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ABSTRACT _
o Adults who work in Montessori schools often
experience loneliness, stress, and burnout. Evidence suggests that
the wayan organization is managed has considerable impact on the
mental health of the people who work in it. It is important to
recognize that leadership and managerial roles differ. The head of a
school, as leader, moves the organization towards its goals. The
manager's,principal role is to maintain the status que in an
organization. Phases of school development make different demands on
leaders. In pioneer and expansion stages, everyone's energies,
talents,,awd resources are focused on the goal, the creation of the
Montessori \school. In the consolidation phase, curriculum richness
becomes apparent in the classrooms and playspaces, and even the
of fice area often boasts of a copying machine. But have the teachers,
who are not peing provided subsistence level salaries, shared in this
richness? At the present time insufficient numbers of potential
teachers are Entering training. Serious problems such as these can be
solved by skilled school leadership.- (RH)
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position of pokcy

Mmariere Earron

WHAT HAVE YOU CHOSEN TO BE” It 18 & cholice, not a calling.
The nealth of the Montessorl movement, the health of Morntessor:
schools, 1% and will be determirned by 1ts leaders, by you. If you
do rnot accept the leadership role 1n yow~ school, we (all of us)
are 1n trouble. The decisions of each of us affects all of us.

Over the years I have become 1rncreasingly concerred aver the

healtnh of our schools., Montessoril schools are wonderful places
for cnildren; they erable children to graow, to learn ang to reach
their full potential. However, Montessoril schools, wur Montessor:

schools, are oftern not healthy places for adults, for the adults
who work 1rn them. Lorneliness, stress and bturn out are the
sSymptoms.

My goal today 1s to present ancther way for you to look at your
school, to awaken within you a conscious awareness of the rieed
foy you to 'take care of?! youwr orgarmization, your schaol, and to

give you some toolsg to accomplisn that purpose. Strategies that
when 1mplemerited will move you into the leadership pasiticr from
the marnagers position, ~ the maragers position being a more
stressful role because 1t has less power and gives you less
contral over your life. Tools that you will recogrnize and be
comfartable with because they are basically the same stratepies
good teachers use 1n their classrooms. The principles 1n
fostering wellress 1n organizations are the same as the
principles used i1n creating well run Montessori classrooms. I am
nat, hoawever, going to use Montessori jargon arn this talk;
insteaa [ will be using organizatiornal managemert language. Yaour
task will be to translate argd integrate.

Montessori teachers train and work diligently for many years to
become exempleary clagsrocm teachers; heads of schools also vweed
to train and work toward the goal of becaming leaders. You cawn

learn the skills and tools reeded to lead your organization,

Your school, as an organization, is a living system. Like all
living systems 1t is composed of discrete componernts which wher
takern together create the whole. The comnpornents interact with
each other and the whole interacts with other wholes and its
envirarment. Organizations grow and develop, have a history,
experience crisis arnd adapt.

Organizaticns that are well run exude an exubererice, a sernse of
released ~reative eriergy, a feeling nof committment and are
peapled with those fortunate ercugh to be excited about coming to

woark each morning.
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Exemplary organizations, healthy orgarizations, are 1n a constant
state of self rerewal and 1rmovation, as are the individuals who
work 1n them. The services and prioducts of these ocrpanizations
are of the finest quality. A cammitment tQ guality validates the
intrinsic worth of the work amd of the peaple doing the work.
Nothing corrodes the work ethie more than the perception that the
pexple in charge are indifferent to quality. Nothing is more
cgemcrralizing tham to thinmk your school was chosern by a parent,
because it was nearby and the guality of 1ts programs was )
irrelevant.

The American Montessori Soeciety through its commitmert tooguality
validates the worth of our work. The cansultaticon and o
accreditation programs are the processes that validate the worth
e work,

What kind of envirormert creates ernthusiastic constituents? What
1s it that creates a workplace withinm which teachers and staff
can be self actualizing and performirng at their finest? Eviderice
sugnests that the way an orpanization is marnaged has considerable
1mperrt o the mental health of the pecple whao work in it.

