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ABSTRACT

Twelve essays and books reviewed in this annotated
tibliography contribute information about how principals can identify
the need for change and how they can implement successiul change
strategies. The literature contains several case studies as well as
enfipical research data. One study ‘concludes thaw. change is more
likely co occur when administrators are hired from outside the
district. Outsiders were also found to be more committed to their
careers and to believe they had more persuasive ability in initiating
change. Another author emphasizes -the importance of questioning the
notives of administrators when they propose changes. Amony elementary
principals, those with more experience or those who employed teacher
aides were more frequently viewed as comprehensive change agents. The
interpersonal climate of a school, the technological level of a
district, and the personal characteristics, attitudes, and behavior
of principals are also seen as important factors in the initiation of
change. (WD) : :
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The Principal as

Atklns, Victor, and Kauffman Neul Th.’éE Suburban
Principals Talk about Change.”, National Elementary
Principal, 56, 4 (March-April 1977), pp: 56-65. E] 157
045,

1

Atkms and Kautfmaﬁ arranged this mterwew with three princi-

pals from the suburbs of Boston in response to their concern “that a

_significant voice is missing from the sometimes noisy debate about
education” —that of

“thoughtful practitioners reflecting on their
practice.” In this article, the three principals —Mary, Barbara, and
Richard —discuss how they were selected for their positions, how
thev judged what had to be changed in their schools, and how they
want about implementing those changes.

Mary entered a school that was “very drab, very quiet, very
structured.” Mary had had “no administration courses whatsoever”
and held no theory of change —traits she considered an advantage.
Instinctively, she felt the need to change the school’s environment.

Mary identified several traits of the principal as effective change
agent. The principal should be a supplier of information, be able to
“laok at the structure of the school and isolate where the power is,”
and then be able to work with or around that structure. Finally, the
principal should be an important role model, for “people don’t do
what you say, they do what you do.”

E‘ichard also entéred a sc'h’ ’I that was in rm:gh 5h3ﬁ& with bath

perD[E‘d a phllfﬁf}phy Df dwerstty as a stren;,th He farmed and
worked with numerous teacher committees to deal with specific
problems, “which helped harness a lot of randomly dispersed
energy onto a specific goal.”

Barbara entered a better sntuatmﬁ but the school still had its
problems. Her main change strategies were to increase the staff’s
access to information and to alter the power structure of the school,
Essentially, “it came down to wrenching the power away from the
aides”” and redistributing it to teachers and team leaders.

Drake, Daniel D and Schuﬂenherg, Ernest M "To-

+ ward Educational Excellence in an Urban Junior High
School.” NASSF Bulletm 60, 401 (September 1976),
pp. 89-94. E] 153 061

What specific te hmqueﬁ can be used bv pnﬁc:pals to foster
change and innovation at the building level? In this article, Drake
and Schuttenberg report in some detail the efforts of an urban
junior high school principal "to lead his schoal toward educational

2

,>veellence through the use of a collaborative strategy” of change

E lCThE principal utilized several resources from both inside and

3
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outside the school to etfect change. He participated m a.'year-long
inservice Leadership Training Pregram,” which enabled him to
“forge closer ties with the central office and utilize its resources
He alsa had the assistance of a consultant {rom a local university
who helped asses; the organizational health of the school

The principal todk pains to open communication channels and
involve teachers, students, and parents in the change process Infor-
mation was exchangad with the faculty by consulting with both
their locally elected representatives and with informally organized
faculty groups. Students and parents participated as members of
various school committees.

A ‘Needs Assessment Task Force”
parents, and students, was appointed by the principal to examine
“the district and schoal educational philosophies” and then formu-
late and prioritize educational goals.

The *Organization Percention Questionnairs”
to nearly all the school's staff members. The data were analyzed
first by computer, then by a faculty committee that made
recommendations for needed improvements. Nearly three-fourths
of the twenty recommendations were implemented that vear, the
authors report, to the great satisfaction of the committee members,

Finally, six volunteer staff members participated in a workshop
on planning educational change at the local university. The authors
report that the organizational improvement program has been
highly beneticial and has created a participatory atmasphere in the
school,

constating of teachers,

was addministered <

5 Ganz, Harold J., and Hov, Way nek.’ Pat[erns c;f Suc-
(’ng) cession Df flementary Principals and Organizational
' Change.” Planning and Changing, 8, 2-3 (Summer-Fall
|977‘) pp 185-190. ) 169 808.

