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goal difficult to accomplish include a changing environment withi
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academic and religious leadership to have an ot!octivo Cathokic
school. A principal can help to make a school a more effective
environment by working to develop its distinctly Catholic culture. .
The keys to leadership are vision and inspiration. To develop a [
school culture, the principal -yst be committed, Turposo!ul, and
involved in managirg the values of the school; painsta¥ing in the
hiring and develo) aent of teachers; and adept at building coalitions
‘with ccnpottng ccnstituoncios to roach dcsirod goals. (ML!)
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| THE- OATHbLIC 'SCHOOL PBINGIPAL: A DIFEERENT KIND OF LEADER

_ All of usd 'ﬁant. our sachoolas to be effective centers. ofl
. Christian learning.’. We want our students to. leave our schools

having done their best academically and having become good solid

.Catholica. What wve desire is not . alwayﬁ .plx_ﬁo accomplish. To

begin wtth. I’d like to look briefly at _some of the challenges
which face us in Catholic schoola. Thon 1 plan on’ touching on
some of the weays we have of  weeting these challenges,
particularly through sone o0f the ideas connected with effective
schools. Lastly I want to say & few thinga sbout what we as
principals can do g:\?nhancu the Xeligious environmenta of our
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Qhens&ns EnVngnasnt ' f - o ‘ : .
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First, it 13 obvibuq that we are in a changing .n#ironn.nt -

uithin the Cutholic -chool. Our objectives have chungod over the
past twenty yoars. Becauae the world and the Church have
changed, Goapel valu.s must be tranamitted in new and more
relevant wayas. We can no longer be interested liuply in
providing the basics of religious knowledge and in cr.uting good
American citizens. Our schools should produce young people with
a true apostolic ‘commitment, who will atand up and work for whag
they bklieve in. The challenge confronting Cdatholic sachools,
according to Honik.’Hollwig. to meake a direct impact on society
throuqh the charactor. or the culture, of the school (1984).
’ ' .

Another change 1n cur schools is in our faculties. Staffa
which were almost entirely composed of priests or religious .uic
nbw almost entirely lay.” It is predicted that by the turn of the
century, r.ligiou-*lwill form only 2% of ‘the ataffs of Catholic
schools. It’s not eaay to realize or ‘accept the fact that I, as
& religious priest, am a dinosaur deatined for , extinction, but
that ia @ fairly well establiahed prediction. The .recent  atudy
of teachers in Catholic high schools by Holland et al.  shows
that there ia some difference batween the religious commitment of
lay teachers’ ‘(especislly non-Cathdlica) and the priests, sisters,
and brdothera whom th.y ‘have replaced ,€198%). Our cqulonq. is to

enaure that' despite’ the changes 1n ataffa, there ia, no‘

siagnificant dilution in.the missions of our .qpobl-.

1]

Looae Coupling .

~ Anotbher challenge faciﬁg all schoolas, Catholic and public,

ia the belief of parenta and outsidera that that there is a

direct relationahip between the work df the principal and the
. N ‘ -
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efTfectiveneas of the school. In this view of oducatfon. the

principel mnmakea rules and decidea on the at way ‘of carrying

them out.  Teechera comply, quickly and .ffi&iontly. There - is a°

logical cause and effect rolatton-hip bctuokn what the principal
doas and what ia accomplished. (1 know that that Situation
exiata in all- your achoala.) Thae tera thnﬁ is used to- d,-cribo'

thts 44 tight couplins., I ’ .

‘ *r

But any exper ienced principal knowa tbat thing- den’t uork'
quite that' way in'sachools. If our wishes, "orders, and diroctbvca 
aren ‘t ignored as being irrelevant, they.' are 1ntcrprotod in e

Wnrioty of manners. Teachera and studenta 'do ‘thinga in, ways
which they think are best for thenselves and the sachool. . The
wishes of the principal are oft.n waylaid. ne collog. pr.sid.nt
even stated there is an acad.nic-nppl&catté h-wton Third

Law. that for every adhiniltr.tiv'~action. th-r. is an oppésitc e

‘and equal f.culty roaction'twalkor 19&1).-' A

. l N ) .
. Now thor. & no qu.-tion that a great deal of what gooq on in
a school jp directly relsted to what the pripcipal does, but the
principal is not the only actor in the ‘sc¢hool. , Teachers,
‘parents, and  studen@s initiate things to help to make a achool
more or leas ‘effective. Theé school cnvironn@ nt --its location,
the phyaical plant, the utnogphor. within the eschool ..-- all
influence what goes on. ‘There’a nér. to an .ff.ctiv. sch 51 thnn

a aimple principal teacher 1ntoraction. 3 N .

