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Introductlion

The Importance ot the leader to the success of an
organlization has become axlomatic. Yet leadership, whille
one of the most researched toplcs, has also been one of
the least understood. In education, the body of research
known as Instructlionally effective schools (IES) research
contlnually found the princlipal to be key to the
effectiveness of a school. However, IES research is no
more enlightening than leadership research from other
seztors In terms of how a principal goes about being an
effectlve leader--it merely states that effective schools
are characterized by principals that are strong leaders.
The research does not provide an answer to what It means
to be a strong leader. Does being a strong leader entall
being autocratlc and domineering? Does it mean spending
most of one’s time In classrooms observing and evaluating
instruction? Does It mean making sure that the school |s
characterized by the other correlates of instructlionally
effective schools research?

Purkey and Smith (1983) have argued that IES
research findings provide a simplistic, formulalc
approach to effectlveness that more |lkely results from
the total school culture. Recent scholars of effective
o-ganlzatlons have echoed this sentiment and suggested
that it |Is the shared meanings held by people who work In
the organization that contribute to |ts effectliveness.
Peters and Waterman (1982) have noted the presence of a
central value In effectlive organizations while others
(e.g. Deal & Kennedy, 1982) have argued that shared
meanings determine "the way we do things around here"
(p.4).

From the artliculation of culture as an important
Ingredient In organizational effectiveness, the logical
next step was to determine the role leaders played In the
development of organlizatlional culture and how they might
manage the culture to serve organizational ends. Numerous
scholars found that organizatlons with positive cultures
have leaders with strong vislions that Influence the
culture of the organizatlion (see e.g. Bennls & Nanus,
1985; Kouzes & Posner, 1987). These leaders transmit
thelr vislions and embed them In the culture of the
organization iIn symbollc ways (Deal & Kennedy, 1982;
Sergiovannl, 1984)., Peters (1978), in discussing the
symbol | sm-management connectlion, notes that "symbols are
the very stuff of management. Executlves, after all, do
not syntheslze chemicals or operate 1lft trucks; they
deal In symbols...[the executive |s) constantly actling
out the vision and goals he |s trying to reallize In an
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organization that Is typically far too vast and complex
for him to control directly" (».10),

Organlizational culture and the role leaders piay in
it have not been without criticlsm. Critics have argued
that much of the culture literature embodlies a
manipulative view In which culture becomes a newly
discovered, less obtrusive but, perhaps more pervasive
way of control (Foster, 1986; Bates, 1987). Bates (1987)
writes, "Deal and Kennedy and their colleagues are
arguing for a shift from traditional forms of
bureaucratlc control, toward techniques of ldealoglical
control based upnn the manipulation of the company
culture...such a shift toward ldealogical control implles
the Intervention of managers In the very consciousness of
workers" (p.83). Bates refers to those who exerclse
control In thls manner as "symbol |¢ managers" and implles
that they are part of an Instrumentalist model that Is
concerned with manipulation and control. Foster (1986)
asserts that such managers manlipulate culture because
they "engage in a program of change designed to produce a
new culture...altered to refiect the particular reallty
the manager happens to envision' (p.136).

Every organization, however, has a culture and every
organizational member Influences that culture. Human
rights dictate that organizational members, Including the
leader, are permitted to act iIn a manner consistent with
critically examined cholces they have made. By virtue of
position, cholces made by the designated leader, are
llkely to exert a greater Influence upon the culture than
those made by other organizational members. Bates and
Foster acknowledge the unavoldabllity of leadership
Influence. Foster (1986) writes, "Leaders can change a
culture, but not by following particular programs of
intervention. Instead they change a culture through their
own enactments of of the aspects of culture they value.
Thus culture is...an Intultlive expression of one’s own
beliefs" (p.136)." Bates (1987) notes that he Isn‘t
suggesting that leaders withdraw from the declslion-makling
process but rather that they practice *informed advocacy"
which, "is lnevitably suffused with values and ldealogy"
(p.111). The values both Bates (1987 and Foster (1986)
suggest are rooted in empowerment achleved through
sel f-awareness and understanding, resulting iIn autonomous
actions based on the Individual’s rational thinking.
Foster (1986) argues that the leader’s Influence on
culture should involve *empowering individuals in order
to evaluate what goals are Important and what condlitlions
are helpful...The leader here |s truly concerned with the
development of followers, with the reallzatlion of
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fol lowers’ potentlial to become leaders themselves"
(p.185-186).

t'hat then distingulishes the manager who manipulates
culture from the leader who influences to promotie
understanding, autonomy and thus, empowerment? The
symbol lc manager manipulates the culture In the pursult
of a purely personal agenda with little or no concern for
the values of other organizational members. The symbollc
leader enables others to critically analyze their llves
and thus create organlizations that fulflill the needs of
all who inhabit them.

Discussions of both symbolic leadership and symbollic
management have generally been accompanied by a fesr.
carefully selected, |llustrative examples. In most cases,
however, the examples have been selected from a variety
of organlizations in which the authors have conducted
research. Missing are thick descriptions that |llustrate
how a leader of an organization utilizes the varlous
aspects of symboullic leadership described above. Anderson
(1990b.) recently noted this shortcoming, arguing that
researche~s must "study the lnvisible and unobtrusive
forms of control that are exercised In schools" (p.39)
and that “accounts are urgently needed that describe how
adninistrators attempt to manage the meaning of thelir
organizations" (p.51).

Objectives of the Study

The obJjectives of this study were to (a.) provide a
rich description of how an effectlive principal used
various aspects of symbollc leadership to influence the
development and dlscovery of shared meanings and purposSes
in a school, (b.) examine various forms (activities,
actlions, language, artifacts) that symbolic leadershlp
takes and, (c.) discover examples that help distingulish
between manlpulating culture to achieve personal agendas
and, Influencing a culture In ways that empowers
organ:zational members.