I have a few ideas I'd like to share. My premise is that we
create our orpganizations; we carn chanpe them. We have the power
to make chances.

First of all, excellent ocrganizaticns have leaders as the Head of

the School. Healthy orpganizations have visionary, dyrnamie,
decisive, communicative leadzrship.

The head =f a schoxl, as the leader of the school, moves the
organization towards its goals. The head of the school idertifies
and reiwdertifies goals with the constituernts and forcefully,
obsessively and certainly iovingly stays focused on the
argarlzation’s mission. The head of the schozl directs the
introguetion of a combivivang flow of chanpe and inrmovationg the
head reccagnizes that the school is owned by those who uge it.
Thus by contirnmally building o this sernse of ownership within
the members of the school community (faculty, administration,
parents, and studerits) a spirit of collaboration and trust is
developed. Solutiorns to difficult problems can be faund when the
participants work Jointly on issues. Mutual resporsibility for
problems and solutions do result. Teachers who become invalved in
the school?’s decision making and caommunicatior retwork feel
vatued as 1ndividuals, feel listened to and, cornsequently, share
i the success of the enterprise as a wholes., When you feel a
valued part of an erdeavor, you snare in its successes and assum2
responsibility for 1tz problems.

The Manager?s, the admirnistrator’s, principle role 15 to maintain
the status quo 1rn am organization, — to keep the wheels turning
but not to create movement. Successful leaders, at times, can
behave lihe managers when recessary amd by choice.
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Think of a school as a living ocrgaraism, the head of the schaool
carr be conceived of as the braim. The brain is responsible faor
directing the voluntary and involuntary systems in the body. The
brain recieves information and acts o informaticm. With out &
brairn an organism is considerred brainm dead although it can be
kept alive by life support systems,~ a marnager 1s analopous to
the life suppart system. A slow deterioration takes place ir all
systems when there is wo brain, no head,  nz leaderships

Schools reed to have a head. Schools become active, living,
dyrnamc organisns with a head. Think of your title and what it
may sionify.In New York City, a ogroup of private preschocol
darectors who work together sharing stratepies and saolving
oroblems charnged its rname, this Fall, from 'riursery divectcors
association? to 'Heads of early childhoofd programs”. Independent
Schools, both boarding and day schools, have had head masters and
head mistresses for years; recently these titles were changed to
the ronsexist 'Head of School?. You are rot only what you eat but
you become what you gali yourself,

Your school exists for a purpose, its missicorn. Your schoxl, as an
amalgam of 1nterdependert growps having different immediate
neeas, different goals, different ways of workirg, different
formal traivang and different styles of functicrang, has
developed 1ts owrn personality, its own collection of beliefs,
myths, values and rituals. This culture, this system of shared
values and beliefs, determines the crganization’s structure and
the way the staff relates to each other and to their constituents
(students and parents). Culture, as:ra syrnthesis of shared
vision, purpose, history and understanding of 'how thirgs are
dona’ , determiries what pecple call problems, what henple call
success and the ways people respond to these i1ssues.

{ rmw want to ask each of yout — What is yowe vision? What do you
want your school to look [1ke 1n 5 years? 1r. 10 Years? Whom will
1t be serving? What services will 1t be providing? Have yout
developed 1long range goals? Does the faculty share irv this
viglion? Have they helped create it? How about the parernts? Why
root ?

Leaders make small decisions daily based on long range goals;
they train those who work with thmem to alsa make decisions based
an long range goals.

As the directze of your school, if your daily experierce i1s one
of being nulled from ore situaticrn to ancocther, forced to make
decisions o immediate problems, wot being able to ’pget time Fore
yours2lft?! to think about things, yout have becone a manaper.
bogged down 1 administrative functions, surviving on a day to
day basis. ’
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Yuur school 18 growing anc charnoing follawing the guildel:nes laid
out by the culture.

The Founder of the orgarazationw usually estaniisnes tne
culture.

Leaders of organizations shape tne culture. Shape means
change.

Each of you, 1rn your schools, has the power to shape your
schodl’s systems, procedures, and policies to reflect your
values. 1 believe that each of youw has a vision., A visiorn whaich
has the capacity armd power to capture and motivate peaple.

