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Foreword
The idea of “effective schools" is. not new to New Hampshire.
Effectiveness, defined as “doing right” by cur students ini the

ciassroom while also doung right” by the taxpayers who sup-
port the local educational system, is something that New Hamp-

shire citizens have demanded since the creation of the public

school system.

As that system has grown more complex, here and glsewhere,
notions of how to improve public schools have seemed to
become ever more Sophisticated, to the point perhaps where a

large segment of the public feels it no longer understands what
"education" is all about:

~ “Effective schooling” brings us full circle. Instead of develop-

ing more ways of changlng our schools from without {through
new curricula; new techinology, new architecture; new special-

ists, etc: ) the researchers have begun to take note of the best

we've got now—that combination of leadership, sense of pur-
pose, shared goals, expectations for student achievement,
ordérly atrno'srshéré tii‘hé spent ori t‘aék éhd 'co'rri'm'unityrspp;r

involved. The researchers suggest that our schools can do a lot
to improve things /rom wrth/n——draW!ng on the experience,’
good sense, and good WlllofprlnClpals teachers, students, and

they say, more “effective.”

That idea makes Sense to me. In an era of ever more scarce
resources for education, we must look to the human and mate-
rual resources we already have, to |mprove the quallty of educa-

tax dollar: Our current state-wide efforts in “staff development

and “accountability,” to cite two examples; arg based upon such
a be||ef ,

It is in this spirit of pragmatic; coordinated self<improvement
in education that | offer this series of essays to you. Whether

they serve to strengthen yourown convictionsabout your roIe in

trust that the result will promote educational “effectiveness” in
the best sense of the word.

Robert L. Brunelle
N.H. Comissiorier of Education
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Much iess is available on rural schools. aIthough the need for

dlscoverung and sharing practical, workable strategnes for qual-

ity education amid budgetary constraints is as critical for rural

areas as for cities. This collection is designed to help redress.

that imbalance. . } , S
The four essays contained herein complement each other but
can be read rndependently The first, Ernest Lohman's “It's

About Time: : ., gives an overview of the “effective schooling”

concept and then I00ks specnflcally at ways a classroom teaicher
can apply thatconcept. Professor Lohman’s blbllography points
the reader toward further study

pal's Roleand Effectlveness in New Hampshire Schools;” exam-

ines both actual and perceived effect:ve’iess and asserts that
" ~our schools are judged not only by how well they perform, but
by how weH they are percerved to be doung the;r 1ob

ness m Rural Schools draw our attentron to posmve steps that

school boards can take to |mprove the qualuty of rural schools.
- Professor Ashley suggests that we capitalize on the farmlianty
of small town environments to foster conviviality and coopera-
tion in developing and carrying out school policy.

Lastly John DaVy and Larry Bramblett ask us to step out5|de

- the school and look to contrasting styles of management in the
automobile industry—as practiced in Detroitand inJapan—asa
framework forexamining aconsensus approach toﬁschgoﬁl man-
agement. Their essay. “Managing Our Schools For Effective

L.earning.” invites us to identify desired resu/ts—rather than

abstract goals-—for our educational.systems; large or small.

What has impressed me in editing these manuscripts is how
wellthey work together. despitethe differences in focus and the

fact that all four essays were written separately. Siuch a conver-

gence in itself suggests that “effective schooling” is a concept-

whaose time. in rural as well as urban places, has come.

Robby Fried
N.H. Office of Community Education ..
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IT'S ABOUT TIME. . .

Ernest t: Lohman

The phrase It was the best of times: it was the worst of times”; first

appeared in Charles Dicken's A Tale of Two Cities over one hundred

years ago. Since then it has been used frequently to describe periods
of time throughout history: epochs, decades; a few years; even a day.

it's certainly appropriate today to describe American education inthat

context:
It's the worst of times for Aﬁiericah educatioh becausé it's bését With

funding: Atthe same tlme there is mcreasung pressure to demonstrate
its effective use of human and financial resources in meeting the
ever-expanding needs and interests of all school age youngsters

lts the best of tlmes for Amerlcan educatlon because lt is on the

and Piato: Know Thyself and The Llfe Unexamlned Is Not Worth
Living. individually, or as a social system, knowing oneselt better can

be a challengmg process unsettlmg perhaps but rewardmg tearnlng

the educatlonal experience called ,choollng can examme its process
and behavior and come to know itself better.
Althouqh classroom teachers have hlstoncally treatedreducatlonal

résearch with disdain, research does provide a perspective by which

the com plex phenomenon of schooling can be viewed: During the past

decade we've consolidated research knowledge about how chiidren

learn and how teachers teach. New processes and procedures have

been developed as a result of contlnumg research endeavors for pro-

viding a better educational opportunlty for all youngsters. Some

research fmdincs sumply reafhrm what we've always believed to be the

effective way to work with youngsters; but it's about timé we pay

attention to research findings regardless of whether they reaffirm what

is practiced or reject what is practlced Although a major criticism of

educational research over the years has been that the findings are too

inconsistent to be of value; this criticism is becoming less valid. Cur-

rent educationai research information is neither sufficient nor com-

pletely conciusive; butitis what we know aboutschool’s effectlveness

and teacher effeciiveness at this pointin time, and it'sabout time to use
thisinformation to make teaching and our schools more effective: Two

of these research areas worth the attentlon of both teachers and

o1= 8



TABLE 1

CHARACTERISTICS OF THE EFFECTIVE SCHOOL

CHARACTERISTICS

RESEARCH SOURCE
BY AUTHOR

—,

14,11

. Strong leadership by the
school principal.

A school climate that is or=
derly, serious, safe and
attractive.

. There is a consensus on
goals for the school; con-
sensus on clearly under-
stood teaching objectives
and priorities assigned to
those objectives.

Thereis afocus on achieve-

ment and high expecta-

tions for all students:

. Instructional activities
absorb most of the day.

There is an evaluation sys-
tem which includes: stu-
dent progress; the staff;
and the school itself.
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An examination of the charact..ristics in Table | clearly demonstrates

that additional resources arc not necessary to make schools mqre
effective. What is necessary is a commitment to work toward what the
research indicates makes schools more effective: According torecent

research there are six characteristics effective schools share in com-
mon. They are:
Number 1: Strong Leadership By the Principal: The prinCipal is the key

person in setting the tone of the school. Although the principal either
makes things happen or allows them to happes, the principal in effec-
tiveschools s firstand foremost and instructional leader who alsois a
good business manager and administrator: This person spends most
of the time paying attention to instructional issues in the school. As
Wellish (15) has found. this administrator is concerned with instruc-
tion: communicates views about instruction; 1akes responsibility for

decisions relating to instriction, and emphasizes academic standards.
Numt-er 2: A School Climate That s Orderly; Serlous, Safe, and Attrac-

tive. There is no way that instruction can occur with any degree of
effectiveness in an atmosphere that is not orderly, sérious, safe, as well

as attraciive; and, itis the principal’s responsibility to guarantee this to
both teachers and students.

Number 3: There Is A Consensus On Goals For The School, Consen-
sus On Clearly Understood Teaching Objectives, and Priorities
Assigned To Those Objectives.