Methodology
Theoretical Framework

Serglovannl (1984, 1987) argues that leadsrs have
flve forces at thelr disposal. These consist >f the
technical, human, educatlional, symbolic &and c¢ultural
force. He defines a force as "the strength or energy
brought to bear on a situation to start or stop motion or
change' (p.6). Technical leadership |s described as
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planning, organlizing, coordinating and scheduling. Human
leadershlip as providing support, encouraging growth,
building morale and using particlipatory management.
Educational leadership consists of bringing expert
professional knowledge to such areas as supervision,
program develcpment and teachling effectliveness., Symbollc
leadershlip Involves providing selective attentlion and
model ing to others what is Important and valued In the
school. Flnally, cultural leadership Is defining,
strengthening, and articulating the values, belliefs and
cultural strands that give the school Its unique identity
(Sergliovannl, 1984, 1987). Serglovannl (1984) argues that
these forces form a hierarchy and In order for a school
to be competent its principal must effectively use
technlical, human and educati:onal forces; to be excellent
the principal must additionally utilize symbolic and
cultural forces.

As one examines the hlerarchy several difflicultles
become apparent.

1. All schools and organizations have a culture.
Some are positlive, some nega“live, some have elements of
each. Some are strong and wel l-defined, others deflned by
thelr 111-definedness., All members of an organizatlon
play a part In shaping the organization’s culture and
thus, all princlpals, being organizational members,
utillize the cultural leadership force.

2. The distinction between symbolic and cultural
leadershlp seems nonexistent and is blurry, at best.
Schein (1986) has noted that the primary mechanlisms
)eaders use to transmit and embed culture Include (a.>
what they pay attention to, (b.) their role modellng,
teachling and coaching, (c.)> thelir reactions to critical
Incidents and, (d.) the criteria they use for selection,
rewards, status and, termlination. The reason each of
these mechanisms embeds culture |s because |t "provides
selective attention* to what |s important and valued In
the school. As princlpals provide selective attentlon
(symbol ic leadership) they simul taneously deflne,
strengthen and articulate the cuitural strands that glive
the school Its ldentlity (cultural leadership). Thus, the
distinction between symbollc and cultural leadership
disappears.

3. Princlpals provide selective attention and model
what |s Important to the school (symbolic leadershlip)
using the technical force (e.g. In the way they set up
schedules), the human force (e.g. how they treat stasf
members) and the educatlional force (e.g. how much time
they spend dealing with Instructlional matters).
Consequently, all principals use symbolic leadership.

g
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Based o~ the abcve discussion, several propositions
emerged which provided tre theoretical framework for this
study.

1. All principals use symbolic leadership. The
actions they take (commitment of time, energy and
resources), the language they use (oral and written) and,
the artifacts they create (semi-permanent or permanent
aspects of the school) send messages to followers that
symbol ize what Is Important to the leader.

2. Symbolic leadership takes place In the context of
technical, human and a2ducational activities and
Interactions.

3. Consistent messages symbolize and define which
human and educational values are important iIn the school.
These values help followers attach meaning to what they
do and thus influence the way of life and the way in
which tasks are accompl i=hed.

Much of the discussion of symbolic leadershir has
focused on the use of slogans, storles, rituals and,
ceremonies (Deal & Kennedy, 1982; Dandridge, Mitroff &
Joyce, 1980, Peters & Waterman, 1982). While these may
provide examples of symbolic leadership use, they
enccmpass only a narrow portion of the total range of
symbollc leadership. Dwyer, Barnett and Lee (1987) found
that effective principals had an "overarching framework"
which guided the frequent and often brief Interactions
that made up thelr day and communicated thelir values to
teachers. Anderson (1990b.> has argued that,
“‘definitions of organizational reallity are reinforced or
contested through the hundreds of dally exchanges that
take place among organizational members" (p.49), and
Sergliovanni (in press) has noted that symbolic leadership
does not require grand dramatic events but more often
takes place through simple routines that communicate
important messages.

Scholars have variously categorized the daily
Interactions, exchanges and routines that me&ke up the
daily lives of leaders and influence organizational
members into strategies (Peters, 1978), |inkages
(Firestone & Wilson, 1987) and, forces (Serglovanni,
1984, 1987). Additionally Trice and Beyer (1984) have
explored the role of language and gestures while Schein
(1986) has described the "embedding @mechanisms" that
leaders use to develop and transmit culture (p.224).
Prior to data collesction the researchers developed a
taxonomy to sensitize them to activities, actlions,
language and artlfacts that might send messages to
fol lowers (see Table 1). Serglovanni’s (1984, 1987)
leadership forces were used as the organizing framework.
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Additionally, the works of Dandridge, Mitroff and Joyce
(1980), Deal and Kennedy (1982), Firestone and Wlison
(1987), Peters (1978), Scheln (1986), Trice and Beyer
(1984) and, the researchers’ own thinking about symbollic
leadership were used to develop the Items In the taxonomy
(see Table 1),

Insert Table 1 about here

Data Sources

Data was gathered In an elementary school of 800
students In a large, urban school dliatrict of 100,000
students, While the district was urban, the school was
located In one of Its few rural areas. The school was
populated by 72% White, 25% Black and 3% Hispanic
students with 45% of the students quallfyling for elther
free or reduced lunch.

The school was percelved to be exemplary and Its
princlipal considered outstanding by teachers, school
district personnel and the surrounding community. It was
selected for this study by asking varlous district level
school employees to 1lst the outstanding elementary
schocel and principals. Lists were then checked for common
entrlies. The schcol/princlipal selected for thls study
were the only combination which appeared on every list.
Throughout the interviews teachers provided examples that
verifled the high regard parents and other school
district personne®]l had for the school. Several teachers
noted that when they attended professional meetings,
teachers form other schools frequently approached them
and saild, *Oh, you’re from Carver. I hear It’s a
wonderful place! How do you get In out there?' The school
has also won numercus local, state and national awvards,

Data Collectlion

There are several views on how people attach
meanings to symbols. The flirst view holds that meaning |s
present in the object itself. Thus, a chair Is clearly a
chalir, a school a school and so on. The second view of
symbol Ism holds that psychological elements within the
person to whom an obJject or action has meaning brings
meaning to the objJect or action while the third view,
symbollc Interaction!sm, holds that meaning arises out of
the Interaction between people with regard to an object
or action (Blumer, 1969).
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Symbolic Interactionism prevents data collection
strictly through nbservation since the interprtation of
the message’s meaning Is not present In the message
Itself, but rather springs from the interaction of the
receiver with the message. In order to clrcumvent this
obstacle, Interviews were used as the primary means of
data collection. Interviews allowed the researchers to
determine from organizational members what themes were
present In the school and then to solicit from them
examples that they felt had embedded and reinforced these
themes. Basically, Interview questions were developed
that asked, "What’s inportant in this school? How did you
find out that this was important?"