I plead with you ~ no matter what size your schocl- to pay
attention to and clarify your school's goals. Set long rarnpe
plans. Make the future heppen. Be leaders in your school because
1f you do riot consciously attend to your vision, to your missior,
someore else will to theirs. Nature abhors a vacuum. One does not
reed the title LEADER 1n order to be ore.

LEADERSHIF

l.eadership .is a process of influerncing the activities of the
group toward a coammon goal, toward the visiorn. :
Leadership behavier is a highly variable hehavicr which depEﬂdé
o the person, her/his constituents, the rature of the job
requirements and the kind of problem situaticris to be dealt with.
Nco easy gereralizations can be made about leadership. We do kncw
that the underlying assumpticrns a person makes about pecple will
determine how s/he will lead them. Thus arn awareness of cre’s cwn
values and beliefs is critical. HKriow who youw are and what you
want. Then learn tocols apprapriate to different situwaticms. These
are the three interlockirg keys to leadership.

Directomrs of schonls are people with a title and scne authority

over others. Heads of schools wha have developed a clear mission
and involve staff and parents in the plarming and implemertatiorn
process are leaders. ’

Most Montesscori schools bepgan as a result of a visiar, -of a
parent locking far guality preschonl educatiuvrn or of a teacher
who warted an opportunity to create his/her ideal classroomn.

During a schocl’s early years, the RIONEER STAGE, the fournder,
who after the initial decade becomes the legendary
hero/ire,develops from his/her loins the schaal's missiacn,
defining the busiress the school intends to be in and how it
internds to be ivw it. The rapid success of most Morntessori schools
cari be attributed ta the clarity of .the schoaol’s iritial mission
arnd 1ts ability to be communicated to .parerts. We know what we
are ard what we do and we 'tell it well’.: The founder lays out
supercrrdinate goals which become the mativatiornal base, the
unifying force, the guide to all decision makirig.

-
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The successful fourder has leadersnhip tonls,

. .
What are some of these behavicers? Thirwe about yourself as 1
descri1be these traits.

-

pipeliries to all infarmat1;;:—92—;;;_;;enas of interest cpen up,
information is stared/ catalogued/ and continually updated.

-

A leader focu<es his/her time and ewergy, setting pricrities

- 2 A

based ori how they will help reach the gzal.

A leader learns to play the ocwer game, conservirng erergy for
winiable issues and tries riot to challange or fight urnnecessarily.,
S/he tries to mave through the corridors of comparative .
indifference. There are ways to accomplish one’s purpose withaoutb
always banging heads. Flexioility im modifying plans in the
light of emerging reality is a key to success.

Successful leaders engoy a sense of timing whether it be for
ideas or people. The incredible success of- - the marntessori mav't
this time around was because of timing. Not ever Narncy Rambusch
could have brought about the resurgerce of montesscri in the
igzes.

— -t Bt P i ot it Tt e — g e ot el Sfdem e —

requires that the leader rieeds tco understand the total picture
while working on its discrete parts. Arother way to look at this
process is that the leader pulls intoc a pattern the thousarnds of
daily, seemingly unconwnected, incidents creating a structure cut
of ambiguity.

”

Leadership thinking is multi-dimensional (right hemispheric);
leaders are capable of selactive combination and selective
comparisaon.

Decisions are made by askirng: will the scluticn move the
crganization claser toward its goals? How will this solution be
perceived by the various groups affiliated with the orgarnization?
How will this solution infiuernce programs in progress?

Other reeded gqualities of a leader include: a sernse of humor,
crganlizational skills, and human relation skills.

I have observed that after a school is established, zcme founders
have a difficult time with the school's rext developmental stage
and ofter leave the ocrganizationm to fournd armcther schocl.
Founders often develop 'an lLiercic' self image which reeds
constarnt reinforcement. They ofter create an orgoing series of
crisis which can be 'resclved?! dramatically, thus saving the
schoul. Remember: beliefs and values determine our expectatiors
which then beccme self fulfilling prophecies.
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The next phase, the EXPANSION stage is marked by periods of
upheaval and periods of indecision and ambiguity. The school
needs a leader who can create a self reinforgivg ctmosphere of
trust and a climate which will tolerate proloriged ambiguaty.

