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* Perceptions of change itself, of control, of the school system, and

of the school staff "are crxtxcal to h1s/her effect1veness in

"1mplément1ng change. To create an institutional climate’ that supports

_change, the principal must provide an administrative synthesis of the
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"«fmany €lements ‘of the school environment. The prlnc1pal must first

perce1ve the gestalt of the school-situation with Innovatlons in

place; he then can bring the- change about sequent:ally by applying 8

;linear, analyt1c methods to the planning and "building" of the

cl1mate element by element. The climate is developed through (1)
"holistic. thought; ¢2) instructional modeling; -(3) completet" ,
communications? and (3) planning the future. The relevance of *such
perceptions and actions can be seen in the application of
-administrative synthesis to inservice activities designed to develop R
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I. "THE: PRINCIPAL'S ROLE: CONSIDERING CHANGE ' é
‘ IN THE ELEMENTARY SCHOOL :

;/

The prem1se of th1s paper is that the orlnclpal is the

. - 14 R
key to change in the elementary School. Whether the desired

change is proposed by the teachers the échdci bodrd or the
lawmdkérs; the principal's role Will be instrumental to its

successful implementation. Because ‘the principal is respon-

-

. Sible for‘thé-eVélnétion of the teachers, the supervision of

the ifnstructional ﬁroéréﬁ' the coﬁﬁnﬁicitions with the ”65651
commun1ty and the establlshment of schedules and routlnes

s/he has the power to facilitate or to 1nh1b1t change '-In

a recent fssue of Educatlonal Leadersh1p, Wendell Hotugh' (1978)
\_.__/ .
put. it th1s way - ”Slnce the 1nd1v1dual school - bulldlng is

0

the largest ugét in wh1ch s1gn1f1cant and succesgful cdrri=

culum cbange can occur those th make the re&l dlfference

are the people in the school In this sense; the school
famxly rs the pr1nc1ple source of power and inflnéncéj rather
théﬁ-forées‘eitéfﬁél to the schéol*”;(ﬁf'égj, The brinciﬁél;
as head of that "school fahily," establishes the climate

Whlch facllltates or .inhibits change The very thought of

the prlnc1pal s mlnd S/he~may‘perceive ”change” to be an

opportunlty for self ani‘organiza' cnai:rénéwai' Conversely,

.)_]!

s/he may v1ew "change” as an attack on the status quo. hese .

épposite perceptlons of change affect the actlons thé'pfinéipal

a R 1=
. @

=T
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také§ and essentiall; détermine The:toneé or ‘climate’ of

the 1nd1v1dua1 schoo
" "The role of the principal,” states Sarason (1971),

may. well be uninué.in the iight it sheds both on the charac-

teristics of the system and 11fe in the classroom . .whethér

or not the prlnclpal 11kes the proposed changes; s/he is in(

large part responsible for implementing those changes in fact

and in spirit." (p. 111, 130) Implementing change is-a diffi-

. cu1t task for the: principal: Those who would change the
schools must assume maJor responsxblilty for prov1d1ng ass1s—

tance and Impetus to the. prlnc1pa1 in this 1mp1ementatlon role.

ThIS paper focuses upon the perceptlons and the actions

of the principal in the change process. . It is.based ‘upon the
assumptlons that an authentic need for a change has already
been 1dent1f1ed and that the pr1nc1pa1 and staff avree that
n
the,need for a change,ex1sts. Eurther; the assumpt}ons are
made that the elementary principal is in charge of a school
| df between 150 and 500 students, a part of a iarger school

system for wh1ch policies are set by a pubilcly elected
;board of directors. The-prInCIpal has the autonomy to
administer the school within the policy parameters, and is
accountable.- to the superintendent.
When used in this‘gaper, the term "change agent’ refers
to a power external to the individual school, a power which
’

i seeks to effect change threugh. influencing the ‘people in
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that school. This power might be identified as the school
district’ a state agency or the federal government:

The examples in this paper are from actual experlenéeé
‘of the author; who has been a teacher and administrator in
five Washington State school districts during the past
tWénty-thféérwéars. " 1In aii'e#ampiéskéiVénr the situationai
schiool district; that is to say; no special éttentiéﬁ— Staff-

4 ,,,,,,,,,,

1ng or budaetary advantages were given to tHe author s school

to assist with the'change process: Changes came about because
. the pr1n01pa1 percelved the need believed it could ‘be accom-
Qiiéhea; and utlllzed the ‘skills of admlnlstratlve synthesis

to cause'lt to happen ' ,‘.f L

-~ .

o M L
" II. THE ﬂRIVCIPAL S PERCEPTION . SETTING THE -
SCENE FOR CHANGE * '

The principal's perceptions of'fcur’hajdr topics are

éritiéal td his/hér efféCtiVe”ééé in 1mplement1ng change
These topies include (1) perceotlons of change 1tse1f

(2) perceptions of control; (3) .perceptions of the school
systemY and (4) perceptions of the sehool staff. Each

topic will be dlscussed separately

‘Perceptions of change, The pr1n01pal is compelied to

{ 7 :
recognlze that change 1n the schools 1qxa reourrent theme,

Indeed; the prlnC1pa1 with ten years exﬁ%gience has 11ved

- ' .,‘

through many changes with regard to hls/hqr“@wn role: from
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cencrallzed admlnlstrmtton to decegtrallved f rom interpreting.

~

the- curriculum consultants' wxshes to becomlng an instructional

.

leader, from expiainihg-thé school's decisions'to the public

\\ 7777777777 from

ito asklng their partlclpatlon in designing provrams
p’arti'c’:ip'at‘1'r1”c'r as’ a member of an educatlon assocxatxon to per-
forming as a member of a management team. Chaﬁge is all :

_around the school, yet often the principal sees his/her role

as a beleaguered attempt.to ward off external change from

ﬁﬁabéfiﬁg tﬁé_f&ﬁétion;ﬁg'pf the school. A principal with .