As Thoreau wrote, "It is not enough to be busy. The question is: What
are we busy about?” Teachers and the principal need to re-examine
the role of their school and to establish priorities. Increasingly, the
school has attempted to be all things to all people. It's about time the
school, aach school, set forth publicly its mutually determined, priorit-
ized goais. . .and then spend time teaching toward those goals with a
belief that students can and will learn. Clearly, ‘students experience
success in school when the schoo.knows its mission, when there is
congruénce amongallin enforcing school standards and policies, and

when students have a sense that they are expected to be academically
_ successful. 7
Number 4: There Is A Focus On Achlevement And High Expectations
For All Students. = e
Thé,’réj’earch has clearly demonstrated that effective teachers expect

students to learn, provide a businesslike structure in the classroom
toward learning, and use whole group teaching techniques. It's about

time teachers stop excusing poor performance and re-establish aca-
demic standards: Students need to be taught how to meet standards,
not how to be excused from meeting them. Instructionally; there is no

clear evidence to support the sentimental belief that individualized

-4-




O

ERIC

Aruitoxt provided by Eic:

instruction and independent learning is superior to whole group
instruction.
Number 5 Instractionel Actlvltles Absorb Most Of The Day.

it's about time that teachers and the prlncnpal cooperatively work

toward the commitment of students acquiring basic academic skills:

Research clearly shows that student achievement results from time

spent drrectty and efficiently on teachmg academic skills. Although a

warm, human emotional relationship is nice, it is time-on-task that is

related to achnevement Many thrngs |n the classroom are nice:. free

school there is an instructional emphasis whnch,ls enforcedf ev,en at
the expense of some aftective dimensions of the school. Just one
example of recent classroom time researchi is that done by Hiatt (7) in
which she concluded that primary teachers devote approximately 20%
of morning classtime to instruction. . .half of this on reading, followed
by language arts and math. All other subject-matter areas account for
less_than 4 minutes of instruction during an average morning. Two
obvious questions arise from this research: Is the afternoon any differ-

ent? Isitany different atother grade Ievels" Be that asitmay,it's about

time teachers re-examine and assess how much instructional time
each student does receive.
Number 6: There Is An Evaluatlon System Which Includes: Student

Progress, The Staff, Anid Thc Schoo! ltsell.
In instructionally effective schocls there is frequent testnng of student

progress; however, the results are not®nly used as a means of deter-

mining what a youngster knows, but the results are also used in a

' dlagnostlc prescriptive cycle to assist the teacherin knowmg what to

re-teach so that both the student and the teachercan be more success-

ful. Effective schools also evaluate each staff memberand evaluate the

success of the school itself to determine what needs to be done better.

To do this; nf course; the school and the teacher must both have a set

of clear purposes:
These six characteristiés of an effective school are not ‘remarkably

:research with sumllar conclusmns. Most |mportant|y, every cha(-racter-

istic is within the control of every principal and teacher to achieve. No
additibhai resources ai'e héCéssary Ohly é 'c'o"rﬁ'rﬁit'rﬁ'e'rit tb be ‘more

research flndmgs to be more lnstructlonally effective.
As School Eftectnveness Research has mdlcated the teacher and

instruction are unquestionably related to achlevement Because the

teicher is the key person in setting the tone in the classroom; Teacher

%10
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Eticctivencss Research isan essential consideration in making schools
more e’luctive. Research aboatteacher effectiveness has been con-
diicted foi many years, but early findings were not consistent. How-
ever. as with School Effectiveness Research, recent fipdings have
been more consistent; and it's about time to consider the Teacher

Effectiveness Research results as well as the School Effectiveness
Research. \
Teacher Effectiveness Research can be viewed in ﬁrfegc}yéiréé; The

first cycle focused on identifying teacher characteristics which pro-
duced significant gains in student achievement. As said before; find-
ings from this research were inconsistent and lacking in meaning and
usefulness to teachers. The second cycle began in the 1950's and
focused on relationships between teacter behavior and pupil learning.
Resulits of these studies, reported by Rosenshine and Furst (12), in the

early 1970's, identitied five teacher behaviors which correlated with
increased learning: )

s clarity of teacher presentation

s use of varied activities during the lesson

e teacher enthusiasm

¢ businessiike and task-oriented behaviors

e student opportunity to learn the material

Less conclisive resiilts were obtained about the following four teacher
behaviors being correlated with increased pupil learning:

e tgacher use of student ideas during discussion

e Criticism (negatively related to achievement) -
* use of varied types of questions : '

e teacher's probing of student respornises . -

Teachers. however, paid little'attention to the research findings. Now;
in a recent review uf process-product research Rosenshine (11) dis-
cussed what has been learned about several of these variables. Clarity
of presentation, enthiisiasm. and use of student ideas are no longer

significant predictors of student achievement because today'’s stu-
dents in the elementary school spend 50 to 70 percent of their time

working alone. It was found that the amount of content covered in the
ciassroom (student opportunity to learn the material) and the busi-
nesslike attitude of teachers has continued to yield excellent results.

Criticism of students continues to be negatively correlated with
achievement.

In another review of recent process-product researc, Medley (9)
summarized the findings from 14 studies of elementary teachers
whose classes showed high means gains on achievement tests in

arithmetic, reading; or both. The results of the research indicated that
effective teachers:

‘s devote more time to academic activities {are task oriented).
.® spend more time with large groups and fess with small groups.

4o+ 11 E
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. mdrwduahze assrgnmems more

® use more prarse or posrr/ve motivation:

® control the classroom with less criticism and use a more vaned reperIOry

of techniques in doing so:
® spend more time checking pupils’ v work during seatwork penods

7 e spend less class time discussing matters unrelated to lesson content..
The third cycle of process-product research is now in progress. The

~emphasis of this research cycle is on the student’s mastery of content

and the number of minutes the student is attending to academically
relevant tasks. The results of these studies thus far reveal a clear and

consistent pattern:
e Effective teachers place students in contact with curriculum

__materials and keep them acnveiy engaged with the material.
e Effective teachers place students in groups and actively supervise
lhe groups rather than iet the ch/]dren work /nd/wdually on their

ach/evement gains. (14)
* Effective teachers structure the classroom and select the acnwhes

e Effective teachers tend to ask questions that have specific answers:

The results of these two reviews of recent research studies dealing

W|th teacher effectiveness are similar to findings of'School Effective-

ness Research, Therefore; to promote greater achle%/ement and to be

more effective in the classroom teachers need to use the research

findings in their classroom simply because it's the best of what is

known about the teachmg/learmng process at the present time. To be

more effective; teachers should:

1. Set high academic expectations for. all students. .
2. Teachfor mastery. Have students do the acnvﬂyunmrhey re successful.

3. Praise and reward students for demonstrated achievement in academic
_ Subjects.
-4. Have students spend more time on academ/c activities and less time on
independent work and “free time.’
G/ve youngsters an opportunity to learn the ma!ena/and/nd/wduahze as-

’ .‘-"
Z’
Q
=3
i3
D
13
2
0)

6. Spend more time with_large groups_and less time wrth small gfoups

"The Beginning Teacher Evaluation Study.” a large government-
financed research project. found that students working with a teacher
were cl®arly off-task only 4-6% of the time. When they were working
without teacher supervision, they were off-task 16% of the timg and used
another 10% of their time._moving from one activity to_another.
Spend time checking pupil's work durrtng seatwork periods:

Be businesslike in the classroom.

ASk more questions which have SpeCI}IC' answers.

Test pupil understanding Irequemfy

So®N

tion," in Research On Teachlng, p 42.

