2 x 2 lumber to compel the attention of
students. A Manitoba problem? I doubt it. '

. ‘ .
Let me give you another instance which is much more difficult to deal with.
‘A teacher with a newly arrived ehild, only 2 weeks in the class, in a grade
2 classroom warns the child once that - talking is not allowed. The second
* time the child talks (at seven years of age) the teacher tapes his mouth shut
-with a piece of ‘masking rape. 7The immediate response of the parent.is to
telephone the superintendent and say that her child will not return to the
school as long as that teacher is' there. This sort of incident, is all too
common, I'm sure, but clearly in my mind presents a value dilemma for the
administrator. Is it possible to condone such behavior by teachers, espe-
cially when you investigate the incident and the teacher says, "I did not
"know what else to do"? -This is a probationary teacher who has just completed
three years of trajning at the faculty of education and her response is: "I
did not know what else to do." . ) o

N 16 )
b 4
N K
o

-
)

-

....../15

£




- 15 - i; \ } -

(¥

Let me_ tell youshow I reacted. GSince she was probat1onary she' was-operating
with an interim certificate, I was asked to recommend her for permanent cer-
tificatiun under the regulations of our Department of Education. I refused
to do so, and within a day received a call from the Manitoba Teachers' Society.
The justification in my mind is clear. In my view the.interests of the pro-
fession and of the district are not served by‘grant1ng that teacher a_per-
manent certificate to teach, valid anywhere in Canada. What do you do in such
cases? < , . ..
The teacher's defense, by the way, was that it wasan isolated instance and
-not characteristic of her treatment of students. Maybe, but how do we know?
What goes on'in classrooms is very largely a private transaction ‘between -
"teachers and student®. In my view such an overt act is clear evidence of an
attitude towards students which I for one camnot condone in teachers, nor

can I find it in my conscience to feel comfortable w1th such a teacher opera-
ting in our district. Perhaps I am too harsh. -

.
*

.The f1nal conflict of 13{a1t1es is perhaps the nost d1ffiaplt of all at

least for senior administrators. They tend to be closely involved in board
decisions, and some of *hese are fundamentally political decisions. The
cliche is: that the adm1nistrator Jmust stay outside politics, and certainly
must avoid bec0m1ng asSociated with pol1t1ca11y-loaded decis1ons. , .
This is of course nonsense. The board is an elected body, and hence pol1t1ca1
by definition. The Chief Executive Off1cer1neV1tab1y becomes associatéd with
the board's policies, naturally enough since he helps to shape them. The
measure of this association d4s the regularity with which the firing:of the
‘super1nten1ent follows on the electoral defeat of the board he has served.,

Thas*po1ntstq}an extIZhn{{ difficult conflict of loyalt1e5' in-his loyalty
as a profess1dnhl to the tlients served, is the administrator to give his
alleg1ance to the board, to the parents, to the taxpayers, or to the students,
in cafes in which there%are some differences of opinion? I will illustrate
with a particuldr rgsué\onlwh1ch the body politic 1tse1f was split: It in- .
volved the closuxe of a small school v v L

-,

I w111 present the essential background as briefly as poss1bLe. The coﬂ&llct
here was a simple one:’ edhcat1onally and financially, the school was not
viable, with a small and declining enrollment, high per pupil costs, and not .
a very good record of student achievement, as measured by standard1zed‘tests.

Jwo other adjacent schools, about 7 blocks away, were also suffer1n declining

enrollments. and could readily accommodate the students. _A transfer of students
‘to these schools would improve the services available to students since the

" larger schools were staffed with resource (remedial) teachers, and music and

physical educat1on spec1a11sts. q ‘ Y

-
.