E 's negative view of change envisions his/her role as a

Coctl

supporter. of the status quo, preserver of the past and - - |

.present, and. faces the futuge with cautious pessimism. His/
her effortS become permeated with defense mechanisms, snd

- great energy is'ékpéh&é& in 5£6Eéétiﬁg “us* (within this
school) from ”them" (outer forces who seek to change the

’
schooi). . On the other hand, the pr1nc1pa1 who views change

’

as self and organlzatlonal renewal may percelve h1s/her roie

an opportunlty to develop staff,problem-solvrng abfixtles
. 3
to share part1c1patory dec1s1on—mak1ng; to etlarify goals ;

-

based on-identified.studeht peeds,; and to seek assistance

from resources outside of the schooi His/her efforts are

’d1rected toward analy21no the current s1tuatlo§ providing

relevantlfnserv1ce to deveiop staff sk111s and synthésiZing

the efforts of a1l into a p%iposeful Whole. in'référéncé:to !
managing changing institutions, Toffief (19715 5tates:
*'". . more .and more sophlstlcated mana' rs aré'réé”gﬁiziﬁg
/ a <~
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that in a warrd of aéceiéfatiné cﬁaﬁéé reorganization is,

and must be;. an on—GOInG process, rather than ‘4 traumatic
once-in-a-lifetime affair." (p.iéi)

.
S

must be related to the stable and enduring elements of the
_schccl; Goodlad (1975) contends that ”schoois derIve a good
.deal of their stab111ty and support by performing some

are both visible and understood. Innovation is accepted and
even applauded when it is designed and carefully explained

.as a way of performing thege~basic*functibes béttér.“

-

(b: 8) He further states that "an effective chanoe strategy

IS ‘one through Wthh the alternatlv s hést suited t% the

»

to the attention of those

needs of a glven 1nst1tutlon'com'
in it and ire used 1n a contlnu US process of Improvement
(p. iQ) The effectlve prlnclpal values thIs process of
iﬁarOVémént; and geeks to faéiiitate its occurrence.

Perceptions of control: The.principal muSt recognize

the importance of his/hé? leadership to effecting change.
The control of change is located within the school unit,
and the :proactive or reactive stanc%_cftthé'principai will

determine the success or failure of chang*L that are initi-

ated. Elther stance is controlllng, because the school
climate is tempered by the manner in which the,prlnc1pa1 '

embraces or resists proposed change: The principal who has
7
a stronoly 1ndependent self- concept is not threatened when

\,
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change is proposed: S/he knows that a proactive stange
\

permIts shaping agd direction of the actlon and that early. .

involvement in tHe plannlng stages is essential to control-

‘ling the outcomes. . S/he perceives how his/her actions relate
. v " . '
to the wider‘"piéturé"'of'thé school system, éﬁa‘iévaﬁlé to

;

functlon within the system ] parameters with a hlgh deoree

of freedom. A princ1pa1 may percelve that. chances are belng
,
proposed for the school without the 1nvolvement of .the prth

.~ cipal in the design. When this occurs, the control is ’
' technically remowed from the principai. Since losing &dntroil

over a s1tuat10n represents a threat the only possible

N 7* e s - .

stance is a reactlve ofne. A reactlve stance is a necatmve

defens1ve protective view, aﬁd will most éé?téiﬁl? work

&jf‘:'- ffffff ,

”Perceptlons $f the "school sysiem; The principal Wﬁo

views Chahge as an opbortﬁﬁif§ for improvement and who

<
views h1mself/herse1f as: a proanmlve leader is able to view

*
)

the - schooi system itself as. supportlve to h1s/her efforts

ThlS'princmpal per%elges that board-policiesi;admig}strétive'
ﬁiéééauféé and diStriét goals serve as & framewcrk_&ithiﬁ [
Wthh h1s/her school .can. operate effectlvely - These oéréme:-

than 1mpos1ng séVére restrlctlons upon hlm/her . The pr1n01p i

also v1ews the roles of other dxstrlct staff members as

<

-

;supportlve_resources'fqi thérséhoo' }ﬂfdraw1ng upon these
resources, the principal can positively impact the efforts of
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hls/her school staff Sarason (1971) describes the 1mportance

* i

‘system ”governs role performance even though 1t may be a

‘correct or fauity conceptlon (p 133' 134) Hls concern 1%
,,,,,, ‘ —IL-
h&t too cften the schooi system is v1ewed by the>pr1nc1pal

in a mannegi¥hat obscures the raqge of possrbiiitles for

action, serving instead as a bas1s for refusing to act in a ;
+ AN
flexible way. Fonverselv a prlnc1pa1 who views the system -

p051t1ve1y can use the resources ava11ab1e to a581st hls/her

" 'school's attempts to change

Perceptions of staff. The pr1nc1pal who implements

-

change effectively knows that ehange whether it-affects

-

ﬂéuffiéuiaf content or instructional practice; requires the
commltment of staff members That commitment m&st'be scught

overtly and consclentlously by the pr1nc1g\1 who never. —
»

takes its ex1stence for granted; The effective é(;nCIpai

-'

,Rnows hls/her staff members and values their part1c1pat10n 3 !

®in declslon—maklng processes. -the belleves that all staff_ \\“
members have vital roles to play,'and makes systemat;‘
" provision for the 1nvolvement of teachers—;specaallst teachers,

and non- certxflcated<personnel 1n the pro éSsés of thérschdoi

f Th1s prlnc&pal recognizes the powerful effect of combinlnor the

df thé school, .The pr1nc1pa1 S abllltY 'to include al}-personnei

- T , Y A
of the scnoor.isrrélated'to his/her perception of thie system

. \ 1" \ B ; 1ij.
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'Mcéregbr i;é?é) és “the creatlon of,condltlons such that

into accoun the fact that groups as well as individuaisw;f

. - v
: . - -8- - ( _

- . Co . N %

< .. TR R 4 .

and it§ pérts,.a klnd of 1ntearated thinking descrlbed by

the members of the organlzatlon can‘Xchleve their own goals

best by d1rect1ng their efforts toward the success of the

enterpq?se;‘ (p:134)iig
‘ In creating such ”condltlohs,i‘the principal takes
U : '

R
? -

pass throuah developmental staées. ‘The principai who kﬁows

his/her staff's réadinéss to participaté in decision-making
h/'

processes can 1nvolve them apﬁreprlately,kworklng with them -

towhrd sequentlally blgher 1eze1s of competence in fnnctxon—

1ng toget?p ) 1t the’ staff hs not preVIously functioned &

at a highly Independent bevel the pr1nc1pal beglns;ét,the

approprlate levelf 1nstructiﬁg 'Bem with regard to hls/her ]

\

expectations for their pérformance in well-defined situatiens.'

PN S o o . o o . - . R . B
Tannenbaum and Schmidt (1976) ‘state, in managerial terms,

»indin%:ors 6f a staff's readiness to assume the respogsibil= "

1t1es of part1c1patory deci i ”:maﬁihg- "Each éubordiﬁaté‘ ‘
. ~ ) Bt

o

relat;on to him. . .the better the manager understands these
| .