~ 12
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.11 _Whenduectly teaching '_”:f”ms he enthu‘s:asuc strive toward clarity of

OI) correct answor<.
in 1978 the RAND study (3) dealing with eduicational change stated the
following as one of its conclusions:
.a primary motivation for teachers to under?ake the extra work

dand disruption ol attempting. change is the belief that they will
. become better teachers and that their students will benefit. (p.25)

No extra w0rk or dnsruptnon is necessary to become more mstrucnon-

classroom is necessary. .
If any teacher or school is to become more effective; two things must

happen. First, it sabouttlmeto read; or re-read; The t:tt/e Engine That

Could and to believe 1 think | can; | know | can" become more

effective. Secondly, it's about time to put the Teacher Effectiveness

Resedrch and the School Effectiveness Research into practice. It's-

about time to use the best of what we know to help students be more

successful in school: because; contrary to the Coleman Report,

research studies are finding and reaffirming that effective teachers

and effective schools do make a difference. it's about time. .
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.THE.PRINCIPAL’S ROLE AND— —
EFFECTIVENESS IN

NEW HAMPSHIRE SCHOOLS

b’y Kenneth Heuser

if it's true that “all the world’ sa stage " |t |s equally true that human

bemgs in their quest for security, try to identify the players as qulckly

as possible. And while we prefer to think of ourselves as critics like

Gene Shalit; possessing considerable and deep insightinto character-

ization, all too often we resort to a more shallow way of identifying
called ‘Iabelmg

Here in the educatlonal drama professnonals and Iay citizens alike

label freely, despite the shoddiness of that practice: Children are made

to suffer because a teacher considers the stugent “slow” or a parent

acknowledges that “he has always been a prolem:” Similarly, schools

which develop identities and personalities can also be adversely

affected by the psychologlcal process of labeling:
When seekmg out opmlons about effective schools in New Hamp-

sh|re one discovers how widespread | Iabelmg is, even when it superfi-

cially beneflts thoseschools which have won or earned a good reputa-

tion. Broken Ground Schooi in Concord; for example; is often cited in

academnc circles as a good site for visitation, and it is likely that the

presence of visitors is s0met|mes a boost to staff morale.
While some schools bengfit from the positive aura that surrounds

them others are Iess fortunate anthhey fmd themselves wuth an

respect " The most damagmg aspect of the Iabels sChooIs carry |sthat

they are often not fairly or objectively assigned. | am thinking of two

adjacent towns | know of: one has a clearly positive image and one a2

vaguely negative image. Yet from my perspective as an unblased .

observer, thereis little dlfferencemthelractualeffectlveness insome
way's the latter has an edge over the former..

Let me define three key terms, “effectiveness”, “actualreffective-

ness” and “perceived effectiveness.” Effectiveness is not a new word;

as applied to schools it simply means a school which is doing what it .

sets out to do. The term has taken on significance recently among

those who see it as a term connoting basic measurabnllty of how well a

school is functnonmgesgh orgeht;etren Itis related to phrasesssuch

as "“cost effective’’; “human resource management”; “quality control”,
“operations research”; and the like. While such terminology grows out

; _
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organization.

As we look at “actual effectiveness”, we must consider three sub-
categories: cost effectiveness, process effectlveness and product-
related effectiveness. Cost effectiveness is the result of responsible’

stewardship of materlal and non-material resources. School people

~andtaxpayers alnkewantto know: “In relatlonshlptothe goalswe have

set for our schools, are we making the best use of our New Hampshire

tax dollars?” Cost effectiveness requires plannlng, not slmply Yankee

penny- pmchng Tax dollars. are the most computable resources of a

school, but there are so many other resources to consider in terms of

cost-effectiveness..Related questions might be:

Is the school makmg best use of the talents of /1s staff. its students; its
skilled and knowledgeable communily persons?

As we review our inventory, are there creative uses for forgo"en

materials?
F  How can our facilities be put to better use?
| would also like to suggest we add up the cost or price of a host of

school management decisions:
What price will we pay if wa eliminate this program?
Or change this policy? Or deny this request?
What.price have New Hampshire schools had to pay as a result of
adversary teacher negotiations?

Process effectiveness is of great importance in our New Hampshnre

schools. Business generally points to product when quality is dis-

cussed; education is more concerned with the quality of experiences

whlch the school prowdes A few relevant questions include:

Is the planning process a vital part of the schooi? . .
Is commitment to goals being generated by good broad-based involve-

ment in the goal-setting and decision-making processes?
Are human dignity and worth maintained by school processes?

Do adniinistrative pracf/ces conform to democranc processes?
Is évaluation considered a natural process in the school? . . ... .
Is there reward for appropriate behavior of all those involved with the

school? -
Product related effectiveness is akin to business’ “quality control

but in education the product is more difficult to measure. The products

of our schools are not the students; the products are student achieve-

ment and the learning environment. Therefore quality control mea-

sures are meant to bring about maximum-student achievement and

|mproved sgpqol climate: Related issues include:

Does the carriculum motivate students to achieve? .
Do curricular and extra-curricular activities contribute to a positive

school climate?
Do school policies and pracnces contribute to improved school-wide

morale?
18




— < ke leding piocess a natural outgiwth of a coiicerted flort'1
improve student self-cuncept”

it would be absurd to imply that -actual effectiveness” is not the goal of

a school, but "perceived effectivenessis also crucial: Perceived effec-

tiveness describes the dominant collective attitude toward the school,
and the perceptions we are dealing with are those of the public atlarge
and the media. (By definition, the views of school personnel are part of
a school's actual effectiveness and are related to climate and morale.)
Several factors can contribute to a school's perceived éffectiveness

such as stereotyping. the physical appearance; informal communica-
tion patterns;.and media coverage.

. ~ Typecasting occurs when a school loses its multidimensional char-
acter and takes on a flat image which becomes firmly entrenchedinthe
public mind. In the entertainment world; typecasting is considered
undesirable. Henry Winkler's success as the Fonz has been a mixed
biessing: While his recognizability is at a high level, his adaptability is
proportionately reduced. He differs from an actor such as Jack Lem-
mon whose versatility has been established through a balance of

dramatic and comedy roles.
A school may be typecast as “effective” or “ineffective”, or as “a

good school for the college bound student” ora school with a militant
staff". and so forth. Even a postive image can be debilitating if such a
stereotype limits a school's options for positive growth or change
becausé the public cannot see beyond its typecast image.

In New Hampshire, stereotypes form quickly. If.a school has an
-open-campus policy; surely student discipline must be “lax.” If the
school stresses its vocational program, the curriculum must be “rele-

vant.” If mini-coursegare available, “the basics” probably arentbeing
addressed. If there‘are no walls between teaching areas, the school
milst be too noisy and the school's philosophy too “liberal.” If compu-

ters are being used. the curriculum must be “future-oriented.”
In addition to typecasting; many cosmetic aspects of the school

cause favorable or unfavorable public ‘relations: A clean school is

etfective; a dirty school ineffective. Well-organized materials contrib-
ute to a feeling of effectiveness. Coordinated colors may symbolize

effectiveness; unnecessarily bright colors may create a mood of inef-

fectiveness. Neatly attired teachers and students, graffiti-free corri-

_ dors, the Iack of cigarette butts in entry areas, =i contribute to per-
ceived effectiveness. ;

informal communication patterns reinforce public attitudes toward

the school: For example, the support staff of custodians, secretaries,
cooks bus drivers and others is an important part of perceived effec-

tiveness. When support staff do not have a clear understanding of the,

-y 117

’

O

ERIC

Aruitoxt provided by Eic:



comments toﬁtnendsﬂand nelghbors can contrubute,;o perce;ved inef-
fectiveness. The public often views the support staff as “real people,”
unlike teachersand administrators who have a vested interestin image
mang

Media coverage, especually press coverage, can contrlbute to posa-
tive or negative feelings toward the school. Unfortunately in New
Hampshire, there are several newspapers which consider it their
responsibility to generate unfavorable publucuty about schools at pre-

cisely the worst times. While the publlc often takes negatlve coverage

with a“‘grain of salt,” the c cumulatuve effect of continuous bad presscan

' wear atthe posmve attitudes ofall but the most avid school supporters.