# The task of education is not the A Uype of ajtuation that
calla for a tightly coupled. -y-tou. Roccnt orqqnizntiona! theory-
instead suggeats that achools . resemble ‘loosely cdupled
organizationa  in which teachers®' and A students ere largely:*
independent of the principal’a immediste supervision ‘and cortrol
(Weick 1982). Loose coupling means that events are linked in an
ihdirect manner. For example, what the #rincfpal wants geta

interpreted and watered down by departmnent chalrporson. before

being passed on to' teachers. This cartoon illustrates loose
coupling at its extreme. The term “organized anarphy“ has even
been uaqd with some validity tp describe the way achools operate
(Cohen & March 1983). Our challenge is to provide'a ationa sense
of unity among our faculties so that evoryone works together
without loose coupling. /

od

Diver s~1fise§£" of the Eia_ Scheel - — - - |

Sti11 another: challenge ,is that high  schools are nmbre
diveanified °~ than elenentary ' achoola; acedenically and
qecaraphically. Catholic high schools are concerned not juat
with moviding religioua education /but' also (and - perhaps
primarily) with initieting teenagers into full participation’ in
(hj fuith community (Reichert.1974),. Our high achools don’t enjyov
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.the direct ismediate ocutaside r.llgidu-i-support that 'the '‘parish
. achool does. Ny wghool, for instance, draws ltud.ntl from 3%
 different parishes nd 61 public,” ‘Catholic, and private feeder
schools from all over .San Diego county nng Tijuana, Mexico. Our
interaction with any one 1logal parish or grade -cbool is quite
limited. 4 . . . I " X

° [
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An olonchtnry principnl can dlroctly 1nf1u.na. th. cighg ‘or

so t‘culty members all - much \the same w However, as a
- former . physics and- ncth ‘teacher, - I find, that I am not ‘as
knowledgeable or competent ' in methoda of tooching composaition,.

history, or French-as I an in .math and science even with 4raining-

- in supe:wvision _tethniques. I£° ay’ achool ia large; I might not
' even see aone tq’ch.rl. each day unloqr 1 deliberately look for
them. As high achecol adminiatrators,! ve haye to be honest and:.
admit. &hat our direct 1n£1ucnco over  teachers ia  ordinerily not
as great as that of th.Jal.ndntnry school principn& (Fir.gtbn.

-
.

The chnll.dgc facing ua then is to'unify ltcff even thodéh .

we ordinarily might not have the "same amount of 'diréct personal

1ntoraction-w1th f.culty menbers that the elementary princigal .

h‘a- ’
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Tensiog Bet ween Sacrcg ggd Scculag .
There’s one other challcngo f&cin& the Catnolic .school
principal that I would like to n.ntion. There will alwdys be o

s

tenaioén between the sacred and the' secular, Between the achool as

‘sn educational inatitution and the school as a faith  community.

(Pearson 1980). , Some individuals will aee themselves. only as,

adminiatrators or teachers, no different from theqir public school

counterparta. - A Spanish or Chemistry teacher night not see any,
- relationahip between what they’re: teaching and the overall

religioua goala- of the achool.: Others will see the aschool’

primarily aa a roligioun connunity focusing its attention on the.
needs, 9ifta, and talents of ita .members. There will be tensions
within ‘the school as a result. » ' Y

The challenge facing ua then it to work wrth our staffs so
that everyone asaociated with the gchool. from’ the math and
"hiatory teachers to' the secretaries and janitors, sees their work
an tied in to the,teae?ing'qpoatq}ate bf“the Church. .

®. e .. . ‘ It
. .

4 . ) ] . . . ' -\‘ . . : 2]
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Our Leadorabip ) /7 : '
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Th»nu'chéilahggs force ua . as Catholic;achdcl principals to
look at owr leadership? We have to be leaders because nc one
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vlae in our achools is in a position . to lead aiLwnlL as we'are,
. -There have been g lot of studies of effeciive schools in recent
,youth“ond all of them show clearly that strong loidor-hip'ifo-..
the principsl is necessery to have an effective achool (D’Amice  ° -
1982; Peraell et "al, ° 1982). Teking - that knowledge one step
« further, 1 believe 1t’, sefe to say that a Cathalic school
y principal muat ‘§:zv1d. both .‘ecadenic end religious leadership in.
o order to have an fective Catholic school. T ' )
. . ; v
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Effective Schools ‘. o - o

RcscirCh showa that effective schools have Q'I.t of S to 7 -
common charscteristica including: . : . .

.l High expectations of stpdont,dchiovonont S 5 ("~

. - A clear sense of purpose . » |

. _ ' A safe, orderly learning environment - -~ " . .

! o A sense of community : . - ‘
- Strong adminiatrative yncd.rihip.