Interviews were conducted with all teachers (42).
Other certified staff members Including the principcl,
assistant principal, curriculum resource teacher,
guidance counselor and, media specialist were also
Interviewed. The principal was formally interviewed
separately by each researcher and was also engaged In
numerous informal coaversations. An interview guide was
developed to outline questions (see Appendix A), but
frequent prcbes based on responses took place during the
interviews.

Thirty teachers were nterviewed individually, while
the other twelve were interviewed iIn two focus groups of
six members each. The purpose of the focus groups was to
attempt to obtain data different than that obtained in
the individual Interviews. A third focus g@roup interview
was conducted subsequent to initial data analysis. The
purpose of the third focus group was to verify iInitial
data analysis as well as to solicit any data that iritilal
data collection may have overlooked. The individual and
group interviews were split evenly between the two
researchers wit}y both researchers being present for the
final focus group. All interviews were audio-recorded and
subsequently transcribed.

Three secondary means of data coilection were used
for trliangulation to both corroborate and elaborate on
interview data (Rossman & Wilson, 1985). Observation of
the principal took place during times when the
researchers were not interviewing staff members with
several additional visites made simply for principal
observation. Observation fleld notes were recorded on
paper or on audio tape depending on which format was
least obtrusive at the time. Documents including, but not
limited to, handbooks, teacher bulletins, parent
newsletters, grant proposals and, school evaluations were
content analyzed. Logs were kept by ten teachers in which
they recorded any ccntact they had with the
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principal during a ten day period. Contacts included, but
were not limited to, conversations, PA anouncements,
classroom visits, notes and, Indlividuail or group
interaction at meetings. Log-keeping teachers were
selectecd randomly from within thelr grade level group
with one to two selected from each grade level.

Data Apalvsis

Coples of Interview transcripts, taped and written
fileld notes, teacher-kept 1098 and school documents were
Independently analyzed by each researcher. Subsequent to
Initial analysis, the researchers shared and conjoined
thelr findings. Data sources were also trliangulated.

Data were analyzed for the frequency with which
particular ltems were mentioned as well as for patterns
of thought or behavior and key events |[tems that
suggested particular themes (Fetterman, 1989;: Miles &
Huberman, 1984). Data were reanalyzed subsequent to
theme development to Icentify all examples that supported
each theme. Space limitations of thils paper prevented the
researchers from Including all supporting examples,

In writing the findings section the researchers
faced a dilemma commonly faced by ethnograpners, that is,
“the reordering of one’s data...into a |inear
arrangement. Somehow or other one has to arrange the text
into a sequence...the everyday llfe under investigation
Is not Itself organized iIn such neat ||lnear array"*
(Hammersley & Atklnson, 1989; p. 212). Simply listing
thomes accompanied by supporting examples would fall to
provide the richness of description that was desired.
Providing the richness of description desired was not
possible using the data In (ts original format. However,
since a primary objectlive of the study was to provide a
rich description, the researchers opted to present the
findings as a minl-ethnography. The minl-ethnography was
developed In the context of a chronological shell. While
the shell presents ithe viewpoint of a fictitious teacher,
the description reflects stories, events, conversatlions,
thoughts, feelings anc, recollections complled from
Interview transcripts, logs, documents and fleld notes.

’
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Findings

Mrs. Watson drove slowly down the country road. It
was good to flnally be out of the nolse and exhaust of
city traffic. The forty-flve minute drive from her home
to the school would try most people’s nerves and It did
hers some mornings but she had declided long ago that |t
was worth It. When Steve Sage had asked her to interview
for a teaching position at Carver she had felt an
Immediate sense of excltement. She had heard that e was
an outstanding principal. Additionally, the opportunity
to work in a brand new school In a peaceful rural settling
was also appealing. She felt very lucky to be able to
work here. She could no longer imagine working for
anybody else or at any other school. The place was
speclal and everyone knew it. Whenever she went to
professicnal meetings and taiked to other teachers they
always said, "You’re from Carver? I’ve heard about your
school. You’re so lucky. How did you get in out there?*
She agreed with them--she was lucky.

She thought back to how she enaed up at Carver. The
interview had been different than any she had previously
exper lenced. She had been somewhat taken aback by its
depth. And then there were all those people In the
room--the princlipal, guldance counselor, curriculum
resource tearher and the other teacher that had already
been hired for her grade level. The questions too had
been very different. Word assoclations. Educatlion things.
Names of people and theorles. Queetions |lke, "What was
the last lesmson you taught that really bombed? What was
the name of the last children’s book you read?"
Experlences and things that were easy to talk about, that
made It seem more |lke a conversation than an Interview,
but which tell you a lot about a person. She remembered
thinking after the interview, “Wow, that was a pretty
smart thing to ask!*. Stlll, she had been exhausted after
the interview! Mr. Sage had once conflded to her that he
had looked for people who were knowledgeable. oplnlionated
and above all, committed. Additlionally, he i1ooked for
people who made him laugh In the Interview since that
indlicated to him that he was comfortable witn those
people. He had sald he really wasn’t looking for
superstars. Just people who wocrked hard. Apparently the
interviews had pald dividends. The staff was extremely
hard working. If you wanted to meet a bunch of Carver
teachers you could come at 4 PM. Or 5 PM. Or on weekends.
From that inltlal group of charter members all but a
handful were stli] at the school. The teachers who were
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no longer with them had left only because thelr spouses
had been transferred out of town.