On the other hand, good press can help cement the perception -of

effectiveness which the school seeks:

~The [elatuonshup between Jactual and perceived effectiveness is not

“diréct; a sumple matrix illustrates at least four statements of effective-
ness which may charactenze a given school:

perceived as perceived as
effective 7 ineffective
~ actually TYPEA TYPEB
effective SCHOOL i SCHOOL
actually TYPEC TYPE D :
ineffective SCHOOL SCHOOL -

The lines between the bOxeS need to bedrawn darkly since movement

from box to box is not easy: 7 o
When I' ve asked pl’lf‘lClpals to Fénk 6fdei i'h'e?se f'o"u"r 'o'p'ti'o'né in té'r'm'§

positive publlc opmlorr at school town and mumcnpal meetmgs
The distinction which has been drawn between actual and percenved

effectiveness brings with it some lmpllcatlons for the role of the princi-

pal and the school .Based on my observations of New Hampshire

235:13;. 18




schools fot niore than a decade; | would make the-following sugges-
tions to principals. - -
in relation to actual effectiveness: |
1. The principal as a member of the administrative team should place

greater emphasis on long-range plannifig. Long-range plahning is
often neglected because pressing day 1o day problems are distracting:
Yet in order to move toward actual gifectiveness, these and other
long-range planning tasks must be. actomplished: relating yearly
program-based budgét allocations 'to Program and school goals;
developing a set of five year plans of scenarios which anticipate and
address some of the more likely contingencies: helping schoolboards
write polici.is which anticipate and offset crisis decisions; determining

where the school"is going and at what cneckpoints the progress
should be measured; creating an evaluation network where individuals
have long-range responsibilities for evaluating and improving pro-
gralx1s. B '

2. The principal should try to buiid gréater Commitment to school
goals. Change is not intrinsically good or bad;only when the changeis
held up against the template of school goals can the change be evalu-
ated. A greater commitment to goals Can help the staff evaluate
change and speed its implementation. In addition, a greater involve-
ment of community people in the school can increase their awareness
and commitment to goals While at the same time improving the learn- '
ing environment. , o

3. The princlpal should be an advocate of the team concept. The .
“team” organizational pattern has great potential tor revitalizing the
teaching profession. A good number of New Hampshire schools have
fouind that the interaction of creative teachers who have been given

responsibility car work to motivate teachers and, in turn, the students.
In my opinion, education would benefit from a regefinition of man- .
agement to include the teacher, since the teacherisa manager of key
processes in the learning environment which relate to the success of
the total organization: Think how mych more effective our schools
would be if every teaCher thought of i/ herself as a manager of the.
resources which individual children, curticulum materials, and com-

munity persons represent; instead of a8 a “mere employee” of the
school system. A printipal need not give upadmi nistrativeauthority in
order to increase the Positive effects of team effort. . o

4. The principal can Contributé to effgctiveness by more deliberately
tying fogether staif evaluation and stafl development. The school's
goals come to life thiough the skills of creative teachers. Therefore

individual staff development plans must reflect the teacher's willing-
ness to develop ateachingstyle which, for that person; best represents
commitment to schoOl goals. :
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5. The principal must creatively devise techniques to reinforce
teachers. The teacher's phychological well-being is often neglected:
“pirn-out” is due as much to the lack of a feeling of appreciation as it is
to job stress: Sincere recognition; shared responsibility, and the free-
dom to be inventive are among the best alternatives open to principals.
in relation to perceived effectiveness:

1. The principal should assign a stalf member who relates well to

reporters and editors to be a llaison between the school and the media.
The responsibility for generating favorable publicity at the right time
ougnht to be in the hands of someone who has time to give it ample
attention. If this person is a teacher, some released time fromteaching
might be considered. . . = . : S

2. The principal should develop a more comprehensive approach to

orientatio® Orientation should not be thought of as a one day
practices-and-pOlicy réview. For a new teacher, orientation is really a
year-long process which begins with the first letter a person receives
from the school; through a familiarization with the school’s setting;
policies, procedures; an introduction to the school's evaluation pro-
cess: to an end of the year summary discussion. The purpose of
orientation is to create an awareness of the school's purpose and to
build “team” spirit. It is critical that the comprehensive orientation plan
include support staff so that they feel part of the team and understand
the overall process of the school and its programs. ) ]

3. The principal should fight stereotyping by taking frequent opportun-
ity to highlight a variety of school programs. As an example, while it

might intimidate opponents to know that they're up against a.school
which is recognized for its athletics; it would best serve the school to
emphasize other aspects of the program in the media and at service
clib meetings.

4. The pripclpal should hire support staff who relate well to the public.
There is nothing more humiliating for_visitors than to be treated-as

b

unwanted guests by a secretary who refuses to look up and recognize )

their presence: S o
§. The principal should not rely on the open-door policy to show that

he or she believes In statt and community involvement. Proactive effort

is needed to demonstrate to the staff and the public that their opinions
arevalued. = . I
6. The princlpal should tour the bullding with one or two Indlviduals

who are particularly critical ofthe school’s appearance and operation. -

. careful notetaking during atour of this type may point outsome ofthe

features of the School which are contributing to perceived ineffec-
tiveness. : :
7. THe principal should take evegy opportunity to make community
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members feel pan of the “ln-yroup" Whlch suppprts the school. The

terminology of “in-group" and “out-group” is very relevant to any

discussion of perceived effectrveness It is my opmlon that those

individuals who consider themselves as. part of the out-group in

respect to the school are the most likely to feel that the school is

ineffective. This group can be characterized by such phrases as “dis-
enfranchrsedfrom"or unmvo|ved|n"theschool Thein-grouponthe

other hand feels that they are in the mainstream of activity surrounding
the school:
Part of the remedy for perceuved ineffectiveness therefore hes inthe

appllcatron of the in- group, out-group terminoiogy to the manage-

ment of the school; more individuals need to feel that they are part of

the in- group Coffee sessions which feature interaction between citi-

zens and staff wouid be usefui; the presence of meaningful volunteer-

ism is appropriate. The statf needs training to help them be attentlve to
the psychological needs of the pubhc

The ultimate test of percelved effectivenessi isthe abnllty of aII schOQI
personnel including students, to relate in a pleasant, informed way to
everyone who has contact with the school.