The board, with the 1nterests of the students and the division budget (ang
hence the taxpayers) in mind, and after, a public meeting and two letters to
. parents expla1n1ng the d11emma, decided to close the school A storm of

N . . 4'7 . . - . -
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. protest followed, including very extensive coverage.by the media. One part of
. th protest was a one-day boycott, ‘called for all the schools in the area.

| The results of the boy&ott are interesting, and illustrate precisely the conflict
there: the total Student population of the schools in the area-is 4,648. Ex-

“ cludipg the pop}xlation of the school to be closéd and-the students 'knowp t;o be -~
i11, 152 observed the boycott, or 3%. At the school-itself, the boycott was

!BS% effective. '

X I ¥ 7 .

/ The value dilemmas for the administratifon (and -for the board) are these: the

| objections of the school community directly affected were loud and at least in

| their own minds perfectly valid, and the political heat.generated was intense.
Yet the interests of the many were also affected and throughout the.affair, the
board took the view that .they' weré_elected to serve the interests of the district
as a whole. -These/interests required the efficient yse of facilities, and the
board remained firm in its decision to close the school. Those bf you with~
PTA's, School-Community Committees,.or Principals with strong local support - -°
might want to meditate on the politicaldconsequences if you too tried to close
a school. ot o

-

. s
I believe ‘such issues are increasingly likely, and will incxeasingly force the -
senior administrators ‘and school administrators to make wery difficult choices.
The board represents the electors of the district, and hires the administratqrs.
Frequently a close, and virtually collegial ylationship develops as the trustees
and senior staff struggle with difficult decisions. In this case the solidarity
. of board and senior staff was. unshaken, yet what if I and my colleagues had not
. been completely convinced that the board's decision was the best possiblé in the’
. qircumstances? . o . :

& Al r
.

1 have no moral to draw from.this i;rstance, I'm afraid, except to repeat that we
are all politicians now. In my opinion, the conflict or politial mode! illuminates
_ my recent experience. . o o

e ":i-" ¢

Let me then try now to summarize and provide a rather sharply focussed list of
fundamental value dilemmas, which may help you in your deliberations in the next
two weeks. ’ I

-~ >

>

. 1. The ‘major themes. What constitutes leadership, what value dilemmas does it
commonly present for educational .administrators, and who commands the loyalty
of the educational administrator? . . .o
Lo : R ¢

2. The organizational context. The paper adopts a conflict model of organization,

and of organizational decision-making, in an attempt to stress that it is in

the stresses and pressures of conflicts, particularly value conflicts, ‘that’

tests of leadership and loyalty take place.’' . - ' '

.4

3. Some propositioMleadership, with some comments on the value dilemmas with
which they may be associated. In most instances illustrations from experience ‘'
were provided, I hope not to the point of tedium. Let me emphasize-that our
experiences are intended to illustrate Some problems, not present solutions: .
it is your task to re-examine these issues, and others more relevant, agd learn

. from the sharing of experience which is always a feature of the Short Course.

.
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4. A discussion of loyalty; the most difficult, most testing, and po.tentially ﬁ,
most damaging value dilemma faced by a@xmstratOrs, in my opinion. Three
" sub-issues are discussed;’ professional loyalty confliots between colleagues,
collegial standards, and argamzatmnal standards and expectations; intra-
professional and- mter-professmnal conflicts; and finally, canflicts between
.professionals and laymen, and conflicts arising out of pohtxcﬁl disputes,
within and t:etween communities and their elec.ted representatives, the trustees.
Leadership; and loyalty. These are in my opinion the.fundamental sources of the
value dilemmas we_all face daily. I have suggested the importance of, conflict;
it is inevitable in all organizations, is healthy and necessary, and provxdes -
the heat whlcho tests our quality as leaders, and the strength of our loyalties.

Let me add one more true story A superintendent friend was visiting Los Angeles
with his family. #is son, who enjoyed the visit, said, "Dad, why don't you

_ become superintendent-in Los Angeles?" . His father, replied, "I don't thisk I'd

" like it fiere. They shoot superintendents here you know." His son's reactxon
was umedlate' "Oh. Mercy killing, I suppose."
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