E;féétersi the mOre accurately he can determlne what kind of

~
[l

behavior on his part will enab&e subordinates to act more

effectively.™ (§;34'38) The manaber can permlt the subordlnates

greater degrees of freedom if they

3
2

- bave relatlvely hlgh needs for 1ndependence

- == have a readiness to assume responslblllty for
decision- maklng, : .



o : ‘ - 3 :9:.
== naVé a relatively high tolerance for ambiguity, -

-- are interested in the problem and feel. that™ it

_ is 1mportant . . . . , [ o
- understand and 1dent1fy With the goais of the ' ‘

= ; crganlzatlon : : _ oo

/
|
|

S—— have the necessary._ Rnowledge and experlence to .
deal with the problem, and Co S "

" .~= have learned to expect to share in’ deCISIOn maklng

The principal who percelves the staff as'autnentlc
. participators in'cnande A5Sists. them to analyze situations

v I : . S I
Wwith’ con51derat10n for both problems and oppbrtunitiee which

are 1nherent in them. S/he assists the staff, in seeking

~

solutlons to the 1dent1f1ed probiems ‘and in taking advantage'

of "the Identrfled opportunltles: The prlnclpal a551sts the -

ni

taff in perceiving themselves as major actors in the process

“of critical, relevant change which leads to the renewal .of

K the school. - ' o T :
Summary. The principal's perceptions of <hange, control,

eyétem a'd btaff affect hls/hér ab111ty to establlsh a cllmate
'sgpportlve to change The 1mportance of thlS climate Has

been documented 1n the Rand Study of Federal Programs Supportlng

’iEdncationai Change Vofpme ff (I975): "The effective imple-

mentatxon of innovative bf6jécté was primarily dependent on a
: . :

- supportive 1nst1tut10na1 settlng and on an iﬁﬁiéﬁeﬁtatién
(

strategy that fostered the mutual adaptatlon of the staff to

the pr03ect s demands and cf the prcgect,s design tc the
: N ’ * .
réai'ty of its setting. L .Eiementary schopl principals appear
to have been ‘gatekeepers of change either facilitating br
-iﬁhibfting implementation. (p.65,84) L

12




Q.
ERIC

FullText Provided by ERIC




/ o . : ~10-

Section ITII will discuss the principal's application of
"administrative: synthesis" in:developing a climate for chrange.
5 .

III. THE PRINCIPAL'S APPLICATION: OF ADMINISTRATIVE

SYNTHESIS: 9DEVELOPING THE CLIMATE FOR CHANGE

w o . , _ , )
- Administrative synthesis: definition. Benjamin Bloom;

in his Eognitive Taxonomy «(1956), defined synthesis as 'the’

putting together of elements and parts so as to form a whotle:

This is a process of working with elements, parts, etc:; and

combining them in such a wdy as to constitute a pattern or’

Structure not clearly there before. Generally, this would ..
involve a récombination~of,parté of previous experience with
‘new material, récbnstructéd into-a new. and more or less

< wéii-intégratéd whole." éﬁ.iééj The ability to synthesiZe
is critical to ﬁatting.tégéﬁgér the supportive institutional
éiiﬁété which contains such myriad “éiéﬁéhté” as students

ﬁifﬁ_igi?iﬁé needs, parents with divergent views, classroom. -

N\

Eéééﬁéf; with different experiences iﬁé abilities, specialist
teachers and support personnel with conflicting opinions,
classified staff with varying abilities, an organizational:
hierarchy with established policy parameters, external éhaqgé
agents with specific éxpéctaticns,-iocai schedules with
 Varyiﬁg7fiéijiiity; financial resourcés with "strings attiéhgd;ﬁ.
and on and on, ad infinitum. When thesé elements arc placed .'

13~
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challenglng and extremely compllcated 'Tﬁis task requires.

the pr1nc1pa1 to QOmblne many elements in sueh a Way that:
. < .

the new "whole" beneths the students @he process of

synthes121nfr has been attrxbnted to the?act1v1ty of the

right’ hemlsphere of the brain, as reported by Ornstein (1972):
i "If the - left hemlsphere is spec1allzed for anal;s1s/ ‘the

-~ . - right hemisphere.‘l . Seems spe'rairzed for hOllSt&Q\mentatlon

Iytlc‘and~sequent1a1 1n_1ts;operat10n; then the righ§ hemI—

‘sphere is more holistYc and rational; and more.simultanéous
- . - N - :

in its mode of operation." (p.52) He further proposes that -

“'it is the polarity and the integration of these two modes

of consc1ousness the complementary workings of the intel--~

lect ahd the intuitive, which underlie our highest achieve=

»

ments. " (b.GSj Des1gn1ng a school climate sunportlve to

functions in whzch the principai percéiveés the gestalt of

-7 3" the situation with innovations in place then squeﬁtiéiiy

" brings it about hy appiyiﬁg 1iaéaf; ‘analytical methods to

the planning and "building" of the climate, element by éieﬁeﬁt;”
Goodlad (1975) refers to the missing ingredient of |
synthesis in hi reference to the past decade of schooling:
 “w. . _curricular, organizational, and instfuctional reform
. ‘proceeded séﬁéréteiy aﬁd disparateiy, hardly anyone providihg

- a synthes1s of what all this might add up to in a glvon

school. . .Much of what went on was a little llke seeklng to

14
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imprOVéithé quality of family lifé without either.an image
of a family and what it might look like or any way of'réacﬁiﬁg
an agent of and for change: : . for the cufriculum 8f &
school to change and go on changing there must be a kind of
momentum ‘in that school. . .a dispbsition toward making such 1
4 change, to remaking it,.and to making it once égain.ﬁ (p.61)
This momentum is dependent on the school's ability to behave |
ias a cohesive,; organized entity. If thé school does '"behave'
in this manner. it is largely due to the principal's JABiiify
' to conceptualize the whole $0 as to visualize other possibili-

ties and how specific steps and innovations might lead to
them." (p.62)

. 47
performs at a synthesis level of thought; s/he takes specific
actions which create the climate for Ghange. In this sup-
portive ‘institutional climate, teachers find it possible to
risk changing their behavior as they éémé4£6 éiéé Eﬁéﬁééi€é§
(as well as the principal) as life-long learners. " They come

. to realize that the principal's overall goal is:the improve-

- »

mjhf of instruction for students, and that this goal requires
_their valued involvement. A climats such 4s this is created

by tne principal's specific actions in four major catégofiés
‘which the author presents as (lj'hélisfié thought, (2) instruc-

v

b,
<
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considerations: Each catégory will be discussed in this

section. |
\\-i

(1) Hollstlc thouvht; The ‘principal learns ta look

oy -
Lat entlre 81tuations as a network of 1nterdependent rela-

D tléi‘iShlpS; Thlé mlght bé térméd an éCOnglCél Yﬁéthod by
L . - . /
which. the priﬁCipal éééks to gain a 1argér perspective of

the totél env1ronment around and w1th1n the 1oca1 school
?

and gives éféaiﬁilitji’to fﬁéif_ ideas, values and talents:

i.ﬁ Boiisiio thought, the principal is primarily concerned

with theé relationships between the elements of a given

situation. This renables the principal to view the overaii(

pa@fern; even though some of the elements may be missing.