Each person is at some Ievel askmg the questoon “What do/ gain

from seemg this sChool as effecttve or as meffectlve’?" The parent

have a low regard for the school may feel peer pressure to adopt

similar negative attitudes. on the other hand abusiness man whose

self- esteem is enhanced by contributing to a chrld s “career aware-

ness," is similarly motivated to think of the school as effective since his
contrlbutlon is thereby all the more valuable:

These suggestlons are meant to help principals brmg about both

actual and perceivedt effectiveness: Actbai effectiveness is the real job

of New Hampshire schools but the political climate of our state

demands attention to percerved effectiveness also. After ali, while we

all know that “one can't judge a book by its cover,” the enticing and

provocative covers of books on sale from Berlin to Bedford show us

that publishers have learned that the cover is precisely what motivates

maost of us to look inside:

S -16-



SIX POINTS TOWARD INCREASED

EFFECTIVENESS IN

by Charles H. Ashley
_ The author, notwithstanding degrees from Dartmouth, the Univer-
sity of New Hampshire; Boston University, and Oxfcrd, England, is
probably better known in his home state for having been born and

raised in Woodsville, New Hampshire, which by most definitions is
rural. | think it is important that we who live in a rural setting in a raral

state retain our objectivity about it and, above all, not be defensive
concerning the word or the life style.
A recent survey by the Becker Research Corporation of Boston

stated that 60% of its residents consider New Hampshire one of the
best or an above-average place to live." Alvin Totfler, who has earned
some kind of reputation as a forecaster of life—present and future—

telis us that while ryral folks are different, these differences are not
necessarily negative.? . :

_ Defensiveness, however, isa common behavior in educators, andin
fact borders on paranoiain many of ts: [t comes from over 300 years ot

criticism of the quality of public schools in America. This defensive:
ness deprives us of energy and enthusiasm that might be put to the
task of improving ourselves and our schools. Point Onein Improv-
ing the quality of schools in New Hampshire Is not to be

defensive and to retain objectivity about our school sys-
tems.
Perceived reality is often not objective reality! Point two has to do

specifically with the behaviors of school board members and their
executive officer, the superintendent of schools. It is critically impor-

tant that school board members be fully informed as to the direct
consequences of their policy-setting actions. They must literally see
the consequences of their actions, and that means visiting the schools
themselves. ' o
In New Hampshire, we take great pride in separating powers. We do

not wish the Federal Government to interfere in our state, nor the state
in our community! Unfortuantely, in education this leads to the com-
mon view that schiool principals are in charge of school buildings,
superintendents provide overall leadership and policy implementa-

tion, while school board members make policy and then stay away.
THis is unnecessary. g

| : 17 20
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Point Two Is to have school board members visit the

schools on a regularly-planned basis, at the invitation of

the superintendent and principal, and view directly the

Implementation of their policies, as demonstrated by the

dally classroom behavior of the community’s youth. Of

course; such planned visits do not mean that board members should
interfere wuth the daily management of the school.

Through such visitations, school board members will have a chance

to see for themselves what this thing called “public education” really is

and how to more knowledaeably explam and defend the educational

programjto the public at large. 1. ese visits could contribute much to

solid decision-making and policy-setting at regular school board
meetings.
Supermtendents may react wrﬁh skeptrcrsm to this suggestion

because it cails foramore visible and more active role on the part of the

school board members; as well as a different form of executive leader-

shiponthe part of the superintendent: However, the net effect of such

an effort might be to remcve the superintendent from the increasingly

common adversary position with respect to the local board. Such a

position results from the supermtendent being forced to explain/de-

fend programs; and this makes it very difficult for the two sidestothen

function properly:
Regular school visits by the board open Imes of commumcatlon

reduce areas of tensron reduce defensuveness on the parl of school

members who; whlle they genuinely care abouit the schools often do

not know how to translate this caring into a constructive dialogue with
those responsibie for running the schools

The U:S: Secretary of; Educat.on ina recem message to the Educa-

tion Commission of the States,® declared that a weakness of local

school boards was not setting standards of learning, and urged them
to prescribe maximur: competencies, not minimum ccmpetenmes He
argued that when performance is measured, performance improves:

He stated that we cannot have quality education without quallty reach-

ing, and complained that we do notgive our teachers enough recogni-
tion or monetary reward.

If these cﬁmemlons are true there are many ways a5|de from salary

considarations that school boards can recognize teachers and im-

prove their perstlge in the community, especlally in a state like New

Hampshire, where teachers are such avisible partof every COmmumty

One form of teacher recognition which does not cost money is

©5 o273
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qulvmg them in defmlng goals creatlng ob]ectlves and settlng prior-

ities within the school system, using consensus asa method: Consen-

sus, @ much mnsunderstood word, provudes the opportumty for all to

participatein decision- maklng consensus does not mean unanimity!
Most of us do not have “consensus skills” as part of our leadership

experience and training, and the lack of such skills keeps us from

initiating shared decision- making with parents; principals; students;

teachers, etc:; as advocated by researchers on effective schools. We

could learn a lesson from our nenghbors in Maine; who run summer

institutes sponsored by the principal's association; State Depagignent

of Educatlon and the University of Maine, where they train the princi-

pals in these and other skills. The evidence is overwhelming that

“effective schools are characterized by effective Ieadershlp and the

\those actnvntles "5 inclusion of school board members in SUch insti=
tutes would further extend such consensus-seéking practices.

New Hampshire is the second fastest growing state east of th'é
Mississippi; this means we have maWy adults who come in from else-
where and; after comparing New Hampshire schools with those in the

communities they came from are quick to ask: “why aren't we doing
that here?"

What we'-djo' here should be the result of carefully-developed goals
on exactly what it is we and the schools can do for our children in our
communities. Dialogue between school boards and new remdents can
have the doubly beneficial effect of involving the energies of iewcom-
ers in contributing their skills to the schools {as school volunteers,

etc.), while avoiding conflicts between newcomers and old-timers:
It is the role of the superintendent to articulate a broad view of

educatlon related to the needs of the society as a whole, and it is the

obligation of the local board to make certain that the goals and

practices of local schools reflect the commomty Thus; the board and

superintendent and other key educators in the system must learn to

function as a probiem soivmg unit, rather than as a stratified layer of

narrowly -focused groups with built-in adversary positions. Polnt

community for educational de cision-making.
In rural education, in particular, there is every reason to have wider

community is best resolved by a wider mvolvement of aII in goal-
setting, and urges the schools to be open for commumty participation

inthis regard. He has no quarrel with the idea that professional educa-

tors Should bé given the responsibility of implementing the goals, but

suggests that local board members attempt to involve more parents .
‘ ( —

e 24



ind other citizens so that the resulting partnierships can play a signifi-/”

sant role in helping the community to work with the school: Citizens’
idvisory groups are not new in the history of education. nor are school
/olunteer programs: What would be “new" would be to see local
school boards take the initiative in helping to sponsor such groups;

-ather than to feel “invaded” by them.