As her car approached the final turn into the school
she looked ahead at the horseman’s park which lay just
beyond *he school. She rounded the final corner and the
school spread out before her. The white bulldings with
bright blue trim gave a clean, cheerful appearance. She
notliced that the flowers around the school bulldings were
already blooming even though It was only February. She
could stil]l clearly visuallize the image of Mr. Sage, In
his blue Jjeans and on his knees, planting and cultivating
the flowers, plants and bushes that ringed the bulldings.
It had happened last Spring. Mr. Sage had had an Intern
princiral working with him for a year and a half and felt
It was important that the intern sSpend some time as the
acting principal. So he had looked for a project that
would get him out of the office and the malnstream of
school operations. He had declded that the school would
be much more attractive with additlional landscaping.
Unfortunately money wae nelther avallable for landscaping
materials nor for labor. Never one to be stifled by minor
obstacles, Mr. Sage had appealed to the parents and
students for donatlons of plants and flowers (272 of
them). He also announced a planting day for which he
requested them to volunteer thelr time. For several weeks
after the planting day he had spent his time flnishing
the landscaping that had not been completed that day.
Students would stop to talk to him as he planted and he’d
take a few minutes out to chat with them. Meanwhlle the
intern princlipal had free reign cver the office and
malnstream school operations,

She parked her car and walked toward the
admninistration bullding. Next to it, separated by a wide
grassy area lay the cafeterlia. Catty-corner from the
administration bullding and lying In the center of the
school comzlex was the bullding that housed the Medla
cernter. Next to the Media Center lay the art and and
music complex. Forming a third row ¢f bulldings and
bordering the horseman’s park were the classroom
bulldings. Each grade level was housed In a different
bullding separated by a wide sidewalk. Scattered
throughout the campus were sevsral large, open
courtyards, crlisscrossed by sidewalks but with sufticlent
grassy areas to be aesthetically pleasing. In the
courtyard by the cafeterla area were a number of plcnlc
tables which alicwed classes to take advantage of the
mild southeastern ciimate by eating outside.
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The school l1ooked so much nicer and cieaner than
most of the other schools In this area. It was four years
old but yet it was In great shape. She knew that w!th 800
students, aged 4-12, and almost another 100 adults using
the facillity every day, neatness and cleanliness wasn’‘t &
given. The little tricks, ilke the "one foot rule" that
Mr. Sage had come up with helped instill a sense of
responsibility In a positive way. All one had to say when
a student was leaning against a wall or had their hands
on it was, "Oh, don’t forget the one-foot rule" and the
student would quickly move one foot from the wall. She
remembered the time Mr. Sage had come through her
classroom on one of his frequent walk-throughs and
notlced a student leaning back on the gliders of his
chalr. "Do you know wh:: those gliders cost?" he had
asked. "Now, I want you to figure out how much per chair
that iIs. See If you can figure It out...Now, why is |t
important not to lean back on one’s chair?* Somehow he
had a way of presenting everything, even discipline, iIn a
way that helped the chlildren to think and learn.

As she entered the administiration bullding she was
struck again by how it reflected the remainder of the
school . The secretary and her aldes were all busy but yet
there was an aura of calmness in the large, open room.
The many skylights that ringed the celling helped
brighten the room but It was the decorations that gave |t
character. In both entrances lay large yellow and blue
rubber floor mats depicting the school’s logo--the
rearing Carver stalllion with the rays of the sun in the
background and the slogan, "Where the kids shine". A
nearby bulletin board contained the words to the
children’s book, 1f You Glve A Mouse a Cookie. The words
were 1llustrated with snapshots of stucdents acting out
the scenes from the book. Groupings of easy chairs were
scattered throughout the room. Next to each gerouping of
chalirs, an endtable contained a colorful plastic basket
in which chlldren’s books were neatly arranged. From the
celling hung the Black History posters which each
classroom had worked on during the past weeks.

The sight of the posters caused her to recall the
conversation she had overheard the other day. Upon
completion of the posters, students were required to
bring them to Mr. Sage for his approval. She had been In
the office during a time when several 4th graders were
presenting their poster. Mr. Sage had been a stern
taskmaster asking the students numerous questions about
the people pictured on the poster.

“Is Tony Dorsett still playing?"
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*I don‘t know but Pete Rose started in 1969 and he’s
still playing.”
"“Do you think baseball players last as long as
football playars?"
The discussion had continued and moved on to another
figure on the poster, that of Nel Carter, an actor.
*What did Nel Carter do for Mr. Sage?"
*Entertalined you."
Mr. Sage had then asked, "What, where, when?"
The student replied, Gimme a Break.
No, I won’t give you a break!"
To which the student repllied, "No, that’s the name of the
show!*

She smiled to herself as she approached the
secretary’s counter. The secretary was Just answering the
phone and she heard the familar greeting, "Carver
Elementary, where the kide shine. May I help you?" After
the secretary finished her brief telephone conversation,
Mrs. Watson asked her to remind Mr. Sage about the
meeting she had with him for that afternoon to discuss a
grant that they were writing.

She made a quick stop by the faculty lounge to put
her lunch in the refrigerator. As usual, the lounge was
empty. It Just seemed that everyone worked so hard that
they didn’t have time for morning coffee In the lounge.
The place was always empty, yet it wasn’t because they
didn’t enjoy each other’s company. They Just had too much
to do.

On her way out of the lounge she stopped by her
mallbox where she found three ltems, two expected and one
unexpected. The first item was a "Currliculum Update"
which featured a written debate between various experts
on the phonics versus whole language approach. On the
article Mr. Sage had scrawled, “You might find this
Interesting”.

The surprise was a box of file folders which had
been placed in each teacher’s mallbox. Across the top of
the box was written, "Happy Valentines Day!" How
opportune, she thought, since she had just run out of
file folders yesterday. Mr. Sage knew that many of them
used the folders for writing. In a subtle way he was
telling them that this was important to him. Last year
for Valentine’s he had given each of them a basket of
children’s books. She was amazed at how he was always
able to obtain all the materials and supplies they
needed. He was constantly asking them what they wanted.
He also kept a wish list and she couldn’t recall ever
asking for anything that didn‘’t show up. Sometimes |t
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might take a few months, but it always showed up
eventually. She had asked him once how he managed to
acquire all these resources. He had replied, *I’m always
broke. I never i{eave any money at the end of the year."
While she khew this was true, as the recent ditto paper
example had illustrated, she also knew that it went
beyond this. Mr. Sage was constantly working with the
teachers and the curriculum resource teacher on writing
grants. Interestingly enough, when the grants weren’t
funded the materials and supplies requested in the grant
stil]l showed up somehow. She had once gone to Mr. Sage
with an idea for a grant and he had asked her, “If the
grant isn’t funded, how will you get the money to do
this?" It was as If grants served to get people dreaming
about what they could do if they had some meney but that
the thinking then shifted to, "iIf we’ve decided that this
Ils a good thing to do, then we need to figure out a way
of doing it!*. Mr. Sage had also set up a number of
school -business partnerships. In addition to these formal
partnerships she knew that many other area merché..ts were
also solicited for donations to the school.