¢

. N e

~ One probl.i with most of these studies is that the only
criterion used to evaluate effectiveneas hea been scadenic
‘achievement'. There is mbre to a good school than that. 1In the

v+ famous study of London inner-city high schocls, Fifteen Thousand

- .Hours, Rutter, et al. sh.w.d‘lhat the ‘‘ethos® or culture of the *
‘. qchodl was extronoly"gnportant,to-nako a school effective (19795,
All things being equal, schools with positive cultures achieved
more than ordinary schools. . ' co s
¢ p 6 . ’ l . ;
, Schools with stgsng positive cultures showed a great deal of o
agreement betwden their philosophies and the reality of i
* day-to-day 1living (Grapnt 1982; Shared goals 1984).. Thoy wvere ‘
mrimarily interested in de eloping both moral character -an& |
intellectusl ‘abilitigea. The "goals of such schools were clearly
apelled ‘out to stude ts by the principals and teachers. The ' '
-eulture of these schaols wvas reflected by what people did as, well
an,by what they uaid, '

e L] . .

? ' ) . '

r * ' ‘
Cultufe :

. . L} : [ 4

That ieads me  intc an area in which I’m very strongly

interented, namel"gg};g:g” Culture is a very general term used

. tuinally by .anthropologists to describe the whole complex of

o tderan connected with a society. Culture is not an eaay term o -
deg ine, It’s like time aa descriped by .St. Auquatine, '
Intuitively he knew what time was, but if you asked him for. a

. detinition, he couldn’t give one. One definition of culture

ae
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. which" has been given is that it is the  aystem of ppb)icly uhﬁ
cglloé‘iv.ly accdpted meanings, beliefs,” values, end assumptions
thet an organization uses to guide its actions: and interpret its

surroundinga (Firestone and Wilson 1984). . .

A aimple way to put-tt'iaxth-t.cultut. _or' climate 1; the

meaning which people commonly give to an organization or group.
(Pattigrew, 1979). It is the thing which distinguishes one school
from another, ‘the stmosphefe which perneates the place. Culture
is th.'wﬂy,wo do things; ‘the pattern of human thought and
‘ behavior. - ' ' . -

In recent ‘years, there heas been an growing interest 'in
‘cultures of corporations, as shown by the popularity G{ﬁ books
such es In Sesrch 9of Excellence ' (Petera and Waterman 1982), The
Change Mesters by Rosabeth Kanter (1983) and Corporate Culture
¢1982) by Deal and Kennedy. Recent “how-to" booka, such as
. Creating Excellence (1984) by Hickmen and Silve end Americen’

"Spirit €1984) by Lawrence Miller 'have suggested methods " of '

{atrengthening the culture of companies.. ,We can . apply ;hq'

findings of such studies to h-lpgg- develop better schools.

o
~
-~

. o

. School Culture B i

- . . LY

N

” Q@ w ¢ . - .
' The things which meke up a school culture include all the
elementa which are shered by people in the &chool-- values,
aymbols, beliefs, and meanings.The ‘“stuff* of culture include a
school’s traditions and customs, its ‘historical accountsa, and the

Nabits, norma, and expectationas ofugfoplo within it (Sergiovenni .

strong culture - w legends, about people  who have becone
inatitutions--Father Danaher or .Sister Mary Eulalia, and to have
‘sagas about\the ﬂlqt. . '

[

1984). The older a x;«:hc:u:vl is, the  more likely it is to have a
i¥h

) ‘ ‘

N ' . L.

the achoql,he or she must assimilate its culture. It’s like the
twvo ants on a golf course who were narrowly missed by the awings

of: a duffer trying to hit his golfbell. Finally one ant said to

the other, “If we’re going to aurvive, we’d better get on the
ball.* It’a only by .getting on the ball.and abaorbing the

culture, that a teacher or student . really becomes a part of a .

nchool. .
N . " . *\\\ l

In .a achool with a strongfgulturp.~£ac01£y\ and atudents are
more likely to act in a particular ¥yey because ‘“that’s the way
thinga are done around here.” Teachers will expreas cartejn
valuca in their methoda of teaching sand of dealing with students

becaune they know this ia what is expected. For inatance, they

become comnitted to principl.shof peace and justice because they
acvy ‘that the achool itself: reflects a senae of . peace and

0 N ] e

If a new teacher or atudent il t.o become. an lntogral gar"of .
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justice. The culture of . .chool ho. b,pn compared to a tide
which reisea the success and satanderda of behavior ' of all *
atudents and’ taculty (Grant, 1981). | L " '
] 4 ‘
- Thoodoro 'giz.r (1984) .ugg.st. that schools can’t diroctly
s teach virtuea like toloranco ,ahd’ genaerosity. -Instead th.s. are
taught Lorgoly by exanpl r.by,what he talls “the surround." the . '
' ' riﬁflu.nco_ of the 1nst1;é:3qpf1t-.{£ l¢ving out thoae Valuo.. '
“ . It’s what 0’Neill was' feferring ‘'to when he talked about the -
b - "pernreation of intentionality*” which ahould exist in a Catholic
. schocl (1979). To go back.to, one of the challengea I mentioned
L ' earlier, effective “achools ‘don’t' have the" problem of iocose/™
coupling siaply becauvse they aren’t loocsely coupled. Gonl. and
ob;.etivos of the' achool and the 1n-tructionn1 progr.n are