Community partnerships representa sensitive administrative issue, ~

and such efforts take a great deal of time and effort. But when one
inyolves all who are atfected in analyzing problems and considering
means to solve them, one often gains a greater commitment from all

affected. Thus, to ignore these resources in a community is to ignore
talent; energies; and resources for constructive changes in the school
systems which will have the backing of newcomers and old-timers,
parents and non-parents, professionals and lay-citizens alike.

it has_peen said that in decision-making the approach _often

becomes as important as the decision rendered. School Board
menibers and administrators who do nottake the time to include other
people i thié decision-making process are often surprised when seem-
ingly worthwhile decisions are rendered ineffective because of the
process. Hoy and Miskel’ stress the critical importance ofpreparation

in decision-making, and point out that those principals who spend

more time laying the ground work with faculty and others tend to have

better results with their decisions.
Niuch of the literature on effective schools portrays the principal as

being directly responsible for the quality of education. The principal
should model correct behayior; set standards, involve teachers, par-
ents and pupils; while demonstrating academic results! Here again; .
school board members and superintendents must ask themselves: If
the principal's role is critical: is that person centrally involved in board

meetings? - . : -
Point Four Is to have the principals at board meetings,

primarily as sources of flrst-hand information about the
schools they are responsible for. This will continue to open up
communication lines and further reduce tension betweenthe board
and its key administrators. :

Neale, Bailey and Ross® document a strong relationship betveen the

building principal and the behavior of the school as an organization.
The literatiire on organizations contains literally hundreds of selected
works on change and organizational development.® Most of the mod-

els or schemes described draw upon the principal, superintendent,
and board as the key people in accomplishing any educational -
change.

[ ]
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in rural setlings partncularly the people who are crucial forqualoty-----

education-are the principal and the classroom teachers: four of the

most siiccessful models of change—Ronald G: Havelock's “tmkage

Model,” Richard A. Schmuck’s "Organizational Developmentin Schools;”

John |. Goodlad's * Responswe Model of Education improvement,”

and lhe Rand ‘Change Agent Stody Model"*—contain a common

ingredient for successful educational change. That ingredient is col-

laboration among all members of the educational community; includ-

ing students; parents; admmnstrators college educators; and state

educat:on officials:
Accordmg to Squires,'" there can be littie substantlal change wnth-

out effective communication and effective process! It is all too com-

mon in a rural setting for a_person in a position of authority to tell
someone eise what to do. Such a direct reliance upon authority is
necessary at times: but when practiced as the sole or main style of
ieadership; the "telling"” process often breeds resentment and aliena-
tion. An absence of leadership options can be needlessly devastating
to rural schools. Guthrie and Miller talk about powerless ‘ins” and

powerless 'outs” as compared to powerful "ins.”'? | don't have to tell

you that the powerful "ins" are most commonly seen as board

members, superintenderts, and principals, and thatteachers oftensee

themselves as powerless "ins.” Powerless “outs,” on the other hand,

such as parents and other adults feet they do not have access to

decisions that affect thelr chiIdren or their pocketbooks Often such

adults choose not to be involved in school decisions; Sometimes they

are exciuded by administrative desngn or tradition: This isolation of

powerless “outs” in a rural setting weakens the base of support for

public education, as may be seen by yearly efforts to cut school
budgets. -

Point Five is at once the easiest and most difficult of

steps; one should consider analyzing the vocabulary of

key people in the system:. I the working daily vocabulary of key

administrators, board members, or teachers is primarily negative,

towards education in general or students in particular; such attitudes

have as much to do with setting the tone as do the academic decisions

being rendered. Measurmg the positive or negative aspects of one's

daily speech habits is not an expensive or difficult task. Anyone cando
it who is sensitive to it.

if whenever the school board |s meetmg or admmlstrators or

teachers are talking, the conversation is filled with blaming, antago-

nism, or cynicism, we need look ro further for an explanation of why

schools are in-trouble all over this nation. Examining the tone of our
language is not just a simplistic exercise. It may provide solid clues to
pervasive educational problems.

| - 26
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. Rural schools should reflect the needs of the community as well as

the dreams and aspirations of rural youth. Students and their parents
must share in the task of setting priorities and goals for their schools

but so aiso should the disenfranchised others—those without children
who pay taxes just the same.

The last point, Point Six; has to do with conflict. Conflict reso-

lution skills are all too often lacking in educational set-
tings. We teach diplomats and military professionals those critical
skills, but somehow assume educators will automatically solve things
in a calm, rational manner: Educational conflictis seldom rational, and

the facts are seldom clear: :
The traditional ways of dealing with conflicts in rural schools are

littie different from those in other settings. Denial or withdrawal is
common; and the suppression or smoothing over of disputes often
appears to be the quickest or easiest solution. Negotiation over
teacher contracts; for example, is entangled with issues of power and
dominance; and threats or intimidation are common weapons in set-
tling difficulties. Rarely used is the collaborative approach, which

recognizes that conflict is a necessary organizational force which

doesn't have to lead to mutual antagonism. Conflict is not seen as
healithy; and the parties in the conflict usually don't recognize the
ability and the expertise of the other.' Conflict is often an important

part of decision-making, and educators of all kinds need to learn to
respond to it creativély.
A simple solution in conflict resolution is reducing defensive leader-

ship. The following quotation is a more sophisticated version of what

has been advocated throughout this article but is no less workable.
It seems to me equally clear that defensive leadership is highly inappro-
priate and perhaps even fundamentally dissonant with another viable

side ol the world we live in: with education for growth; intimacy, authen-
ticity, humanness, and creativity; with the Judeo-Christian ethics of love,
honesty, intimacy, faith, cheek-tarning; and brotherhood; with aclimate
of research, inquiry, scholarship, contemplation, and learning; with
cooperation, group planning, team building, and various_successful
forms of group etfort; with the new emerging niodels of industrial organ-
ization and manufacturing productivi ith what might be thoughtofas
the behavioral scierice approach to organizational change; with the
world of ambiguity; feeling, conflict, sorrow, creativity, and diversity;

with many new and exciting.developments in gducation, architecturs,

the creative arts; economics, management, and all phases of modern life;

At times, frustrated educators and school board members must

wonder whether effective school leadership is r.ot like good weather—
a condition everyone wants but no one really knows how to produce.

To carry the analogy further, just as people may disagree about what
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constitutes "good weather,” so, too, effective school leadership can

mean different things to different people:
_ Effective schools can provide a better life for students and taxpayers =

in all types of communities, without costing any more money. But we
must take a careful look at the processes affecting our daily behavior
and the decisions we make: The six points outlined herein can help get

any community off to a good start.
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EFFECTIVE LEARNIN

by John Davy and Larry Bramblett

Darby is a mythical New Hampshire town frequently referred to by

writers; natives; L: L: Bean types; and refugees from Massachusetts as
the composite New England Village. It could have been the town Grace
Metallius lived in or the more endearing village, “Our Town.” Butsince
these names conjure up familiarimages, we are back to the quaintlittie
village nestied down at the foot of a mountain with t g late afternoon

sun reflecting off the church steeple and the Paul Revere Bell. We'll
just call it Darby.

When the sun goes down in late February the people of Darby do what
people do in most small towns across America. They watch the eve-

ning news and read the local paper. The evening news insults their
intelligence. They know that somewhere deep in the bowels of

Washington there exists a hideous plan to bankruptthe country; tip the

scales of justice in favor of criminals; and unconditionally surrender to
the Russians. They don't need to be reminded of it.
But after the news they take their revenge: They seize the locai paper.

Take the police blotter for example: It is always the first piece of news
read. Darby residents know all the names on the blotter except for the
people from across the border in the neighboring state. Although they
are conicerned by the increase in serious crimes perpetrated primarily
by people from the outside; they grin at the relatively minor offenses
committed by the familiar names and silently respond to those by their
own time-honored system of justice. After the police blotter, they look
for some of the more pressing issues—the editorials and letters to the
editor. In Darby, the older graduates of the local public high school
honed their writing skills on these pages—on their favorite subject—
public education: '

Taking a Hard Look at Schools o
It's a funny thing about Darby people; they have supported public
education almost entirely with the property tax and are proud of it.
Remember, New Hampshire has no broad based tax. It's kind of the
11th commandment here. Even with the local burden the schools are
pretty good. College entrance exam scores are above the national
average and high school bands march at Disney World just like the rest
of the country. But here; more than in other parts of the nation, the

VAGING OUR SCHOOLS

people have always had a close.link to their schools: They come .