Thé view of the overall pattern enables the prlnclpal to

 recombine the elements in such;a~wéyrthat a new "whole' is

créétéd. 'The pfiﬁciﬁai shares this,éonCéptuaiizing with

_thé étiff; bfééiﬂiﬁg 6bﬁ6ftuhiﬁiés for them to thiﬁk ’

hotistically about the school and its effect on students.

A sense of purpose aifééfioﬁ'éﬁa‘ﬁoﬁéﬁtﬁg is generated for

‘the sohooi' As stated Bﬁi Mink, Séﬁﬁifi and . Mink (1979)

”Leaders bu11d cred1b111ty throu%h their ablllty to use a

system w1de perspectlve to solve problems symbollze organi--

zatidn purposés;‘and persuade others to these purposes.' (p.10)
Holistic thinking permits the principal to concéeptualize

the new entity with. innovations in place. It also requires

the carefuil ﬁﬁﬁiYSis of the elements dﬁd—tﬁéir iﬁtéfféldtithhipS

t

!
el
A
;
§
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5o that the new design carefully builds upon them. The

to such schedules and routines as 'regularities,” defined
as "fixed or recufring’%ﬁgtines by means of Which;schébiét
conduct their daily business. . .Institutions must reggiar— -
ize their activities; innovations propose. to change regu= (i,~
1éritiés in- Some way." (p.13) When thoseé resularities can

" essence, the new ''regularities." The schedules and routines,

in other ﬁafaé, comprise the mortar -which holds the separate
éléﬁéﬁfé Eééé%ﬁéf to form the ﬁéﬁi&—ﬁﬁiif “Wﬁéié:"'

An example of the author's application of holistic
thought may clarify thid Eoncept. Prﬁncipai Smith was made -
aware of the né§d for the classroot tedchers in her school:
to engage in team planning. A block of time for this specific
pUrpose was created through the consideration of another
" need: itinerant specialist teachers needed to relate their

instructional activities to each other and to kave time to
become better &édﬁéiﬁtéd with étﬁdéﬁté;f_Tﬁé specialist
teachers were grouped as z @éiﬁ; with time for planning
together to deliver their services during a given block of
ti%e to the students of a classroom team. The classroom
teachers were scheduled for team pldnning dctivities during

this time block. Thé specialist teachers were able to relate
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~

o fo£ longer perlods of tIme and by seelng other spe01allst
y _—3

teachers"points—of—vxew; The'ciassroom teachers.were able R

N -
-

‘to devote a block of time each week to the planning of team

_act1v1t1es. Thx\ students beneflted from héslmproved instruc- "

‘ t10na1 plannlng \ This 51tuat10n was made p0551b1e by Pr1n01pa1

N

Smith' S hOllSth dbnceptuallzlng of a possable 1nnovat10n and

\
by'her careful reschedullng of the,elements Yo make the o <
implementation successfui.ﬁ - A .
. \ .

‘e

~

(2);instructibnai modeling. The successTul principal .

realizes that’this ieadership-roie is“reaiiy‘an'instructionai

’

—oqé. The pr1n01pa1 percelves the gestalt of 1earn1ng to be

déveiopmental and contlnualr whether the learner is a @h&ld

béfehft’ 6f %dﬁ\ihis‘,tfgtéf. Becaus&of thlS perceptlon, the

teachers:. Modeling provides thé&-staff with a clear picture
of a cohéébt and clarifies the éiﬁéét&tiéﬁs of the. principal.

It permits the pr1n01pa1 to 1abe1 the elements and to discus

théir relationships to the whole.‘ Ihe use of modeling en-

hances the principal's efforts to build cohesive group
o o 2 . , } o -
decision-making s$kills. AS an instructor, the principal

rd

sets ;}ear objectives which aré appropriateé for the staff.

S/he pProvides opportunities:for tihe staff to learn to perform




«
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>

the objectlv’s Whlch aregapproprlate for the them . é/hé

provxdes opportunltles‘for the staff to learn to perforﬁ
the obJectives S/he aoes not ass&mé that tearning has

n

occurred gust because s/he has presented ‘an opportunlt

7

s/he frequently checks ‘the staff's understandlng of- fhe
stated objectives.  «~ N ot

A real 11fe example of 1nstructlona1 modellng w111 %
serve to clarlfy th1s concept Pr1n01pal Sm1th in seeklng

to develop a cllmate for change recognlzed that her staff'

N
-

had not prev1ous1y functloned,ln a group dec131on making
' .— . . 3

31tuation; She desIred to Invoive‘them in desxgnlng stra—

- .

tegxei:ﬁorlmprovxng the readlng procram for pzlmary students,
2 need they prev1ously had helped to 1dent1fy %he scheduled

a staff meet1ng=W1th the purpose of.”bralnstormlng” all the .

'

poss1b1e causes fori%he students deflciencxes 1n readlng f;;W
skills. Her overall d@gl wastJfass1st the teachers -in the
)\ .

furthér steps of idéhtif?iﬁg potéﬁtial solutions” and Séléciihéx
. N ) - % :

one or more for implementation. Although the purpose of the

meeting had been publicized, some teachers camé to the staff
meeting with pre—deflned_”soldtiohs“ ta meet the.need: One
teacher stated, "We all should ‘teach reading for sixty

_minutes per day, there presently 1sn t enouqh tJme to C’ret_,'

N

the job done.' Another suggested ”If we could purchase

these new materials, we could improve the program.' ' -Principal- -

Smith clearly re-stated the objective of this meetlng and

.
|
|
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" ‘the" situation ‘would assist with the 1dent1flcat10n of possi-

ble solutions. She then 1isted one "possible cause" of °

students'. reading deficiencies, and encouraged the partici=
Lr -

pation of the staff in brainstorming further causes. At a

later méétlhg( Pr1n01pal Smith referred back to\;his prOCéduré;

again identifying itsg@place in the decision-mak\ng process.