What kmds of elemeantary prmtlpals make thv most Fffé’(‘tlw‘
change agents? To help answer this question, Ganz and Hoy studied
sixty New Jersey principals to determine the pattern of succession
Df [hé‘ priﬁcipals

"as, felat(?-d to adm?nistrativ(é behaviors, career

The reseaﬂ;hers admmlstered quesugnnairés to both the princi-
pal and the faculty of each school at regularly scheduled faculty
meetings. Thirty of the principals were “insiders” (persons promoted
fromn within the district) and thirty were “outsiders” (those hired
from outside the district).

A key finding of the study was that “change is more likely to
occur from administrators who are outsiders rather than insiders.”
This is true for superintendents and secondary principals as well as
for elementary p!‘lﬂ;lpﬂli. The authors speculate that “perhaps




ptincipals who are insicers spend too much time maintaining and

protecting their own position rather than dealing with educational-

issues that may produce change

The study alse found that elementary principals who are out-
siders tend to regard a change of jobs as necessary for advancement
in their profession. Qutsiders also were moré committed to their
careers and believed they had greater ability then insiders in con-
vinzing superiors of the need for change

The authors note that there may be times when insiders are more
desirable, if implementing change is the objective, however,
outsiders will probably be moie successful.

Hm‘*es. Kimball L- Pﬁthways dna F’ltmlls in Inrraduc-
ing Change.” NASSP Bulletin, 60, 399 (April 1976), pp.
43- ‘%1 El 149 64/

All grgamzatlans are like living th’iltdl ﬂfganhﬂh .md
such, are either growing or dying,” states Howes. “Change is mewb
able by the very nature of life.” The success or failure of change
depends largely on the political climate both within the school and
exterior to it. Finally, change'can be motivated by nearly any part of
an organization,

In this diverse article Hnwefs illustrates these concepts and others
with a number of case studies of organizational change processes.
He also reviews six recent publications that give insights, theory,
and techniques for bringing about change.

Howes emphasizes the importance of Guestioning the motives of
both the superintendent and the principal when they propose
changes Are they motivated by competition, under pressure from

ik

piy

superiors, or obsessed with gimmickry? Are they really interested in -

improving the learning environment? What is their past record like?

Principals generally react to change in one of four ways. Many
principals are truly committed to improving education and will
support any change process that would help improve the Iearnmg

.environment, Other principals, primarily “‘conscientious veterans,”

k=

are "primarily interested in running a quiet and tidy ship.” They will
attempt to implement change, however, if ordered from above.

The third group is innovative because “they view this approach
as an Dpp@rtunity to create a reputation as an aggressive change
agent.” Finally, a minority is so comfortable in their bureaucratic
niche.that they will resist change “to the bitter end.”

‘ lchnsgn Bruce, and 5|ﬂan, Eh fles A. A Study of
Flementary School Principals’ Self-Perceptions of
Change Agent Behavior. Procedures for Adopting
Educational Innovations/CBAM Colleague Report.
Austin, Texas: Research and Develapmmt Center for

Teacher Education, Texas University, 1977, 30'pages.
ED number nat vet aESIgﬁEd

The research Ilterature on the role of the eleméntary principal is
paradoxical. On theone hand, principals are expected to maintain

_ the status quo as prescribed by society’s norms, while on the other

hand, they are expected to act as dynamic leaders of change. To
determine just how principals view their role in bringing about
change, Johnsen and Sloan conducted this. study of ninety-five
elementary school principals from fourteen northern IHlinois school
districts

Three means of data collection were used. The principals were
rated by a committee of central office administrators regarding
their involvement in change, The principals were also asked to rate
their own behavior. Finally, the principals were asked to supply
demographic information.