-

f clearly known by teachers, students, -and adnini.tratorn and are
1iving entities (Levine 1984). - ° /\ R
@ ' . . L) B
- According to one recerit nrticlo.' the: culturdl norma. that
,affect school improvement are the following: . :
< i 1. Collegiality of the profesaional astaff. o ’
\/ . , . .
-, 2. An’- opennesas to okporiﬁ.ntat{on. - W . ol \‘
3. High expectations of thdsfaculty.., .
. A . , , . ' .
"4.. Trust'and confidence ‘in the profesaional staff. *
. 5: Tangible ;hppértc £of’t.¢ch.ra. ; . -
. Ll ' ©
6. Uce ‘of knowledge in various nr.e., .bch as g.neral teaching
skilla, cognitive end affective’ dcv.lopnent of qdoloaconta.
.. @and each of tﬁr academic dilcipl}nol. L
7. Caring, celebration, and hupor. \’ .
L ! . \ L)
. e . ® : r P \
. 8. Appreciation and recognition. . o
9. Iébolvonent'in dqci.ioq making.
"10.' Protection of what’s'iﬁpqttanta o 'f . N
| ) _ 11. Traditiona. v \
12. ﬁqnest} open communication (Sdphi.r and King, 198%5).
.. . ¢ ’ - .
. .
¢ ngbglés- Scheel Cgltgr-
. . Saveral ' atudies have indicated that effective Catholic
nchool's have certain common tultural elements. Some of thc.e ‘arv,
Ll ‘ ‘e ' n '. ! ~ L)
. . " @ v . N .
Q . . - . l ‘. * & | \
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ainilar.to those I juat noytiqncd. ) Colonan indicated Catholic
achools had atrong achonicl.,hlgh ekxpectations, o{dtflinola. and

commitment (1981), Erickson’s atudy of Catholic ’ achovls  in" N
Britiah Columbia (1979) ‘and laat yedr‘’s NCEA atudy of effective

- Catholic high achools (Bryk et ql 1984) showed that there is a ° ,'
¢ T atrong senae of qouuunity jand - 'mutual, commitmant uuong aronti, ¢ '
S ‘atudenta end téschera. People sdee the scheol as an extemsion of

the Church. There is conaenaus on beliefs and ; practiccl.ysuch as
accial, . )Justice, raciai I'mz'm:my,l and humen relationa. ‘Effective -
a/’Cnthqlic high achools are vuluc-oricntcd, grounded in .a aet of
= beliefa about the worth of ‘each individual. THey have a world
‘ view which goes beyond self intereat. Tha thing which binds * !
together .the cuiture of the Catholic achool ' and makes it work is
an orinntatioh f&ward peraonal goodnesas. .. ol ' "
_ 'Varioua othar writers have -indicated a'huan; 'of other
. distinctive characteristica of Catholic achools: an acadenmic
. environment which is  perceived as Joyful. disciplined and
Iorgiving, the existence of a faith community baased
friendnhip.,a challenge to metanocia (change); appreciation of tho
. Euchariat asa the cpntor of worship; Chriatien servicé to the’
' community: aad moat 1nportant1y. @ committed staff which providoh :
moral models to atudents, (Amendolara 1984°- Pennock 1980: Reck v

. 1979) [ * . / . . R .,‘
. " The Study of l_-eegezehip » e ' .1 N |

; To state ny nain prenise, a p;incipal can help to nake a
achool a more effective religxoua onviromncnt by working © to -
develop ita distinctly Ogtholic culture. To do that, & principal

" must be a leader. Yeaars ago, people thought that leaders were .
bornu not . made. They had certain characteristics fron childhood -
which eventually made them leadera.  We all remember the atories
about George Waahington and the cherry tree o 'Abe Lincoln
studying by the fircplaéo. We loocked up to them because of the

- virtuea end trajta we perceived in thea. Ve aaw 'thqp as Great
Men. ' ' -

1 _ Y .
The aocisl acientiata tried to categorize the traita which " .
people saw in recognized leadera. They came to realize that the
{ backgrounda and behaviora of great leadera were so idigayncratic
, and 1nd1v1duuliat1c that Lhere waa no.universal set of traits by
\ yhich you could recognize a pofential leader. Scome like U;ncold
. becamv leadera to overcome childhood deprivation:. others like,
Franklin Rooaevelt capitali-od o childhood . oppérgunitio.. . The
liat ot traita became’ onornqun. o
[ ‘-
An Alvgﬂ'?offler haa 1nd1cat¢d, .the problen}thh lookina at
the traita of recoanized great leaders, is that the problems which

o . F faced them were quite different from those facing ua (1981). KNone

-
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of us s 'going to lead ivﬁi;ion or to forge national polcic.
governing racisl equality. UWe cannot simply’ try to duplicate

th,s.gtfnits in our lives because our’ situationa are different
from those which confronted .Napoleon or Lincoln. o