\ o .
% ~ . A ‘
(3) Complete communications. The successful principal
values everyone S partlclpatlon in school funCtidns é7ﬁé

establishes a communlcatlons petwork wnrch becomes an in-
tegral part of the school. The network is designed to
. . provide for the interaction of all staff, parents and :
stﬁdénts; Thé'éeﬁﬁnnréatibns netﬁdrk pr66i&és for both
".quaai anariﬁférﬁalztipés of féeabaék to the principal.
= v ,
~$/he7works with staff, student and parent groups to clarlfy
the‘ways ;n~ﬁhicn'they will adv1se the principal.: S/he is
,parefhi tnldeSign5Ways»in wﬁich tne”various advisory groups

-+ -~ will interdct with eachf{ other. Care is taken to provide

»
for representation’ of all‘gradéﬂléVélsr'itinérant staff,
non- certlflcated staff parents from varlous nelghborhoods

\‘etC‘ If there are spe01a1 programs 1ocated 1n the school

”Ethese are aiso represented The princ1pal understan&s two—

way Communtcatlon aﬁd provrdes ample tIme and opportunlty

et
fe

20
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for feedback to be gathered and considered. S/he is clear,
about reporting back to the groups, fndicafingithe consider--
ations given to their input.

In addition to these provisions for gfouﬁ'i{voiVémént;
there are opportunities for individual participation.
Péféﬁfg are éﬁééﬁfééé& to visit Eiéééfééﬁé{_ Teachers are -
given the opportunity to visit in each other's classrooms;
and_students are encouragéd to §iéit oﬂher.ciaésés andf%é

discuss their concerns ahd ideas. The priﬁciapi;is a fre-
quent visitor to the classrooms. 'S/he schedules formal
observations for the Purpose ofkéupérgision and'évaiuafion
of teacher performance. But, equally important, s/he makes
numerous informal visits to the classroom to. participate

-

in activities; to show support for the teachers; and to
understand the students. S/he believes that the staff's

trust level will rise when they See that the principal chres
enough to be there." S/he also encourages teachers, par-—
ents and students to make "drop-in" visits to discuss ‘ideas
with the §fincipai. Because s/he‘fhérpughiy knows what is
occurring in the school, the principal can speak with

' éfédibil?ty about student needs and about indications that
changes might be worth considering. ‘Teachers and parents;
who find the bf;ﬁéibﬁi's statements believable, Wiil*ﬁé'réady

making decisions to seek appropriate innovations:

&

2l
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An example of onesschool's communications network will

4

illustrate this category. Principal Smith wcrkec with the
- pecpie in her'schooirfor:two years to estabiish.a aomplete .
commﬂnicaticns network. It included formal 4nd 1nforma1
B proééséés for students staff and parents A student councii;
R ] - o, -

staff advisgE™ council, and parent adv1sory council met :

separateinWith Principal Smithé but each group had a 11&1—

son with the othér groups. - The student councxI;YWIth
' . ’ A v .

reﬁreséntatiEes‘fréﬁ.eachfciassrééh, met weekly with a fa nlty
RS ,
advisor, and brought concerns and ideas periodically to the -

staff adv1sory counc11. The staff coun011 with representa-

i
! .
oo - .

tives from each teaching team, 1t1nerant specialists, and

s;non:ceftificaféa'staff; met weekly to take actlan regarding

the functioning dfﬂthe school. The parent council mét monthly

‘to study issues in depth as proposed by the staff, PTA or

p¥§ﬁé%?51; A parent council member served on the PTA board,
as did a téacherrreprggentatlve:

Sl s L o . , . :
In addition to formal group communications,vPrindiﬁa{
i : : S S s o

Smith established timés to meet informally'with the specialist

team, guidance team, and teachlng teams She set ‘aside t1me'
on her calendar for weekly ”walR through” v151tat10ns after
S . : / o
WhiCh Shé left a short note for the teacher. She schedu1ed

to teacher and prxncxpa} and heitd a conference before and-

after each observation; to discuss the particular segment of

nstruction observedf ‘ .
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.., The formal observation fit into the annual teacher *

’ evaluation cycle; which began in the fall with the“teacher's

-~

h 1dent1f1catlon of profe531ona1 goals fé? the'aéadéhio‘yea?t i
’; Goais were reiated to schoo& or district heéaé as well as

 to the: teacher S own performance Strategles,for ach1ev1n§ '
; the goals ﬁére pfép&ééd - and methods for. evalgatlon were

™

Selected. At mid- year, Pr1nc1paL)Sm1th held an 1nd1v1dua1

:‘confenence w1th each teacher to dlscuss the progr’ s in goai

ach1evement. i .

. -

In addltlon to the routlne communlcatlons network above

®

~a daily bniietxn far staff She set as(ﬁevan hour each week

to telephone parents‘of ?tﬁdeﬁts who had accompllshed some-

thing noteworthy: She was often seen iﬁ-thé lynchroom and
on the playground, v151trng Wlth students. Mujiitige'was . ‘

{;pent in iistening. .- .and more,iistenine. As the commupi-~
- /

.

y Smith noted the opéhheés wh1ch had begun tO‘characterlze
the climate of the school. - ° o : ;Q
| - . LN

(4) Futuristic considerations. The successful principal

acqepts the necessity for self and orgfnizational renewal.
S/he realizes that time must be appfbpriated for planning

1

for the futuré“ Perlodlc plannlng se551ons are held w1th‘
the Staff; and con51deratlon is glven to/the questlons

Where will ‘we be in a year? Where would we like to be? ¢
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g What witt our students need to learn 1n order to cope. with

N

change? Extendlna the thlnklnc of the staff moves thgiﬁocus

-1
-
¢

‘from the- recular1t1es” of. the school to the broader pur- .

posesr,after which afinual goals can be established Innova-

tions are based upoh endurlng elements and relate dirEétly‘

© o

to stuﬁentqneeds Change becomes an accepted part of - growth

w1th its focus the Improve ent of 1nstructlon New goals .

1

are establlshed as old goaquare evaluated prov1d1ng for a

cyclxcal approach to change.. P

-3 “a Z

The prlnclpal/feeps up- to date on trends 1n educat1on

.

B§ feadlng and attehding conferences. S/he makeSchrtaiﬁ.