The third item In her mallbox was the weekly
bulletin. At the top of the bulletin was written "DRAFT".
Mr. Sage claimed he alwvays wrote this at the top of all
bulletins since that would excuse any spelling mistakes
that he might have made. She wasn‘t sure though whether
It might not also have something to do with the drafts
teachers always asked students to submit before turning
in polished products In the process writing approach that
many of them used.

The bulletin contained five blocks on the left, one
for each day of the week. Each block was about two inches
wide and contained the speclial events for that day.

Since the bulletin was aiways In thelr mailbox on
Fridays, the blocks contalined the events for the
following week. The left three-fourths of the page
contained the week’s announcements. Separating the
calendar from the announcements were sketches of two long
nalls. The bottom of the bulletin contained the
statement, "It’s what you add that makes the difference."
She scanned down to the first announcement and quickly
read it over.

MAKING A DIFFERENCE
Our school nall is growing and growing. The recent

state-wide recognition of our exemplary reading
program will make a differer.ce throughout the state.
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Our |mplementation and cowomitment to AIMS |s making
a difference In our chlldren’s math and sclence
background. Flve star lessons improve the quallity of
our Instruction. As you can see our nall |s growing
and growing.

She thought back to the beg!nning of the year when
Mr. Sage had read the folk tale Nall Soup to the faculty
at thelir opening meeting for the year. The story, about a
group of villagers who make soup In several different
ways only to find that It |Is adding the nall to the soup
that makes the difference In the flavoring, had become a
theme for the year. Mr. Sage had sald to them at the
conclusion of the story, "So you see, It |s what you add
that makes the difference. What will you add to your nall
this year to help |t grow?' Once school started he had
read the ook to every class In the school and issued a
similar challenge to students--"What will you add to your
nall this year?" He had glven each class a nall to
display In thelr room to remind them to look for ways to
add to thelr naill.

There had been a book at the beginning of every
year. In fact, the school had been opened four years ago
with the book, The Little Engine that Could, the story of
a traln that was able to accomplish the impossible
through hard work and the power of positive thinking. She
read on.

P.D. PEARSON

Interesting session. Pearson’s concerns on whole
language are very valld and should be recognized by
all. I will get them printed.

This {tem was In reference to the workshop many of them
had attended last week. The workshop had been held durling
the school day but Mr. Sage had created the opportunity
for anyone who wanted to, to attend. Somehow he had been
able to ccver all the classrooms by using aldes, speclal
area teachers, the curriculum resource teacher--even he
himself had taken a class. The result had been that
Carver had been represented by a greater number of
teachers than any other school. She knew that Mr. Sage
had wanted to attend the workshop himself. But, he had
conflded {o her, he realized that It would not be the
same |f he came back and told the teachers what the
speaker had said as |f they went and heard it flirsthand.
This wasn’t the first time that h2 had provided such
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opportunities for his staff. She appreciated these
oportunitles. It made her feel Important, respected,
Informed and, professional. She read on.

REPORT CARDS

I have reviewed about 75% of the report cards. I was
very pleased to see grades improve not only In
academ!cs but also In soclal sklils and work habits.
I hope the higher grades truly reflect Improvement
In these areas.

CURRICULUM MAPS
Team leaders will recelve the maps for Sclence and
Soclal Studles. We need to lndicate the report
periods we plan to teach the toplcs (lsted.
Remember Soclal Studlies lessons shouid evolve around
the essential elements of Social Studles,

ISN’T GROWTH EXCITING?!

We have galined another EMH unit. We are growlng In
most grade levels. I have a feeling more portables
will be arriving before long.

BUDGET CRUNCH

We have $328.61 to take us through the rest of the
vear. I will be depositing money from the fall fund
ralser to cover the cost of ditto paper. Ditto paper
will arrive. Let’s hope we sell a ton of plictures
this week. Ditto paper will arrive. All pictures
were so beautiful. Ves, they were beautlful. Ditto
paper will arrive.

GENTLE REMINDER: SCHEDULES, SCHEDULES, SCHEDULES

Boy, oh boy, we have schedules. We have an arrlival
schedule for staff and students. We have a lunch
schedule for staff and students. We have a speclal
area schedule for students. We have pull out
schedules for staff and students. We have EPT
schedules. We have SAT schedules. We have
observation schedules. We have subject area
schedules. We have scheduled restroom breaks for
students. All schedules have beginning and ending
times. All schedules have a point In t'me when we
get frustrated when they are not followed. That
point In time |s usually when someone s at |east
four minutes early or four minutes late.

17
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Schedules Involve time. Anytime we are using
someone’s time, we need to mdke sure we are using
the time correctly. Schedules are lmportant to me
because a school runs smoothly when we stick to the
scheduled time. Evervthing revolves around time even
when we do not have enough of It. THANK YOU FOR
UNDERSTANDING.

CARVER TEACHERS SHINE

Why do Carver teachers shine? They shine because
they say nice words to students. They shine because
they care. They shine because they arrive to work on
time. They shine because .hey go above and beyond
with thelir time for chlldren after hours. They shine
because they teach the princlipal a thing or two or
three or four. Carver teachers do shine! Thanks for
making our school a nice place to be exch day.
Thanks for making my Job easy. I am one lucky
principal. i‘hank you.

A BUSY, BUSY WEEK

Last week was a busy week for me as It was for you.
1 apprecliate how smoothly actlivitlies go when It |is
so busy. The smoothness |s the result of everyone
dolng what needs to be done. Thanks. YOU HAVE DONE
SO MUCH--YOU MAY LEAVE AT THE END OF THE STUDENT DAY
TODAY.