¢
o

In thia vein of looking at traitas, there {; an . extensive
list of charactexistica of effective principala (Phi,Delte Kappa
1984). Some of the traits suggésted aere_in direct opposition to
each othér. For inaténce, one saya that "the principal must be
exceptionally clear on short- and lang-term goals,”™ or in other.
words, be highly directive. ¥hat doesn’t match well with another
atatement that -"the prinéipal must encourage teachers to evaluate
their own professional competencies arnd set goala for their own
profesaional growth,"” or be very non-directive. I especially
like the last couple, "to leap over tall buildings at a single

. bound”, “to .walk on water", 'and, "tb be -troﬁgor than e

locomotive.” The skilla and traits needed to be an effective

'.principal almoat found like a descriptioh of Wonder Woman or
Buperman. It’s like what someone said about Noah -~ if hc had
'really been wise, he would have awatted those two £lie..

‘After looking at traits or charnct.rilticu. the next step in
the study " of leadership was to say thatﬁ;f leaders aren’t born,
then thcy can be made. By providing proper training, anyone can
be made into & leader. 'Various ways were auggested for becoming
or exerdising leadership -- Fiedler'with hia contingency nodel,
Hereey and Blansh.rd( with situntional leadership, nnd Houae and
Mitchell’s Paih-Gosl thecYy of lesderahip. These models in
qeneral .vere based . on the Q-cunptipn that you change your
leoderahlp atyle to/match the aituation. A lesder nust assess
the aituation end. f& £1.x1b1¢ enocough to change to order to meet ‘a
changed environmaen The shortcoming of theae models is that
they are buainesa oriesnted .and concentrate: on organizational
goals, not on the vision of tho leader or even on common goals.

-
-

¢ ' . ' 2
The Spark o ksgggzebie \

Ny own personal feeling ‘is'that the spark of leadership lies
sopewhere in betweenn¥}h.: Great Leader and the Made - Leader.
Leadera are not.bor but not everyone can be ,; made into a
leader, Leader hip is the ability and t-he activity of
i1f luencing people and of shaping their belicefs (Shawchgck 1981).
Strona leadership: ia the capacity to mobilize available resources
to arousae, engagoe, or satisfy the motives, of ‘followers (Burns.

_A974, Po:egil 1982). Not everyone can do thnt. Some people don’t
\havo a vlaion to begin with, while others can’t articulate their

vinion clearly enouagh to excite people to follow then. Some
never  have' the opportunity to exelcise leamderahip, and atil
othera don’t realize that they have available inner - or externafl
resources at their command. Some saimply don’t hbvg"&he gift of

v
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1eg&erah1p which Paul .talks about in Roﬁanl. 1 Corinthians, and .

Ephesians. - : . .
¢ ' °
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Leaderahip |Pesiticn

Presunably e person is a leeder if he or .she is “in a )job
which ia recognized as a -leadership position, such a= president
or principal. Somatines that’s true and suck individuals are
leaders; sometimes they’re _ nob. Franklfn " Roosevelt was
definitely a leader of ‘our country. -but was Warren G. Harding?

Lee Iacocco is a nationally recognized = leader in the auto 2

industry, but’ whet about the head of General Motors,® whoaver he
is? Is he a leader? In'the same vein, - is every principal an
.educational lggd.rt L -
1’ve known a few principals who were not ! leaders. Several
were autocrats who ruled schools with iron fiats, making every

major decision singlehandedly, stifling aeny initistive on the

. part of teachers. Another was a visionary who tried to make his

achool a hotbed of educational reform; he failed to convince
parents and teachers of the usefulness - or 'purpose of his vision

and thus waa viewed as a failure. Still another was a quiet men -

who did wonders in financially.putting a achool back on itsé feet,
put couldn’t effectively communicate his viasion to pafents or
teachers. : . ' s

NoQ, not iéw.ry principal haa all of the charisms of an
effective leader. 1 certainly don’t claim.to have « many of these
gifta myself. But being in_ the leadership position of principal
'does give us a tremendous advantage; it gives wua additional

resources to work with and clout to help.us accomplish our
goals. It doesn’t, however, guarantee that we are going to be

1dadexs. A A -

¢ )

Leaderahip va. Managenent v o .

[ ——— - P r—rx

.

From my perspecttvé. much of, what has been deacribed in the

literdture asa educational ‘leadership really should bé claasified

as management askills. There fa much confusion between leadership.
and management. For instance, an article in the February issue.
.of Nomentym was titled “The principal muyst be a masterful

- e =g X )

nanagar.“vbut rehlly the article dealt with qualitiea which 1
woild clannify aa leaderahip akills (Hauden 1985). . S

!