Acccrdmg to the data, experienced elementary school prmupals
were more likely than beginning principals to be classified by

central office administrators as comprehensive change agents.
Another interesting finding was that principals who employed paid

ERIC
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agents The authers speculate that with the present wivion situation
it may be essential to provide human resources in the form of
teacher aides as a means to brng ahout significant educational
change.”

Regardless of how their til,A[flEri’ier'F rated them as change
agents, the principals studied “were cognitively aware of the ad-
ministrative behaviors ‘necessary to implement change.” Prin-
cipals rated as comprehensive change agents, however, did
report a greater use of three behaviors:
tion as a group endeavor,” “rewardmg the faculty through visi-
ble recognition,” and * systematically evaluating the
innovation.” This [atter finding is particularly significant, state
the authors, becaduse evaluation s frequently overlooked in the
change process.

developing the innova-

Kralewski, Robert }.,, and Zintgeaff, Paul E. “Ident-
ifying Innovational Constraints: A Modal for Scheol
Frincipals.” Educational Technology, 17, 12
(Detember 197?) pp. 25-9 1173 261,

o

G

Hanmm5 for educational change seems simple.enough: f|r-;t -
identify the need for change; next, establish objectives and aplan of
action to reach thase objectives; and finally, establish an evaluatian
procedure to monitor the change process. Unfortunately, unfore
seen problems usually come up that frustrate the change process.
Krajewski and Zintgraff here outline a conceptual model designed
to help principals identify “innovational constraints” and thus plan
comprehensively for successful change. !

Conistraints can he of several different types: pwchu.nycal
physical, temporal, sociocultural, legal, and fiscal. The constraints
can be applied by the adn:inistrative hierarchy, students, teachérs,
of parents. In the authors” medel, a matrix is formed with types of
constraints as columns and those applying the constraints as rows.
Using a rating scale of high, medium, and low, the principal indi-
cates “the correlation between the constraint and the personnel
group involved.”
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Ceonstrain's

provide a climate for teacher,

The combinations given high ratings will Likely be areas of sigoin-
cant constraint on the change process  The prmcipal, having
identified these areds, should then analyze them indetail Tohelpin
this praocess, the authors have included two examples and a list of
possibla causes for the constraints given

Once the precess s camplete, the principal will have hoth 3
fairly sophsticated, logically developed hist of signficant con-
and a goad deal of “insight into how o deal with these
The onnoipal can then “estab'v'h objpecoves and
specify a teasible plan of action for dealing with the constraints ”

straings”

Licata, Joseph W. “In the School's Sacial System Is
the Prindipal an Fifective Change Agent?” NASSP
Rulletin. 59, 395 (Decernber 1975), pp. 75-81 L1 135
'17 )

lﬁ d(flﬁs,, 15 4 Ll‘mn;,,v a;em thv pnﬁupﬂl hm thi* nd\mnh:ge of
heing familiar with “the language, normss, needs, and aspirations of
his school's socal system 7 But the principal’s role also has severai
drawhacks, some of which are described here by Licata,

First-af all, the principal 15 an intimate part of the schoal system
and thus may not be able to see the system “as a whole ™ In addi-
tion, t=e time and energy needed to act as a change agent may be
seversly restricted by “the day-to-day crises connected with running
a building "~ The principai usually will not have the expertise neces-
sary to mpleément change in imany specialized areas, and may not
have the power to do so even if he or she does have the expertise.
Finally, the principal will likely have difficulty trving to simultane
ously act as a helpful change agent and as a dispenser of rewards

and punishments to teachers

Despite these drawbacks, says Licata, there are ways for the
principal to help "develop a sacial-emotional climate which facili-
tates innovation.” The principal’s verbal behavior is a key factor,
because it communicates whether the principal is more interested

1 supporting himself or in supporting Jthers.