Froblems rneed to be resolved with and/alse decigions rather than
either/or decisions. The skills of reconcilirig apparant
contradictions are needed; for example, a school does not reed to
choose between progvram X or program Y, it possibily can do both
in a systematic fashion aver time (long range plannipg).

Desired leadership characteristics during the expansiorn phase
remain the same. The leader rieeds to continue to be well irnformed
on all issuwes, to mainmtain a sernise of timing ard a. sernse ‘of
hamor, to understand the politics involved and most difficultly
to stay focused orvi the schools mission, —the vision. There are )
wften eritical tests during this stage which put the school's
sdarvival at stake. Pressures from parents and from bocard members
often cireate si1tiations whereby the head of the school can easily
maxe a decisior to please a group without staying focused on the
sCenNunl?s pLrcne.

The exanples that .mmediately come to mind are whether to coper a

rrrtessori elementary class because the parents want 1t but ’
w.thant a wuntessoril trained elementary teacher or to cpen a
toddlor class agamn without the montesscri trained infant/toddler,
teachoer, 1T ask you wauld any you have operned your 1nitial 3-6

ziass wit a worderful person whio had loats of information but was
At Morntessorl Svained?

Ng a schaool mat ores, the gqualities rieeded by the leader alseo

2valve and attertiocn must be focused on maintenarce, ongoing -
eealuaticn and adaptation - less on growth. This next pericd is

ore 2F CONGOLIDATION whenm a school becomes an insuccuntuion.

%z leaders, we are ultimately resporsible for the rescurces of
e yastitutions. BStarting rricoro, we have the classroom
raterials. Everyone 1n thils room understands the importarnce of
each plece of material and I am sure has established procedures
e oma.untan. the materials. Tnis attertion to detail, this
aworenezss of the whole and 1ts parts seems to get lost when we
wzve bo the larger oshysical envirornment.

»

Ahetter space 1s rernted or owned, school heads reed to tcornsider
thels ohysinal svace a resaurce and prioritize accordingly.
Fraldings can 2ut up witn a lot of reglect before they give up,
st thaey shrowla nt Le reglected. One maintairns health, one does
rot o sLet respond to 1l lrness.

-~
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Qur socciety’'s pelief system has not institutionalized ongoirng
ervirormental maintenace as a value. And pbecauske of this we are
1n serious infrastructure trouble. QOur bu1ldings, bridoes and
roade ave falling apart. 1 plead with you to respect your
building as well as the materials in 1%t and develop procedures
oy its care. EBe & model for the childrer. Set a standard for
responsible societal behavior in your community.

The most important nonreplen;shable resalrce we have is the

faculty. — and foluks, they, as a group, are rot being treated
well, they are not bei1ng treated 1in & way that encourages their
cont1nued presence 1n s schools., The mast obvious issue is

moneys the other 1ssues 1nclude feelings of self-worth and power.

In the picneer and expansicon stages of a school's development,
everyore's energles, talent and resources are focused on the
gwal, the creation of the montessuri school.

1r, the consolidatimm phase, curriculum richness becomes apparent
:n the classroomns and playspéaces (cinderblocks and boards beccome
shelf units) and even the office area often poacts of a copying
machirve. But have the teachers shared in Yh1s richriess”? N

N

Seheosls have the ooportunity at this time to reexamine their way
=f reiatang to their human resources, - teachers arnd parents.
[

Toe limiting factor to any owganizat1on's surviviad 1s the human
factcor. 1f there are 1o montessor1 teachers, there are no
rontesscorl schools, The ability to provide leadership to the
faculty directly affects each teachers peryormance. policies and
oriovivles must be established to emphasize and erhance teacher
effectiveress.