THOUGHT FOR THE WEEK

"What we expect, pbel leve and plcture, we usually
get." (Ruth Ross)

She left the offlce and walked to her classroom to
get her materials ready for the student’s arrival.
Language class was first on today’s agenda. She was so
pleased with how well her language classes were golng
this year. The changes she had made thls year had really
been worthwhile. She and her grade level colleagues had
gone to see Steve last year to get hls permission to do &
more |lterature-based reading program. They knew he was
supportive of a lliterature approach and they didn‘’t
anticipate any problems getting his endorsement. However,
after they had explained to him what they wanted to do,
he arked them why they wanted to use this approach. They
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explained that Miss Lincoln, the district language
resource teacher, had told them that research supported
the literature approach. To their amazement he had denied
them permission to develop the lliterature-based &pproach.
When they asked him why, he told them, "Miss Lincoln
doesn’t teach here--you do." They had gone back to their
classrooms to regroup. Later they returned to tell him
what the research salid and their personal rationale for
wanting to use a literature-based program. He then tcold
them that he had initially denled them permission to use
the literature-based approach because they had not
convinced him that they knew what they were doing. "Now
you’ve convinced me that you know what you’re doing. If I
didn‘t think you were able to handle a literature-based
approach, I wouldn‘t let you use [t."

She recalled a similar story that another group of
teachers had told her. They had gone to see Mr. Sagc o3 a
grade level group because they were divided on whether to
use a phonetic or a whole language approach to reading.
They were uncertaln as to whether they were pleasing him
and doing what he felt was appropriate. He toid them he
wasn’t so much concerned about which approach they were
using, but rather was concerned with whether the kids
were learning and whether they left the classroom at the
end of the year exclited about what they were doing and
loving to read. He had told them, "You need to do your
own thinking. Each of you needs to be able to explain and
Justify what you’re doing. You don’t all need to be doing
the same thing."

He really gave them a lot of freedom in determining
how they wanted to teach as long as they could explain
why they wanted to use a particular method. He often told
them, "We’ll give you the curriculum, you decide how to
teach i1t.* In some schools the principals said, "You are
not Important. It’s the children that count." Obviourily,
lf as a teacher you didn’t feel lmportant you wouldn‘t
teach well and, the kids would sense this immediately.
They‘’d think, "The teachers aren’t very important. Why
should we listen to them?" At Carver, the children were
obviously important but the teachers also got the message
that they were Important.

He was so receptive to their ideas too. The new EMH
teacher had Just told her a story yesterday. She had
wanted to take her students on a fleld trip to a nearby
mall to simulate the experience of shopping. Many of her
students were from poor homes and had never had the
opportunity to visit a mall and make choices about what
to purchase or to pay for anything and calculate how much
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change they should receive. The teacher’s idea had been
that they would simulate the experience without the use
of real money. She had asked Mr. Sage’s permission for
the fleld trip. Being a new teacher at the school, the
intensity and nature of h:s response had taken her by
surprise. He had gotten all excited and told her he would
give her flve dollars for each child and then had gushed
forth with half a dozen ldeas of additional things she
could bulld Into the experience. The EMH teacher had told
her, "Never in a million years would I have expected
that! Never. In all the other schools 1‘ve been in, no
one has ever been that concerned about what was important
to the kids."

She had Just finished getting her language materials
ready when Mrs. Jones, her grade level partner walked
into her room. "Hey, did you see the script for the
parent spaghettl supper skit?" she asked, waving a plece
of paper In one hand.

"No, I haven’t," Mrs. Watson admitted as she reached
for the paper and began reading.

Parent Spaghettl Supper Script:
Gr

The ins and outs of parenthood

don‘t always go the way they could.

Your little baby bundle of Jjoy

grew to be cuntent to crush and destroy.

Ya think your parents really had it good
because you always did Just what you should.

CHORUS: Whoa I heard it through the grapevine

that your kids are going to be fine.

Whoa I heard It through the grapevine

these ideas can really ease your mind--
Momma, Dadda, Whoa!

So you say your kids are always late
last minute needs can aggravate.

Set your things aside the night before
specific place, perhaps beside the door.

Ya got to do It - make It a routine
then the morning runs like a new machine.

-CHORUS-
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Everyday your life Is flilled with facts
that will help your kids add and subtract.
Your money only goes so far

so you figure cost while at the store.

You look for value - and then you divide
the package price and all the stuff inside.

~-CHORUS-

Your kid’s been bad and that ain’t good.
You say he’s terrorized the nelighborhood.
Well he needs your love and guldance too,
you got to take some time to make some rules,

You be consistent and above all fair.
When rules are broken - follow through with
care.

-CHORUS-

Ya know reading isn’t just for school.
It’s a fun and most essential tool.

Why not take some time to hear a book.
Your klid can read - while - you cook.

And as you‘re driving - anyplace will do,
let your children read the signs to you.

FINAL CHORUS:
Whoa now you’ve heard it through the grapevine
your kids are gonna be flne.
Whoa now you‘’ve heard it through the grapevine
and we know you’‘re gonna do fine--

Momma, Dadda, Go!

“That’s great!" she exclaimed after reading it. "It
should be fun. I think the parents and kids will enjoy
lt~--and maybe learn something too."

*Hey, Easter’s not too far off--do you think Steve
wlll cook anything for us?* asked Mrs. Jones as she
headed for the door.

Mrs. Watson thought back to some of his previous
efforts. For Thanksgiving Mr. Sage had cooked a turkey.
He had videotaped the entire preparation and cooking
process and encouraged teachers to watch the tape with
their students. He had really gotten involved with 1t. He
welighed it. Then he showed the kids how to clean it. Then
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he had explained how to stuff it while stuffing it.
Finally, he had cooked it. All the while he had asked the
kids questions. "How much do you think It welighs?.
Estimate It. Do you think it will weigh tre same after
iIt’s cooked as it did before it was cooked?" He had
inserted the temperature thermometer. "Wnat do you think
the temperature is? Do you think it’s done yet?" In
between questions he had explained what each part of the
turkey was and what function it served. After the turkey
was done cooking he had served It to the teachers for
lunch.

Before Christmas vacation, he had brought the
students straight from the busses to the cafeteria where
he had served all 800 of them hot chocolate before school
started. He hadn’t even told the teachers he was doing
this and they couldn’t figure out where their students 4
were. The students had been so appreclative. It was as If :
someone had given them a2 million dollars. Most of them |
were from poor homes and probably didn’t get hot
chocolate very often.

“I don‘’t know," she finally replied to Mrs. Jones’s
guestion. "Maybe he’ll make a ham or bake hot cross
buns.' Mrs. Smith chuckled and proceeced to her room.