G'\, . L

and national trends. Staff members are ehcoﬁraéed to par-
3 7”‘” o o
t1c1pate in profe531onal development act¥v1t1es and their

grow1ng expertlse is noted and utxllzed;_ The principals is

aware of enrollment trends and fihaﬁcialiconditioﬂ of the .

% -

distriet: /he provides opportunltles for staff to a531st
- .
with the formation and approprlatlon of the school S 1nff

strﬁctioﬁal35udgetl"setting—aside contindéncy funds for
~ \

fﬁtdré,héeds. S/he involves the staff in clireicilim plan-

A .
-

/ ning and content articulation betwen grwde leve}s The

pr1n01pal empha izes the 1mportaﬂce of formative evaluation ?

methodS— aSSistlng the staff to 1dent1fy a variety of methods

W for evaluat;mg the effectlveness of the Instruct1onal program
Because school- w1de goa}—settlng, strategy- pla?nlng,

data gathering and evaluation are cycllcal processes,; change ,\

] v .
s ) D ‘
. .
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is' a natural- result. Those thangs Whlch are effectlve can

. .
K -

b? contlnued those-thlngs whlch are not effectlve are changed

9‘

s Pr1nc1pa1 Sm1 h =5 SChOOI agaln provinﬁs an example of - .
= ' NPT :
.futurlstlc cons i rations.” Each sprlnL Prlnc1pa1 Sm1th leads

PR I

_ the staff: of her school in synthe5121ng the resu}ts of a

J.varlety)of eva}uative actxvxties WhICh have been conducted

throughout the year: .An annual surveyﬁrfrsewgnth graders

: who have attended thls elementary schooi 1s conducted com—:;ﬁ

’
‘ﬂJunlor hlgh school and the1r oplnlons about the effectlveness

>

of their elementary educatlon LA parent oplnlon survey 1s;;'

i

conducted-to parallel the seventh grade student survey

| - - . -

; : The annual goals for the school are evaluated . The fesults .
. . _ X ,
of student competency tests in readlng; %rlting and math are

1

'made avaiiable' The staaéﬁts‘ﬁéve Been asked from time to

tIme to . evaiuate maJor unIts of study, and_these resuitsAaFé
{'dlscussed R T; T ; i
The‘data arg. analyzed, categorized and compared with

: -

handfstaffrare

Tty -

‘staff expectations. The pé}ents, stﬁdé*?s

J -

made aware of the results and share in the.process oﬁ con-
. 51der1ng the_d1rect10n that is rndlcate%, Plans‘arg,developéd ’
for major aréaevof emphasis during,fhé foiicﬁing.ééhcci yeéar
and ténfatiVé édais are eStabiiShed Prlnc1pa1‘Sm1th meets
* with a steerlng commlttee to de51gp a staff 1nserv1ce pro—

. gram, based &baﬁ the needs of the schoot: The steerlng

committee communicates with the entire staf{ ahd designs the
ey




program, complete with topic(s), external reéénréeé
delivery system(s) and fneentives'for teachers. Teachers
leave for thelsummer, know1ng the d1rect10n andifocus for

_September— and momentum i's built: for. the fUturé

iifé" model of édminiStrative SyntheSié; 2 model which could

Admlnlstratxve SVntheSIS

a model: Ardmore Schoq} -designédy

an '"open qoncept” school; was aJ %gned a new pr1nC1pa1

PrlnC1pa1 Sm1th found that thefexlstlng staff members had

self-selected Ardmore SchoSl because of their nreférence
for team teaching, individﬁaiizea.ihetructidn multl —age

decisions. Teachere were a531gned to a three or four-member
téam_with respon51b111ty for 751100 students,; aill 1ocated in

a unit which contained four teaching statxons and a common

area;j Five s ch unrts were grouped arhund a central support*

areua Which contaxnen'the ‘library, office and staff workroom.
At the time of Principal Smith's appointment, the staff
indicated an interest inrparticipating in inservice which’

would 1mprove thelr teachlng skills. 'ﬁuring her first year

at'Ardmore, Prlncnpal Smith aésiéted the staff 1n Gdehtifying

student ‘and’'staff needs. These wére prioritized; and the
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.chronology of Prthlpal Smlth

-24- ,
-

i greatest needs were 1dent1fed as (1) developing the staff's

skills in reso1v1h0 confllcts and (9) 1mprov1nc 1y stﬁdéﬁt’T

\

ﬁﬁ

wrltlng skllls

-

Pr1n01pal Smith- be11eved that both of these’ needs could
be addressed through a cohesive staff effort which could

bring unity and purpose to the school. It was apparent that,
0’ '

although the teachers vaigéd each cthérsﬁ inaiviauaiity,-théy

‘skills: ' Each teachlng;team functxoned_as an,entlty, thh
. - . : N e . -

mihiméi‘éfoéé—séhooifi56616éﬁéﬁf* The actlons taken byA
Pr1n01pa1 Sm1th were purposefully des1gned to develop group

process skllls as we11 as tormeet ‘the identified needs. :The

:, actions will demonstrate how’
fghe applled the,skllls of admlnlstratlve synthe51s to thlS
'sxtuatlon AI -' ) :é : _ . 5

1: Principai Sm1th established a steerlno commlttee

'

to bralnstorm 1deas formuiate hypotheses‘and consxder alter—

natives: Th1s commlttee reported to a st&ff advxsory councxil

Whlch met Weekly to c0351der the operatlons of Ardmore . Schootl.

Each adV1sor representeé’a constltuency (a teachlng team,

~
)

group of spe01gllst teachers _Om non- certlflcated staff), ndﬁ

\

1nteracted w1th thls constltuencg so that a11 v1ews were

i -

‘represented Steerlng commlttee recommendatlons were brought

\,.

2;' ‘External resourcevpeopie:were 1nv1ted to meet 'with
the steering committee: Faculty from a nearby university

;:a“
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participated in the design of the inservice. Experts in the

3: _ Pfiﬁéibé% Smith became aware of a possible source
:6fv&&&ifiéﬁé1 funding through a é?&ﬁfﬁ The steering committee
wrote the application, based ﬁﬁéﬁxfﬁéif Rﬁé%iédéé and ﬁﬁ&éif
standing of the inservice pficrities, staff preferences and
available resources.