Regearch 1n the area of emplcyee performance and effectiveness
suggests that an emplaoyee’s basic needs for food, clothing,
_helter and safety mrst be met before the organization can
successfully develop practices to motivate emnployees. According
to the salary survey recent ly conducted by the AMS, we are not
providing ouwe montesssori trained teachers with subsistence level
=alar:es. Who can live an a salary below $12, @00. " Yet out of 7@
riewly certi1fied 3-6 teachers, 53 were making under ?12,000 for a
3 meanth school year (84%); after 3 years, 45 out of 48 3-6
—~ert1fied teachers were making under $19, 00@. for the 9 month
schaol year (34%).

Eecause of these shockirmly 1ow salaries and minimum other
berefits, we attract and keep 1dealistic women and men who have
ther sources of inoome. Not orie person here tcoday, nor any
<chaol head, nor any poard menbers is purprnsefully ke=zping
salaries low. E£ach ~f us recogrizes the rneed to i1ncrease salary

levels.
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We are 1rdeed- forturate that those adults attracted to montessor:
teacher training have also been visionaries. They see and are
willing to work towards the possibility of a better world in the
“uture. However, they alsc rneed food on the table and money 1in
theiy pockets. In the past we attracted good pecple but could not
keep them. TODAY we are having trouble attracting potential
teachers.

The scluticns te this life threateriing problem will not come out
of either/or solutions (either we raise tuitions significantly or
we keep teacher salaries low) but must come ocut of and/also
s=lutions (raise salaries and also maintain reasonable tuition
levels). We all recognize the fact that our scci1ety, as a whole,
does not value the work of teachers and therefore pays them
accaordingly. Is that also cur belief”?

We reed to work with other early childhood and family oriented
wrganizations bath within the educational sphere and without to
change cur culture's beliefs and values and in finding creative
solutions to this problem. .

Creative saluticns to prablems are more likely to develop out of
school climates which rurture faculty and parent 1nvolvement ant
growth ard which provide the recessary information and skills.

‘Directsors who recocgrize that each staff member has individual,

qoals and whe carn merge the faculty’s and parents’ goals into’an
overell plan of cperatior will achieve the maximum collaborative
effort. Oroups that share the desire to achieve common gceals are
alsc able to come to agreement on the means for obtaining these
goals.

My urcerlying assumption is that each individual can get his/her
perscnal and/cr professional goals and aspirations met through
rollaborative-goal setting. R process which leads to a cycle of
nlarmi®g and 1mplementation which with feedback leads to
‘eplarrarng and adjustirng the implemertation steps.

In other words, by y2ur supporting a psychological climate that
practices coerness, encourages skepticism and strives to make
each aduli arn integral part of the school, the faculty, board,
administratior: and parents can develop a mutually acceptable set
of goals and together search for solutions to problems. Thedtésk
«f the head 1s to create and capitalize on opportunities foi
adults to share and participate 1n decision making processes
which affect the schoml as a whaole. Farticipation 1n this orocess
13 a satisfying, productive experience forr all concerned. It 1s
what competent teachers do in well run classrooms.

We, as Montesscicians, believe that humans (adults and children)
take pleasure 1n and thrive on growth and feelings of competency
arc that these goals are attainable through the class/the school.
We believe that work 15 a source of challernge, meaning, and
apportunity for self actual.zation.

- oh
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My task tocday was to get you thinking about yolr school as a
grawing, changing organization; ar orgarnism which evolves through
. cifferent developmertal stages, whick has needs and which can be
. changed. I have dore this by contirually refocusing on your role
as leader.

TO REFEAT: A leader uses influerce to achieve purpose through
pecple. Group members accept the leadership of those who help the

member get his/qer neer met and who make the person feel
worthwhile.

In summary - I want to encourage each of you to reexamine your
values and belief systems and their relatiocnships to your
persorrnel practices and ways of relating to parents. Self
awareness 1s a source of perscnal power.

Identily your goals. Know what you want., and the& work an
collaboration with parents and teachers to develop school goals.
Recogriize the fact that you have the ability and power to change
the way things are done 1in your school. If you need specific
information or tools go out and get the information. Your schecol
reeds you as 1ts leader. The Americarn Morntessora Society rieeds
ycu. Choose to be that leadert!!

3 “

(Thank yau for attending the luncheor for Heads of §chools.)