2 30




Togetheronce a year to vote on the following year's school budget. It's

called the annual school district meeting: People frequently request
that the budget be broken down line by line and item by item, some-
times to single out teachers’ salaries: But for the most part; once the

ritual is finished, the budget passes unscathed—that is until now.
Darby, like the rest of New Hampshire; has started to look at it's

schools, just as the Japanese must have looked at the American auto -
indus.ry ten years ago: People have started to talk about quality,
productivity, and efficiency in education—terms that remain foreign
and mystical to Darby's school management. In fact, there are some
striking similarities between American public schools and the Ameri-

can auto industry of ten years ago.
‘After the 1973 oil embargo, American auto makers hit a new low. In

1974; the industry laid off more workers and lost more money than in
anytime during its history. While the recession of '74 brought tempo-
rary hard times to the country; it ushered in apermanent decline inthe
auto industry from which it may take them many more years to recover.
Hypnotized by profits; the industry failed to recognize that they were

being swallowed by a tidal wave of quality Japanese imports:
Between 1965 and 1973, the total American market for cars grew by

250 but the domestic manufacturers share grew by only 10%: Sales of

fuel efficient imports rose by 122% in those same years: Buring this
time Detroit continued to deliver passenger vehicles that would die
before they got to the gas pump. Now for the second time in less than
ten years the industry finds itself engaged in a struggle for its very
survival. Detroit has gone to Japan to look for answers and they have

found a not so mysterious orient—only their own mistakes.
Pittalls of a “Short-Run” Mentality

American industry has a "short-run” mentality. The emphasis is on the
annual stockholders report, the next new model (done as cheaply as

possible); and the annual labor contract negotiations. G:M: made the
Cadiliac for three hundred dollars more than the Chevrolet but the

sticker price was at least $3800 more—pure profit:' At the time; the’
management of G.M_must have laughed all tﬁhfeﬁggyi()’iﬁé bank; but
littie did they know. The incentive that drove them to the bank also
drove the U.A.W. to record high wages, 22 paid holidays; and one of

the worst production records in the history of the company. Sayonara.
If American education and industry are bound by the same forces then

a comparison of American and Japanese industry might shed some

“American Industry: What Ails it, How to Save it,” James Fallows; pp.
35-50; The Atiantic; Sept. 1980. 3 1 A8
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creative light on our current domestic plight. There are many differen-
ces between American and Japanese inaustry. Butthe most striking is
culture: Americans live for-themselves, Japanese live for consensus
through compromise (nem.uwashi, binding together of roots).? When
important decisions are made. all of the people are involved. In Japa-
nese industry it simply means that everyone from the very top to the
bottom becomes involved in plaining and decision making: The pro-
cess can be tedious, but in the end the whole group benefits because
all members arée aligned behind a common goal.

As compared to the short term profit incentive goals in the United

States, Japanese industry uses long range goals that sometimes span
fifteen or twenty years. Using consensus; they have employed tech-
nology to the fullest (and rendered our own industries helpless to
compeéte) by developing automated machinery and the finest of qual-
ity control techniques. Through a “quality control circle;” the Japa-
nese workers seek new methods and strategies to improve quality and
productivity. Itis extremely importantto note that change is viewed as
positive and all changes are made within the context of the goal being

pursued and the framework of the corporate philosophy.
Incentives for Productivity

incentives, which encourage workers to use their own basic talents
and abilities to focus on creative ways to achieve a goal, are an intrinsic
part of the “quality control circle.” Look briefly at a few §f those
incentives.

* Loose-tight controls. People need to know that their knowledge and ~

abilities contribute to the accomplishment of the whole. Through the
quality control circle workers are encouraged to try more effective
methods and strategies {loose controls) in pursuit of the goals and

 Wwithin the coritext of the corporate. philosophy (tight controls).
~ Action orlented. Workers need to-see how their decisions make a differ-

ence. Through the "quality controi circle™ each person can see the result
andimpactol the groups deécision, for itis this group thatis empowered
to implement.changes. '

_In Japan, managers have created the incentives for a system which

ensura* that change is directed toward the goal being pursued and
that quality is an integral part of the goal. Workers are expected to
make guality control their top priority. Quality control awards are the
most sought after incentives in the Japanese labor force.

And then there is the matter of competition, a reality better understood .

in the perspective of a colintry that has to import ninety percent of the.

» How Japan Does It,” Christopher Byron: pp.54-60, Time, March 30,

1981. |
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hatural resources it needs: Japan embodies competit.on. Ifa Japanese
business can survive its own fiercely competitive market, itcan survive
anywhere.

Implications for Public Education }
Enter public education. Even if Darby'didn't know that a quality; fuel
efficient. competitively priced automobile would save the auto indus-
try; it certainly does know what is wrong with its system of education

and it is beginning to fight back. its system, complacent as a result of
its dominant share of the “educational market;" is on a collision course

with a weakened economy. The prophetic citizenry have spoken. "Get
fuel efficient with our money and get effective with our students.” The
budget was niot passed this year in Darby.

The rejection of a single school district budget is not particularly

Hoteworthy, but in the towns around Darby budgets are being rejected
at a rate of three to one: People leave the meetings muttering about
costs and yet, in the same breath; they criticize the management of
their schools for a lack of discipline, low standards, and an unchal-
lenged. unimaginative teaching staff. Fora growing number, the prop-
erty tax represents only a fraction of the money they spend to educate

children. They have chosen to send their own children to private
schools. .
The private schools; sometimes facing almost insurmountable odds;

cling to life with a tenacity just short of the New Hampshire black fly.

Still they survive and flourish. Since 1975, New Hampshire public

school enroliment has declined by nine percent, largely as the result of
a decrease in the school age population. However, during this same
time. the private schools have managed a quiet but persistent fifteen
percent increase. Almost everyone has gotten intothe act: fundamen-

talists; Lutherans, Catholics. elitists, and a new group that could
simply be called “fed up.”
Like the auto industry, there is little incentive for educators to notice or

even think about the long range trends: They too have falien preytothe
complacency that has plagued other American institutions operating
Under the unfoiinded belief that this is a country of unlimited wealth. -
And although education may be the last to recognize the signs—
dropping enroliments, failing budgets; and competition from a private
ssctor—there were problems within the labyrinths of education that
have been screaming for solutions: The Condition of Education. a statis-
tical report published by the National Center of Education Statistics,
cites public opinion polls that have remained relatively unchanged for
the past ten years: Atthe top of the list is lack of discipline, followed by
poor curriculum, lack of financial support. difficulty in getting good

teachers, and parents'/students’ lack of interest.
I 4 ¢ _
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A Question of “Manayamem” ,
if the public knows what is wrong with educatron wny does. the man-

agement seem so hamstrung to do anything about it? The answer lor

education may be one that would bring a smlle to the face of our

foreign competition. It has to do with long range planning; trust,
honesty, and subtlety. '

Today it is called TheoryZ the title of a book by William Ouchi on how

to meet the Japanese challenge Darby knew about this theory years

ago. Itis somewhat forgotten now—they call it Yankee ingenuity.
Education at its hlghest levels suffers from the same opiate that the

Japanese perceived in our auto industry ten years ago. This was long

range planning, or rather the lack of it. The American educational

system is plagued by excessive fragmentation, We tend to treat parts

of the t totai as if they were separate and unrelated. Think about the
various trends in education over the past two decades. Remember the

“individualized-activity-oriented” approach. “modular scheduling,”
“open concept schools;” and a host of other specialized methodolo-
gies? Working within our school systems we concentrate on differen-

ces; sub-characteristics, specialties, and authorities. In other words;
we tend to tinker with p|eces of a whole.