3. The principal, steering -committee and staff.adviscry
council secured the written commitment of the entire staff
for. the grant proposal: This.commitment was readily obtained
- because the product represented the involvement of all staff

.at.one stage or another: ‘ R - L

5. Two major activities were planned after the grant
wvas Sééuréd. One, a ¢6iiégé course, ﬁéé'dééigﬁéa to assist
teéchers with the instruction of Wfiting skills. This .
course was cbn&ﬁéﬁéd'at Ardmore by a writing consultant. |
Class sessions were held every cthér”déék;,and the consultant
worked with teachers in their classrooms for a period of time
cach week. Every classroom teacher participated in the Wwrit-
‘ing course, as did the principal, éé&ﬁééiéf; féé&iﬁg épééiéiiét;

at a nearby conference center, with thiree follow-up seminars
during the fall. The retreat and seminars were planned and

conducted with the assistance of a ccns’ultar‘it in communication

\

'“3
10 4]
& |
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skills. The staff gained understanding of conflict résdiutidn

-26-

1

teehniQUés and had opportunltles to apply those technlques

durlng the sequence of events. The second activity also
prov1de& coiiege credi , and was attended by one hundred per
tent of the Ardmore stéff; | )

6. . Principal Smith facilitated the implementation of

he inservice project by taking deliberate actions which

_served to maximize the results. She assisted with the

- - . S : ¢
dllocation of resources by bmg in the writing consu%t %QE;;

as a part-time staff member, budgetlnd funds, monitoring the

project timeline; becoming én-"adjunctmpnafessbf" to offer

.
follow—up sessions to the retreat and seminars and by sum— .

marxzxng the events as they were-compieted: She participated
In all of the workshops and semlnars, and @ractlced the skllls
and technlques w1th groups of students Prgnc1pa1 Sm1th .
sought to model the confllct—resolutlon tthniques that had
heen preséntediin the seminarsf She invited teachers to
share thelr uses of techniques and the rééuits-that were
obtalned; Whenever poss1b1e Princ1pa1 Sm1th "1abe1ed” and

publlclzed the teachers appllcatlons of thelr Hew skills. Shé -

accompixshed thxs througn her.ciassroom observatlons and

- conferences, written notes to teachers, verbal comments in

meetings, sharing of ‘events with bérents; and feedback to

inservice presenters. .Student writing was displayed around
the school and featured in parent newsletters. Samples of

‘student writing were read at staff meetings; and students
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were given the opportunity to participate in a creative
Wfitigg fair held étié ﬁééfb; university.

7. Finally, Eﬁé'ﬁfiﬁéiﬁﬁi assisted the staff with an
overall evaluation of the inservice project which had brought
about many changes in teacher behavior.” The results of the
evaluation indicated that the teachers were pleased with
their acquisition of teaching skills, the ‘teachérs and stu-
dents were béginﬁihg;to demonstrate new skills in resolving
ééﬁfliétét a§§,ét&&éﬁt writing scores improved dramatically:
St&&éﬁt éttit&&éégéﬁéﬁt:Wfifiﬁé élgé improved,; and ﬁéééﬁfé“

noted the increased competency in writing, evident in the
to note the coheliveness of the staff when working together
to identify and solve problems. She noted the groups' im=

" proved ability to accomplish tasks, and the individual members'
abilities to assume varying roles.”. The staff expressed the

o S g
‘following school year:

 In summary, this inservice project for Ardmore School
produced real changes in teachers’ behavior. Throughout
the life of, the project, the principal’s role featured

administrative synthesis, the ability to combine;the,oLg

and the new Situational elements' in stich 'a way as to con-=

stitute a pattern or Structuré not clearly there before.
Ol .
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- IV. THE PRINCIPAL'S ROLE: :IMPLICATIONS FOR CIANGE
’ AGENTS
- ‘
2

If the reader accepts the author s assumptlons that the —

I-
’

pr1n01pa1 is a key to change in the schools and that the

prihCipal's ability to perform éamiﬁistfétiﬁé synthesis,; 1is

crltlcal to gaining staff commltment to chande the implications

1
for change agents are ctear:’

1. Focus attentlon on the prlnc1pa1 of the school.
Seek his/her support for proposed changes. Show how the
proposed chanhges can benefit students or meet ”eéds of the
school. Ciarif§ the’principgi;s rolé in the process of
initiating, .implementing, and evaluating the results of
change. ~

2. Check the pr1nc1pa1 s perceptions about change

-itself,; about

:"s/he;)sense of seif and school 1dent1ty “and -

oohtfol; ébo&frthe schooiysystem andllts-supportive flements,-

and about stﬁff members' éBiiit§ tg;ééfticipate in decisions

affectlng them and tﬁé‘scﬁooi" If negatlve perceptlons ex1st

seek to determine the cause(s) and to develop a worklng re-

lationship.with'the principal If the prlnc1pa1 s perceptlons

status quo a prefeyence for a laissez faire or bésSivé

"management' Style, an attempt to ward off the "interference”
of the school system rather than to utilize its supportive
services, or a tack of faith ‘in the teachers' ability to parti=

cipate in the decision-making process,. ‘the prognosis for lasting
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'change in h1s/her school is extremely bleak. It iS— of |

coursé; poss1b1e to change the pr1nc1pa1 S perceptlons
and this-becomes the.flrst prlorlty for the change agent.
The process for building a climate for change withiil a school.
district is not different from the process for buildihg a
local school climate, described in this paper. It is a
process that does take t1me,<howe>er ,it can be accomplished,

if the-change aééht works through the" process deliberately

and sequentially. In other words, if the prlnclp”f;srpér: : ‘

ceptions are inhibitors to bringing about change in

school; change the principal's pérceptions. The only alter-

”;;;hatives'tolthis'are*tofﬁd/;et the poss1b111ty for making

-

"‘fchanges at that pringipal's school or to reassxgn the principal!