\( " what‘a the differénce betwveen léidorahip' and management?

~ne anawor ia that you {ead peocple; you manage thaings. Chesater
Finn of Vanderbilt University says'that there ia a-aingle crucial

distinction bptween the ordinary principal and the effective .,
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principal (or etwveen the wmanager and the leader). - That v

diatinction 4s‘ in the way “"the principal viewa hia or '_ her
poaition. A manager seea it only as maintaining the operation: a .
lesder views it as a aseries of well-formulated goala for

improvement which lead to plana and activitiea and evaluatjona & «
.and asasessments end reflections and then to ‘more goela, nmorve
Plana, and more actiana (Finn 1983). Many ‘- people in “leaderahip
poaitiona .in achoola are - aatisfied to have & tidy achedule, °
orderly claasrooms, parenta who are satisfied with the school, 1
auccesaful retreat pfogran. or a winning football team. They aie

LY

managera. ’ . ‘
Othera . bring out the beat in a group by inapiring . s
cooperation within a group'of winners. Al leader endrgizes the 2t

ayatem; a leader generates the magic that Luk.a everyone want. to
dc aomething extra; a leader exhibita the optimiam it takes.for oo

progress to occur (Slezak 1984). . : _ h

. .
. 1) : . 0 . . . . ’

’ . v

Vision ' . L " . . ‘ 4

' A . ) . . . . . . o
In my nind, the keys to leadexrahip are vision and

diasatiafaction with the astatua quo, -a muﬁgcr t see . ¢

'1mp50vement. When you have a viaion, you make a mental journey "

from the knawn:to the unknoway and you create the future from a .

montage _.of current facts, hopes, dreama, dangers, and .
opportunitiea (Hickman and Silva 1984). A leader’ cohtinuousaly
acans the environment :noticing where 'change ia needed. . Aa

aoneone has said, a nucceaé{pl vleader ia one who eima, at.
aomething no one~alse can see and hits it. ' C. '

A, principal’as wviaion might be, for instance, to provide
quality education where mediocrity has become entrenched: to turn
on atudenta’ and faculty to working for Principles of juatice; or .
to have a living faith community within the. achool. 'Without a
viaion to challerge followeras with, there’s no poaaibility ef‘ a
principal befng a leadar. ' " v L \ e

Assop&;ted with ‘a viaion has to be a plan, a way oflrigching :
the goal. ven ff you’re on the right track, you’ll get run dver i
if you jpst ait there. . You have. to know what resources are at
your command in order to .move the achool in that direction. TSe
atory ia tnld of Billy Graeham who arrived .early in his career’ in
a little town fo preach a sermon. He wanted to mail a letter, ac
he asked a small boy  where the postoffice was. After the boy
told him, Dr. Graham thanked him, and said, "If you come to the

. Baptist church tonight, you can hear me tell everyone how to et

to heaven.”  “I don’t think I’ll be there." the boy said. “You
don’t even know how to yet to the poatoffice." You have to know
where you’re qoing and how you plan on getting there in order to
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‘The second element ©of leadership ia inapiration. 1If you
can’t get p.opl. to follow you, you’re not @ leader. As NMeslow
and ot%or. have pointed out, p.oplo do thinga becauae they have
naeda 'and deaires which th.y want to satisfy. They act d4n a
p.rticulqr way to get some personal benefit. Sometinea  theae

deaires are short-term and relatively superficial: “I want a,

better classroom to work in.” “l want to be able to teach
without constant 1nt¢rruption- fron the PA ayatem.” *“I want an
orderly and cl.an claaaroom.” :

. Other n.od- are d..por and often unapoken. "Il .yant to be
happy in what I’m doing." "I want to feel that what I’m doing is
wqrthuhilo.“ A leader  is able to get rid of aources of
dissatisfaction by .giving reaponsibility to followers, by
recoanizing their achievengnta, by and by using other
satisfaction reaourcea. In is way a leader converta needa into
hopes ani expectationa of a better future (MacKenzie 1984).

A pc.son who is a leader is able to balance the goalg of the
achool ‘with the goals of 1nd1viduals.:and to motivate followexa
so that they work _to .reach a common viaion which elevates and

transforms them intc —a._better way of life (Burna, 1984; Levine

1985). There’s an old sayinq\thgt you can lead a horse to water

but you can’t make him ¢drink. IY@-like to revise that to say

that you can lead & horse to water but™4f you can get him to roll
over and bark, then you‘’ve really done non\thing. A good leader
can inapire followers to do thinau which they previously would
have thouaht impoasible. - :
¢ ¢ Pl

The easentials of leadership in my viel, then, are viason
and the ability to motivate people. 'In a achool. the principel
1a the one person besat able to pravide that type of leadership.
Building and developing the culture of a achool ia not easy. It
is a alow proceas. That goea againat the arain ‘of our American
society, where we expect quick fixes, aolutions to every prolles
at the end of an hour-long TV show, and food zapped in a
microwave. . '

I don’t have any quick and sure-fire. cookbook wuacipes for

>

developina a achool culture. I don’t know if there are any.