But thereis another way. If the system of educatlon could redefine its

jobor goal to focus on results, itcould gain commitment for a pdrpose

that could be understood and pursued by all: Thrs purpose will never

be understood by all until @ structure is built which is based on incen-

tives that promote trust, honesty, and subtlety:
To Jnderstand these Concepts and their relationship to educatlon

requrres another look at Japan: One of the most complex aspects of

thé Japanese management style is the relationship between planning,

management, and work: Itis also subtly simple. Aworkerin Japanisan

extension of his company community,; and country as a whole. In the

company, noth|ng gets done until consensus of all employees is

achieved. Workers trust their r managers because there is @ sense that

both labor and management are working toward the same goal within

the same ph|losophy We need to achieve the same relationship mru S.

schools that exists’ in Japanese industry—labor and management
working toward the same purpose or goal

The Corporate Philosophy in Education

Just like industry, education requlres a philosophy that |s a broad

statement that puts into perspective the proper relationship of the

business (student performance) to the employees {teachers), custo-

mers (students) and to the stockholders {public-at- large) “This gen-

eral statement must be interpreted to have meanung for any specnflc

situation and it is therefore important that managers be sufficiently

’ { -29- 34
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tamiliar with the underlying corporate culture so that they can inte-

pret the philosophy 1n ways which produce cooperation rather than
conflict.”* Using the above criteria, thé educational philosophy must

include: (1) specific objectives easily interpreted by the employees; (2)
a framework that outlines operating procedures; and (3) any con-
straints placed on the employee by the social and economic environ-

ment of the local community. 7
The Role of Manager in Education

As anyone in Darby will tell you; a clear gtatement of philosophyis
nice. but without someone who has the skills to put the works into
motion you might as well be on a sleek ship without a captain. The
captains of quality in education are the key administrative staff
responsible for implementation of a results-oriented plan which is
carried out within the context of the operational philosophy.

So as not to slight other countries in the orient, a short poem from
China exemplifies the kind of quality required of top management in

education:

A good horse can be picked

by its general build and appearance.

But the mark of a superiative horse—

one that raises no dust

and leaves no tracks—

that mark is evanescent and fleeting.

as elusive as air.  _

Few eyes remark it. _ . .
Taoist Tale 350 BC

Fun-huang Caves
Western China

Y

To find a successful manager you must care about the distinction. To

make that distinction you must have:an eye on the results that you
require and on the ability of the manager to achieve the results. Fre-
_quently in management work is confused with activity—activity with
no results. In the case of the superlative manager, there is a require-
ment to focus on key issues and maintain an ability to pursue those
goals to their logical if not lengthy end. To keep a focus on key issues

requires first of all a manager committed to people in order to gain
their trust. -
It is clear from numerous articles and research, that managers from

any level of business; industry; or government require an adeptness in

human skills: They must be sensitive to the dynamics of relating and at

the same time willing to take risks. If the manager is truly committed to

*Theory Z: How American Business Can Meet the Japanese Chal-

lenge, William Ouchi, New York: Avon Books, 1982; p. 63.
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(‘Iearly slated qoals and has gamed the trust of his e"rployees then *?t

will be reflected in the people who work darou nd him: Hall has shown In

his achieving managet research pro;ect that subordlnates defmntely

hear and adopt as their own, their manager's motivational messages.

managers create subordinates in their own images and the image

differs as a function of the manager's level of achievement.™

Where It Counts: The Classroom Teacher
More money, often the solution to problems in America will not

increase productivity in education The solution must begln on a level

of trust that provides teachers with the incentives to concCentrate their
efforts. over the long run, for more productivity.

When a manager in education has established trust around goals, a

new set of criteria will be reflected in the teacher:

1) Teachers will want to know the relationship of other teachars to the
performance of thei: own job. Therefore. teachers should be afforded
the opportunity to teach at every level to give them a view of the large

. picture . } -

2) Teachers will know how clearly defined objectives 1.t within the frame-
work ol a long term plan.

3 Slowly; teachgrs and managers will want to measurg how much educa-
tional gain is produced over @ year and begin setting new levels of
student performance. o

4) Teachers will insist on /ncennves which challenge them to increase

student perlormance

the'nselves in an adversarial posntlon Nlth managementfa posutnorj
that creates éxtremes of burgaucracy, detailed rulemaking, and a
general atmosphere of mistrust. The unintended consequerce of this

relationship is a loss of flexibility in the manner in which student

performance is increased. "For a workable sntuatlon with the union or

any industrial relations specialists, both management and employees

must be convinced of the value ofdlfferent incentives broader than just

protecting and fighting one another——mcentlves to sustain a produc-

tive working relationship.”™ This is a challenge which both labor and
'm"a'n'a'g’emen't must accept

from July 21, 1980 reports the results of & study on managers from

h'ghly successful companies: They found that the outstanding per-

formers work hard to keep things simple and that they rely on simple

ishtogren John A Ed:; Models for fWéﬁégement The ?r’r’uciuré of

sTheory Z, p: 99:
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organizational structures. simple strategies; simple goais, and simple
communications. The eight attributes that characterize their man-
agement Styles are as follows:

A_bias toward action

Simple lorm and lean stalf

Coritinued contact with castomers .

Productivity improvement via peopie .

Operational autonomy lo encourage entrepreneurship

Stress on one_key business value _

Emphasis on doing what they know best

Simultaneous loose-tight controls

it is management then that becomes critical to success or failure. We

have lived in a time when management was not critical to the success

LR R 2k O 2R % 2B J

of our goals. That time is nearing an end.

The monarch must be reclothed. Perhaps we have been the victims of an
extended_period of supersiitious learning, which must now be un-

" learned. For more than two hundred years, our nation has surged for-
ward under the momentum of the industrial revolution. if we take it as
inevitable that the advent of factary production; of low-cost transporta-

tion and communication, and a few other innovations would bring a

great increase in wealth in our nalion, then_the scene was set for super-

stitious learning. In essence, once these basic innovations were in place,
our economy was destined to grow. No matter how well or iow poorly we
organized and managed our commerciai enterprises, no matter what we
did or failed to do: there would be growth, wealth, and success of an
economic sort. In this setting, whatever beliels developed about man-

agemen! were bound o be supported by success. Having “learned” how
to manage successfully, we ‘have continued to perfect this approach.
Only now, when most of the benefit ol these ‘innovations has been

exhausted. are we forced to see thatour pa radigm of management never

did contribute anything to that success.®
It should not take the example of a country on the rim of Asia to teach

us that management with people—teamwork toward acommon goal—
can make this country's education great. If we as educators must learn

this lesson; let us not forget it—the Citizens of Darby haven't.
[

sTheory 2, pp. 187-188.
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