Mrs. Watson looked at the clock and realized that
her students would be arriving any minute. She hurried to
the door to greet them.

As soon as her students were sSeitled she turned on
the classroom TV. On Friday mornings, announcements were
broadcast live from the media center by the WCKS (Where
Carver Kids Shine) student "news team". A minute later,
the announcements began. The student portion of the
newscast included ltems of local and national news and a
brief weather report (map and all). After about six or
seven minutes Mr. Sage was introduced and he began his
announcements. "Good morning, boys and girls, the correct
time Is 8:08 AM. Remember today Is birthday cake day In
the cafeteria. If your birthday is this month be sure to
get your plece of birthday cake. Shining student awards
were earned yesterday by Michael Smith, Todd Jones,

Alicia Harvey, Melissa Pruitt and Stephanie Wilson from
Mrs. Jones’s room for following directions. Also shining
student awards to Tom, Tim, Susie and Rachel from Mr.
Robb’s room for picking up paper in the courtyard.
Thanks, kids! Mrs. Barwick’s class earned a shining
class award from Mrs. Sonny for putting their art
suppllies back quickly and neatly. Way to go, guys! Mrs.
Small’s class met their reading gnals in the Pizza Hut
Book-i1t program and will soon be getting a plzza party In
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thelr rooms. Great work! Teachers, don’t forget the whole
language meeting being held In the district
administrative cffices this afternoon at 4 PM. Our 3rd
graders will be leaving !n a few minutes for a fleld trip
to Cape Canaveral. Last year I recelved a phone call the
day after our fleld trip from one of the people at Cape
Canaveral who told me how great everyone was while they
were there. I hope I get a phone call llke that again
tomorrow. DBoys and girls, this morning when you got off
the busses It was raining. Many of you got off the bus a
l11ttle exclted. Now, I don’t know whether |t was the raln
that made you exclted or that you were exclited about
getting Into your classrooms and working with your
favorite teachers and the raln had nothing to do wlth
vyour loudness, running and excltement. I 1lke the fact
that you were exclted about being In school but don‘t
forget that our goal for thls week |s to make good
cholces In cur behavior and our work. Today, * expect all
of you to do your best, cooperate nicely and say nlce
things. 1’1] be walking around the school today lookling
for these types of good behavior. Thank you! Now let’s
all stand for the pledge to the flag and our school and
patrliotic song."

Upon —ompletion of the televised announcements Mrs.
wWatson began her language class. She was In the middle of
a discussion of the book, Amelia Bedelia, when the rear
classroom door opened and Mr. Sage walked In. He
overheard her last question and asked, "Who’s thlnklng
l|lke Amellia Bedella?" She gestured to the group of klds
who were ringed most closely around her. Meanwhlle the
students had reallized that Mr. Sage was In the room and
vied for his attentlon, "Mr. Sage, Mr. Sage...!" ‘“Let’s
listen”, he told them as he trled to calm them down. He
stayed for a few more minutes, actlvely particlpating In
the discussion with the kids and then left by the front
door.

When she first started workling at Carver she had
been amazed at how frequently Mr. Sage was In the
classrooms. He seldom stayed for more than 5 minutes but
somedays vislited two or three times. She contlnrued to be
amazed at how he was able to Instantly get Involved wlith
the lesson beling taught and at how well he was able to
relate to the kids. They loved him! Yet they knew he was
the boss.

As he was leaving her room, Mr. Sage had stopped to
let her know that he was ready for those marlgolds
anytime now. One of her frlends owned a nursery close to
the school and had agreed to donate scue plants and
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flowers to the school. Apparently, part two of Mr. Sage’s
"growth plan" was about to begin. She assured Mr. Sage
she would talk tc her friend soon.

Mr. Sage left Mrs. Watson’s room and headed to the
next classroom. He did a "walk-through" llke this at
least two to three times per week. he was going to be out
of the bullding all day tomorrow so he knew he had to get
a walk through in today. That reminded him, he needed to
remember to record tomorrow’s announcements before he
left today so they could be played over the PA tomorrow
morning. He didn’t know If it fooled the older kids, but
it sure made the younger kids think he was In the
bullding.

With over 40 teachers on the staff, the walk-throughs
took up & lot of time but he felt they were essential to
helping him stay In touch with the kids and with what was
going on in the instructional program. As he walked Into
the next classroom, a younger grade, the kids all started
calling his name. He locked at a letter written on a
plece of cardboard that was hanging from the celling, put
a finger in front of his mouth and said, "Q is for
quiet'. The students were working on various activities
in small groups so he walked to one group and asked them
what they were doing. He stayed for a few minutes and
walked to the next room in which the teacher was leading
a game of hangmnan. He participated In the game and after
a few minutes excitedly called, "Oh, I know the answer
now!" and then more calmly, "But 1‘11 write It on a plece
of paper", which he did, leaving the paper on the
teacher’s desk as he left the room. Entering the next
room, he once again caused a disruptior with the kids
calling to him. "Oh, I didn’t mean to cause this
disruption.® The students were in the process of setting
up a classroom restaurant with menus, money, charge cards
and all the trappings. He assured them that he would be
back for the grand opening on Monday. As he walked down
the sidewalk to the next classroom, he passed a group of
kindergartners several of whom called out to him,
"Mr.Sage. Mr. Sage, I love you." "I love you too", he
repl led and stooped over as they reached to give him a
hug. He asked them what they were working on In class and
what they were learning. He entered the next classroom
which had a substitute teacher that day. "How are you
doing, Miss Henderson?* As he passed a student he
remarked, " How are you? I saw your mother at PTA last
night." Then to the class, "Are you working on a play?"
After listening for a minute he excitedly exclaimed, "I
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like that, 1’/m going to listen." Before leaving he to d
them, "Oh, Mrs. Martin will like that!" and headed for
the door.

On the way to the next room he noticed a student
running down the sidewalk and called to her, *“Latitia,
thank you for walking!* The girl immediately slowed to a
walk. Entering the next room he noticed that all the
students were actively engaged In learning, with the
teacher and a small group of students working in one
corner. The active iInvolvement of teacher and students
was one of the things he always looked for on his
walk-throughs. He also looked for the direction, guidance
and supecrvision that was being provided for the students
as well as how students interzcted with each other and
with the teacher. He tried to be aware of both the
process and product of lessons. Basically, he looked for
evidence that the written expectations he shared with his
staff were b2ing implemented. And, of course, he always
looked for smiles.