Culture building is not aomething that you add on to what vou’re
already doing: it is part of the ordinary everyday 1lifé@ of the
nchool (Saphier & King 198%). It requirea commitmnent to a comron
philonophy and purpoae, the development and rewarding of

'ndherepcv and attention to the common goala, and a conaistent

porpotuat ion of the commitment and competence through harana,
) \
i Ly
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developing, and koep}ng.'tﬁ. righ£ people (Hipkmah and Silkva
1984). 1 would like, however, to make the ' followipg auggeationa
as waya of working upon the culture of a achool. .

Commitment . - ,

Firat of ell, 2 principal ‘must be commnited to the culture
of the school.. Commitment really involves a decision to “buy
into” the culture. Before & teagher or student can do this, they
have to know what the purpose, the contral theme, of the achool

-is. The principal obviously muat know what that viaion is end be

able to stete it -uccinctly so that others can know what they’re
buying into. -

[N
-

Ono of the best ways £or e piincipal show this commitment.
is by trying to live the dominant values of the school. Father
William Byron, the preaident of Catholi¢c University, Calils . it
embodying (Byron 1980). To puf it another way, a ptincipal must
be an example of the qualities which show the fineat atgocta_of
the vision he or she followa. People won’t see you . as a meodel or
hear what you have to say if they don‘t have &any contact with
you. To use a phra-. ¢ from -Peters and Watermean, you have to
manage by wandering around, MBUWA, coming 1n contact ‘'with pooplo.

apreading the measage of your vision. - e ’

Mark Twain gg;ntpd out a diff.r.nc. between good and poor
leadera: “To. do good and treat people fairly is nobie. To tell
othera to .do good and treet people fairly is also noble...and
much lesa trouble." In other wordas, a good leader shows how to
do asomething; & poor leader tells how it ahould be, done. If we
say that our atudents should practice Christian viftues, then we
muat show by our actions that .we posseas those - va:itues
ourselves. Our wayi of treating students. and ataff, .the ways
that we set up” fQr administering justice, muat reflect what we
preach. If we are concerned about social justice, for., instance.
our selary scales must .provide adequate compenaation for those
who’woru in our schoolas. .

Purpesing .

\Every 'act of a "good 'leader somehow ia focussed on the
vinion, in what Vaill calls purposing--the continuoua stream o1
actionn which brinag about clarity on what you’re doing. consensus
on what has to bé done, and comamitment to the baasic - purposes of
the organizatfon (Vaill 1984). As St. Paul sayo in 2 Timothy, you
munt preach .the good news in .eaeason and out of sesaon. A leader
nover atopa talking up the viaion, and tying in everyday behavicer
" to the lona-range goal.. -
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. Effective principal has b-.n'cggpnrqp"tO' e chef who can
aubtly influence the atmoaphere of “a restaurant in a variety of
ways~-~by cooking a few .things  with ‘particularly appetizing

© aromas; by teélling the waitressaes what is good today, what' the

apecial of the day ia; by ‘building up a reputation for cooking a
few dishes‘extremely wall: by even being conveniently out of key
ingredients for thinga that he can’t cook succesafully. Hé can
do more than juat react to the customers coming into the

" restaurant and inatead poaitively trying to influence them (Finn

1983), True leadership implies that the principal is alvays avare
of ways of .thfluencing othbrs to buy -into the cultural norms in
his or her daily actions. ~

/ : | ! ;
- Y
L[]
. Hiring ‘ »
« . . ."h
Our work of enhancing the achool culture begins by hiring
teachers who wmatch' .ug with the :achool’a viaion. ‘This

increasingly 1-"bébbiing, . a problem, aince} many teaching
applicants do not have the academic or experiential background of{
the teachers th.y.hqv. replaced. kagembling a good ‘faculty has
been compared to organizing a asymphony orcheatra; every pert must
blend with each other. A single bad or even indifferent teacher
can damage the edycational and religioua;, ethos .0of the whole
achool, juat as the tone of an orchestra can be ruined by one bad
player (Finn 1984). As a modern poster puta it, ““Ita hard to soar

"with eagles when you have to work with ‘turkeys.” We can’t simply

hire the -first péragn who ‘applies., even in difficult areas such
as math and science, but wea have ™ aefrch for people wholflt our
achool’as culture. o : :

.
-

[ . .
- . . o

e a G

Howaver, . even with Mtensive time spent in interviewving,
it’a almoat impossible for us to be able to hire only those who
completely underatand - and ahare our vision of Catholic
education. We ‘will alwaya €ind some s tcoming {n evetry
candidate. But eventually we hire the one 3&:’ seem to be the
beat fit to our ideal teacher. | - ,