When the principal is “othersupportive,” he or she is helping ta
student, and parent participation.
Arid since subordinates tend to model the behavior of their leader,
the verbal behavior of the principal can influence the climate of
change at all levels in the school building. 1

Licata, Joseph W.; Ellis, Elmer C.; and Wilson, Charles

M. “lnitiating Structure for Educational Change.”
NASSP Bulletin. 61, 408 (April 1977), pp. 25-33. E] 162
111

refers tc: a Imders

“Initiating structure,” state the authors,
behavior in delineating the relationship between himself and
members of his staff, and in endeavoring to establish well-defined
patterns of arganization, channels of communication, and methods
of procedure.” By initiating a structure designed to enhance innova-
tion, the principal can become a successful t;haﬁgé_ageﬁt in his or
her schocl. In this article, the authors discuss one such “initiating
structure”: the organization and scheduling of committee meetings
concerned with solving a school problern.

Too often, school administrators ask faculty members to hold
committee meetings after school. But, state the authors, “after-
schoo! meetings just don't make sense”; teachers who are fatigued
and suffer from “stimulus overload” after school are in na condition
to effectively participate in creative decision-making.

The answer, of course, is to find ways to scheduile released time
far committee members during the regular school day. The authors
sugpest that administrators brainstorm to come up with alternative
ways to schedule released time during SEI“IGDI hours, A list of
twenty-seven ‘alternative scheduling ideas is presented to help in
this process. -

, Once the alternatives are generated, the administrator should list

cipated nepative consequences for the school organization ” Inthis
form, the alternatinves can be weighied deainst one another and
ranked to develop a "contmgency pool” of ulternative plans
Once the commitiee s organized, the prncipal should narture
the commitment o 1its members to help assure that it will be pr’(}
ductive and innovative The committes members should bi- con-
sulted about the organizatinn of the committee and its time and
place of meeting When teachers can participate in developing
and orgainzing the s ommittee, state the authuors, they svill beemuch

more caminutted to ity goals R
@ !.mre" l Haruey ’a‘\ Rvuur('h!i.uut,i Terhnigue tor

Selecting Chairpersons © NASGP Bulletin, 62, 117

(r\[)rl| 1‘17H) . ;48 Bl !?3 r,(m

Tmu hers will often resist any changes niade in tlu- CUFFIC ulum or

iy

instructional pragram. Thus, it is imperative that the chairpersons of
curriculum commitices “he mdividudls who can help others to
“states Littrell Usually, chairpefsons are selected

“seniarnty, youth, light loads, turn-

aceept changes,”
on the questionable bases of

taking, or status.”” A much better method of selecting chairpersons,
says Littrell, is to use a technigue based on "the re rch which has
identified the characteristics of good change leaders”

This research indicates that good change leaders are viewed by
teachers as “not too different” irom themselves and “only slightly
better” in instructional ability and socioeconomic status Prefer-
ably, these leaders are “not innovators” but instead are “early
" They have access to infarmaticn outside

adopters of innovation.’
the Yocal area—through attending conferences and reading
journals —iad are perceived by their peers to have good judgment.

Basad on these findings, Littrell constructed a guestionnaire—

presented here—thsas 15 designed to help principals identify

- teachers’ preferred committee chairpersons. The anonymous ques-

tionnaires ask teachers to identify and characterize the persons they
would turn to first for instructional advice.

Littrel! outlines the procedures the princigal should use in tobu-
lating and interpreting the results of the questionnaire. The er.d
product is a list of individuals who "ase perceived by others as best
satisfying the criteria for good change leaders.”

1 /7 M:iﬁ;yre; D. john. "Attitudé(’ihangé Models —
1 Meaning for Principals.” NASSP Bulletin, 63, 425

(March 1979), pp. 45-48. E) 197 824.

“Pmr’nﬂtmg change is a more t:c:rnplex process than simply syst§=
matically planning the change of a curriculum, schaol philosophy.
or staff utilization,” stawes Mclintyre. Effective change requires,
‘above all, a change in the attitudes of those affected by the change,
Thus the success of a principal as change agent depends, in large
part, on:his or her understanding of hiow and why people’s attitudes
change. Mclintyre here describes several models of attitude change
to help principals toward an understanding of this critical aspect of
organizational change. .