3. Promote holistiec thinking by presentlng information
and providing opportunities for the principal to consider the

Il

totalvperspectiGe to . percelve how the proposed change fits

3‘W1th1n the system and how 1t relates to the purpos es of his/

her school. Work with the pr1nc1pa1 to demonstrate the

, determlned by the local School staff. Arrange for meet ings

’

of all pr1nc1pa1s 'who may be 1nvolved in proposed change,; to

and to enhance. their cons1deratlon of a variety of p0531b1e

approaches to the change.‘ABrlng together the prlnclpals

A

and “éipérts in the field,' again fdr the purpose of extending

the thinking of the pr1nc1p als be" nd the1r own schools ana

~ -

school systems.
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i 4. Prov1de an 1nstructlonal model for the pr1ﬁ01pa o
lj ,‘ " i€ '

'Determine the pr1nc1p l s Rlll lepel 1n¢adm1n1strat1ve

- R . AR Ly
N

syhthes1sr and teach to the obJectlve of.ra1s1ng that~sh111

p

léVél} ‘ﬁTeachlng” 1mp11es‘a deslgn that:ino&udes classes '7%

«

,or sem1nars 'opportunltles for practlce SItuatlons In whlch

the pr1nc1pals dIScuSS and demonstrate the results of thelr‘

<,

appilcatxon of concepts and evaluatlons Wthh g1ve~relevant

: informatiomr. ''Teaching" 1mp11es that the change agents model-

‘the skills of administrative synthes1s and label those sklllsﬁ“

in such a-way that the pr1nc1pals ga1n a perceptlon of "what

it looks liké;“ : P

5. Develop a complete communications network between

the change agent,; the principals involved in the project;

the staff Who will be partlclpatlng in the project, and -

any external 'experts -in the field:' Ascertain the nature

of the communlcatlons network in each school unit> which must
include ”regularltles” that permit- 1nterrelated communlcatlons

students and parents If an

7 among the adm1n1stratlon staff

adequate school-network does no— ex1str ass1st the pr1n01pal

to des1gn one that will perm1t complete communlcatlons ‘ _

Agaln— the change agent should provide 1nstruct1on whlch is
approprlate for the sklll level of the partIpratIng pr1nc1pal S

6: Provxde opportun1t1es for pr1nc1pals to cons1der
,./,f\ . ’ :

the future Impact of the changes be1ng proposed. Ass1st

‘f ; hem to develop goals for thelr'schools which  reflect the
needeof;students} 1nvolv1ng staff and parents in the proc ess.




Emphas1ze the cycixéal natu?e of the Procéss which includes

the des1gn of strategles the impié:

ot
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mentatlon of act1v1t1es the accumuiationand analys1s of
data, and the determinatiéﬁléf'éffectivehess (eVafﬁatiéh);

which leads to the setting of new goals and a new cycle:
« 7. 7. During the implementation phase, continue to

L

nfng;phase, Facilltate the prlnclpalis effor%s to think
hcfisticaiiy; to prov1de 1nstruct10na1 modellnaafor.staff,

-

o

T to comﬁunlcate thoroughly prOVldlng for the authentlc

4 partlclpatlon of staff'=and o cons1der the future effects

veu,

: o of change GiVe partlcﬁlar attentlon to pre- establtshed

check polnts to emphasize the- feellng of local ccntroiwan&

ownershlp and to give directlon to adJustments that are
rneeded.’

fﬁ%z : 82 ,in,théfsummatiVé evaluation phase,-assist the
prlnclpal and staff 1n understandlng how the results relate

b L.

‘ to their goais “and obJectlves Proclalm— teach and check

e for the understanding that evaluatlon 1s cyc11ca1 in nature

bf T How dofs the evaluatlon relate to origlna1 goals’ How,do
o S U BRI
evaIuatidn reSults aSS1st th schooi'xn pianning'new goals?

i

Asslst staff in der1v1ng meanlng from the evalu#kion ‘results,

" and in sharlng ‘the résults with parents.:
- &, . . . - . .

monltor the processes that were established during thé'piaﬁ—
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SUMMARY

The elementary schcci pr1nc1pa1.can be Identlfled as

the key to change 1n“the schools: ~Inhthe past decade, the -
principal’s role has continued to émﬁhasiEé'éﬁétauafiaaai
j~1eadersh1p tasks as well as oiganlzatlonal development‘tasks
Frequeéently, though the role expectatlons have chanced ‘ the
tralnlng and breparatlon wh1ch would assist the pr1nc1pa1

in fulfllllng the new role expectatlons have been 1ack1nCr

/*v‘/_’

’Those who would change the schools: have often by passed or

4
s

manipUIatéd the principalr apparently perce1v1ng h1m/her is

The principail certalnly can be that roadblock however
'_change agents who assume that the pr1nc1pa1 1s the key to
éﬁéﬁgé can ass1st that inaiGianai in caus1ng, not merely
-nallowing, change to occur. |

The creatlon of a climate wh1ch encourages chanﬂe is

:hthé-respgn81b111ty 'of the school prlnclpal. Hls/her abllatyi

to'develop this climate is dependent upon his/her perceptions

of the nature of. change the~1666s of control, the supportlve—-

ness/of the school sysaem and the abllitxes of staff to

‘.x

participate 1n-dec1s1on—mak1ng' The pr1nc1pa1 s pOSItlve

_L_percepticns of each of these ‘four areas enhance the develop—

\
ARNIN
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synthesis. The principal can develop the school's ability

-33-"

a

the principal to utilize (or develop) skills of administrative

synthesis: The successfu1 "innovative pr1n01pa1 synthes1zes
the elements in a s1tuat10n by-COmbinlng them in such a way
as to constltute a pattern or st*ncture not c}early there
before. Operating at the synthesis level assumes that the
principal has ahaiyticai skiiis as well, thoroughly under-
standing each of the various situatiéhéilelements; The

interrelationships of the elements become the focus; of

to perform as a coheésive entity only if s/he can conceptua-

lize the ''whole" so as to visualize how innovations could

lead to new possibilities: N\
Once the ﬁriﬁéibéi-ﬁeréeiées the gestalt, s/he must be

able“to bring the staff along in a sequential mainer; ~

through the appllcetlon of sound 1nstruct10na1 practxces

N

The pr1n01pa1 as ”teacher,i is.careful to model the concepts

s/he wishes the teachers to employ. ‘Throucho t the ''instruc-
tidh;“ the pr1n01pa1 keeps the gestalt clearly 1n mind and

establishes a schoa{/w1de communlcatlons network which permits

him/her .to monitor the inderstanding of his/her staff. The

principal structures the communications network in such a =~
> N E : R

manner as to permit the authentic participation of all staff-

members ‘in the operations wf the sencci;

Finally, the principal® contxnua}}y provides opportunltles

for the staff to think about the future.‘ S/he perceives the

necessity fbr'organlzatlonal and self renewal and seeks to

WL
-
'yl
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share this béfééﬁt;idﬁ with staff. ©New goals are established
based upon evaluation of "old" goals; change becomes growth
based upon éﬁaﬁfiﬁéiéigaéﬁfé'éf the situation. Staff members

come to view change positively, and .are willing to risk in
the climate of trust that has been established.
The principal--key or roadblock? Facilitator or inhibitor?

The perception makes all.the difference.

~
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