-

We can’t stop there., We can’t’ be aatiafied to expect then

to psck up the achool culture - by osmosis. We have to teach it

actively. We have to reinforce the commitment of teachexra by~
emphasizing and discuasing the achool’s purpoae and ,goals ‘at

faculty meetinags, in conferences, and in our ‘public
pronouncementa.  The culture of che achool cen be conaidexrably
ntrongthened if e convey the message to faculty and ‘students

that high atanderda have been aet and are expetted of then

-
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A principal has to provide methodas of developing teacheras
1nto ones who see their work .not Just as a )ob but as a niniltry
oo as well. Magr'. Janoa Fanelli, the superintendent of Hartford, -
: Conn., has -said that achools will be fully Catholic ‘only .when
they havéd teachera .:who are thoroughly Catholic 4+ wmind end
- apirit, pcoplo of informed faith, apiritually mature, and fully
grounded in the Catholic philosophy of educaiion (1981). That
. doean’t happen by itself; it requires thet the principal . provid.
: inservice by a pgogres such as Vision and Velues or the Jasuit
’ Colloguium on the _Educatidnal Ministry, - to help unmsotivated
. ' teacheras realize snd accept what is expected of them as & teacher
in a Catholic ‘achool. People auat be committed 'to maintaining

thc achool’s diotinctiv.n.... its religious and academic culture, .

at,uny coat. : ' o T .o 4

o

-7
N

lesgzeé High Priest . . . | , | -

Sergiovanni says that the principal haa to be a kind of
cultural high prieat who definea, atrengthena, and articulates

. the enduring values and beliefa that give a.aschool  its unique
identity (1984). The principal nmust be involved in legacy
building and in creating and. nurturing the sages which seta thias
aschool apart from all othara. The principal muat be the

' community atory-teller, —relating the mytha about heroces and

heroinesa in ‘the paat nnd prcaont. .

One way we have of couuunicating values ia through the
- allocation we make of time, apace, ‘and funds. If we feel that
- cormunity service is 1nportunt in- the development of atudents,
then we will build our achedules to allow time to pcrform such
service, and provide teaschers to direct the atudenta. Robert
Muccigrosso has pointed out that the principal has to be the one
wvho provides meaning to the ayabols through which th. purpose and
5 meaning Qf the “achool are articulated. Putting it ° another way,
the real role of tho principal is to manage the values of the
school . R ' ' '
v \

Shared Leugoganip R L
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A principal also haa to learn that he or she can’t do 1t
all., The old satyle of one-man leadorship doean’t wurk in this
day and age. People resist having deciaions thruat upon, then.
There ia a need to ahare power and to involve pecpls, in decision -
making. .People who participate in and help fornui;d&Lt‘ deciaicon _
will aupport it, inestead of fightina or ignorind it. They wi}l .
work hard to make it @0 because it ia their idea and has become

) o
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part of their life. They have been empowered to bacome leaders
thenselves. The task of the principal is to unleash and channel
the talent which exiasts in a faculty. :

D A .

8 Belitigisr : ‘»_% ( .
Lastly, @ principal muast Dbe c politician.tin the true sense
of the term. Politica is largoly e matter ' of coelition building
and negotiating with competing conatitucncio. to reech a desired
goal. The asucceasful principal 4is one, who und;r-t.nds the
internal politics of the achool, is able to reinforce cccoptlblc

behgqvior by providing';ewerd- and, incentives, and is able to lead-

by 1nd1rection.

Co 199199 . S x - , oo 1

L] -

In revicwing what I have said today, I have found that I

haven’t said as much as I wanted to apecificully on the religious .

. leaderahip of: the principal. Inatead my ‘remarks huyc focuassed
more on,the\ov.rall leadership which the principal is expected to
denonatrgte'in relationahip to the achocl culture.

The task which. , confrontas u;q ;a Catholic high achool
‘principala ia not an egﬁy one. It is often frustrating, because

we don’t have any clear criteria by which to.judge whether or not

- we have been succeaaful.

Our goal-aa principals ia. to tranaform our achoolas ~from
ozdinary educational sitea into effective faith communities which
‘are centers of Chrirtian culture. We muat  realize that this
requirea commitment, involvement, and the use of ‘all the
reaourcea at our command. I believe that the creation of a
ntrong culture is crucial ¢to the fﬁlf;llnent' of our role of
Chriatian educational leaders. What @& -achool cen become depands
on what we want it to be <(the vision which we have), and ¢n our
determination to reach that goal. We muat work to build aéheools

which the next generation will recognize as having . merit and
laating qualities, and thus are worthy of beling continued. In

nhort, we muat be leadera with @ viaion of what an esfective
Catholic achool ian and with the drive to inspire our school
communitiea -to reach for that viaion. . .

w,
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