E lC“n along with both their intended consequences and their “ant-
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The “congruify model” provides “a generalized attitude scale
which permits ene to predict the direction of the individual's atti-
tude change ~ For example, if a principal s highlv rated (a " + 37)in
the eyes of teachers, and this principal wants to introduce a test-
book perceived as a " =1, there will mast likely be a change in
attitude toward the textbook because of the principal's prestige.

In the “reinforcement theory” of change, the accoptance of
change is dependent on the incentives offered to inake the change
Incentives may be “arguments or reasons supporting the proposed
change” or rewards and punishments” that would 1ollow accept-
ance of the change

The “dissonance rmodel” maintains that “coercion can be a posi-
tive force in changing an individual’s attitude * Teachers induced to
change their attitude by coercion will be forced to rationalize their

action by acknowledgirg, at least publicly. that their attitude has -

indeed-changed. Finally, Mcintyre reviews Maslow's “Hierarchy of
Human Need-‘s“ mcdél wﬁich assumes that “a selfaactualized

] Miskel, Cecil G.* F‘rmmpals Perceived Effectiveness,
L L Innovation Effort, and the School Situgtign.“ Educa-
3,1 (Winter 1977),

ticnal Admunistrative Quarterly, 1
pp. 31-46. E) 158 804,

F'rmcuml eftectrven&ss is a Wultldlméﬁsmﬁal concapt,” states
Miskel, and includes three components: “innovation effort, percep-
tual evaluation by subordinates, and perceptual evaluation by
superordinates.” Each of these three components might influence
the other two. In addition, two “situational factors” —the inter-
personal climate in the school and the technology level of the
school district—may influence each of the three components of

‘principal effectiveness.

To determine which variables had an mflueﬁce on the conw
s, Miskel conducted a study in thirty-nine of
hool districts in a midwestern state. From five to
twelve principals in each district were surve. 2d, along with eight
teachers serving under each principal, and the immediate
supervisor of each principal

Innovation effort was defined and measured as the “number of
new programs initiated or maintained by the principal to improve
the organizational functioning of the school building ™ Technology
level (“the extent to which the school district is using modern
administrative practices”) and the interpersonal climate of the
school were measured usitg a “Situational Description Question-
naire” -

s

The results of the study showed a comples pattern of influences
on the components of pnncipal ettectiveness Fach ol the three
components of effec tiveness was tound to ntluence the other two
In addition, the subordinates’ evaluations of the principal were

affected by the interpersonal climate of the butlding, and the nno- .
vation effort of the principal was affected by the technological®
level of the district. '
Miskel concludes that the difficulty in starting new programs

may be explained in part by the comples system of vanables that™
affects the principal’s innovation efforts, which can “combime to
make the farces surrounding naovation and the expected role of
the principal very ‘hard for the adninistrator to anderstand and

control.”
ciation of Secondary School Principals, 1978, 75

pages. ED 162 425.

Althgugh téachers parents, aﬁd students partmrp; te in the
change process, state Trump and Georgiades, “the fact remains that
the person in charge sets the tone and the methodology of change.”
Thus, 1t 15 essential that the.principai understand the nature and
process of change. To help principals gain this kind of understand-
ing, the authors here “raise questions and suggest possible answers”
about the change process at the school site. The advice presented is
based on the authors’ experiences in the NASSP's Model Schmjls
Project. ‘

The first step is to identify what needs to hf‘ chang d. To facili-
tate this process, the authors list numerous examples of possible
changes that a principal might be considering. After establishing a
tentative list of needed changes, the principal should prieritize the.
list and check with others on the rankings.

s taken by a principal to elicit change are essentially the
ps taken by a good teacher to stimulate learning. The goals
of the change should be identified and understood. Positive moti-
vation should be used to stimulate people to change, and the indi-
viduals involved should participate in decision-making. Finally,
plans for evaluation of the change process should be made at the
same time the change itself is being planned.

Other chapters deal with collecting information ngeded for
effective change, coping with dilemmas in the change process, and
accepting personal responsibility for outcomes. The balance of this
publication contains a mix of questions, examples, and suggestions
designed to stimulate thinking about the change process in schools.

Trump, |. I.Iuyd, and Genrguades W|Iham Haw to
Change Your School. Reston, Virginia: National Asso- -
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