As he moved into the room, the familliar cries of
“"Hi, Mr. Sage" greeted him from various corners of the
room. He walked over to a girl that was working at her
desk. As he dld so, she made a mistake on her paper.
"What do you do when you make a mistake?* he asked her.

"X 1t out."

*No, no, let me show you. Watch. Let me show you a
little trick."

He helped her for several minutes before a boy walked
up to show him a book he was reading. As Mr. Sage |ooked
through the bock the boy asked him a question about it.
“I don’t know, I didn’t read the book. Why don’% you read
it and let me know,* Mr. Sage replied. A8 Mr. Sage walked
up to a group that was playing Bingo on the floor another
student approached him to tell him about a poem he had
written. Mr. Sage told him he would like to see it. The
Bingo group asked him to play. "Ok, I‘11 play until Le
brings me the poem." The student came back with his poem.
Mr. Sage read it while checking his carc for Bingo
numbers that were simultaneously being called. "Keep
going, I’m watching...you don’t call any of the numbers I
have, let me spin one." He began calling the numbers on
his card even though the numbers that came up on the
spinner were different. After a few numbers he called,
*Bingo" and then turned to the students to ask, "Was that
fair? No, It wasn’t. I didn‘t spin those numbers." He
laughed and headed for the door. On the way he stopped by
a group of girls who showed him some islands they had
made out of plaster. "How did you make them? What are
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they, Apopka? Ocoee? When did you make them?". After the
girls replled he adnired thelr islands for a few seconds
and then left the room. He continued his walk-through
Interacting briefly with students and teacher |n each
room.

To a substlitute teacher: "How’s it golng? Thanks for
coming out."

"Oh, you guys are doing great!"*

“Is this our quilt class? This class may have a qu:lt
hanging In the offlce soon."

Teacher to class: "Is this a new song or a review?"
Mr. Sage: "Review."

Teacher: "How do you know?"

Mr. Sage: "I remember--from the barnyard lesson."

*I llke that!"

Mr. Sage reading a poster: "We shall overcome"....
To students: "And what do you want to overcome?*

To a student wating lunch In the courtyard: "Jim, why
don’t you get one of your buddies to help you plck up all
thls paper out here."

Student: "Mr. Sage, I want to go to the office to see
you."
Mr. Sage: "You practlice a book and then come read to me
In

the o.flce."

Mr. Sage: "Boy, this Is called qulet work rlight, Mrs.
Thompson?*

Mrs. Thompson: "It sure ls."

Mr. Sage: “That’s nlce."

“Are you ready for Frlday?"

To a student in the hallway tying his shoe: "Johnny, did
you hear your name on the PA thls morning? You’re
doling
pretty good."”
Johnny (sheeplishlyl: "Yeah."
Mr. Sage (by the classroom door): "Are you golng In?"
Johnny: "No, I have to stay out here."
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Mr.Sage: "So, there’s more to your belng out here than
tylng your shoe?!"

Teacher: "We’re going to have a movlie."

Mr. Sage: "What’s the movie on today?' (Teacher |s having
troudole getting kids settled for the movlie.>

Mr. Sage: "You know, Mrs. Ralph, If you closed your eyes
and counted to twenty I bet they’d all be ready to go.

1
bet they’d make It by twelve. "

To two glris dusting as he helps them get some high
spots:
“1f you don‘t see It does that make It clean?”

Mr. Sage notlced a single "ding" of a bell that had
Just rung. One ding was a signal that he was needed In
the office, while two dings indicated a need for the
assistant princlipal. The system saved interrupting
classrooms with frequent calls over the PA. He left the
room and headed to the offlce.

Mrs. Watson settled her class after the lunch break.
it had been a good morning. The language class had gone
well. All that was left for today was math, sclence and
her meeting with Mr. Sage. As she readied the equipment
for the sclence experiment they were doing today she
thought of how much easler |t was to be an effectlive
teacher when you had the materlals you needed. She would
have been unable to teach the language class the way she
did this morning without all the trade books she had In
her classroom. The same held for the sclence lesson she
was getting ready to begin. She remembered the day right
before Christmas when Mr. Sage had called them all to the
media center for a special meeting. At the meeting each
teacher was given a plle of boxes containing scales and
lathes and all kinds of "neat math and science things" as
Mr. Sage had called them. When they asked Mr. Sage where
the money had come from to bt*» all these things he said
he had suddenly discovered that he had a lot of money
left over In one of the accounts and so decided to spend
it. The funny part of the story (in retrospect) was that
several weeks later he discovered that the money had been
advanced to the account by the district offlce and was
Intended to be used to purchase ditto paper for the next
gseveral months. While Mr. Sage claimed that It was an
unknovw'ng mistake, she wondered whether that was totally
true, what with his emphasis on hands-on learning and



M

Symbol ic Leadershlip
27

deemphasis of the worksheet approach. The incident had
Initially been very upsetting to some of the teachers
but, somehow, Mr. Sage had been able to find a way to
acquire ditto paper (that was supposed ¢o arrive soon’
for the rewalnder of the yvear.

Forty-five minutes later Mrs. Watson headed for Mr.
Sage’s office. Mr. Sage was sitting on the floor of his
office with a second-grader. The child was intently
reading a book to Mr. Sage who was |listening Just as
intently. Mrs. Watson looked around the offlice while she
walted for the chlid to finish reading. On a shelf was a
brightly colored wooden train. The cars had the words "I
know I can' painted on them. On top of a bookcase was a
Bell Jar filled with nalls of different sizes and types
and, fastened to a nearby bulletin board was one huge,
shiny nall. On the top shelves of the bookcase were
various professional books and manuals. The bottom shelf
was fllled with children’s books. On the endtable stood a
mirror with the words, "Make that change" written across
the top. The words were in reference to the motivational
campaign Mr. Sage initiated the last nine weeks of every
school year. Last year the campaign had been based on
Michael Jackson’s popular song, The Man in the Micror.
The idea had been that change begins within the person
who desires to make a change. The mirrors were used to
remind everyone that when they looked into them the
person they saw was the one that needed to initiate the
change. Each year the campaign was shared with students,
teachers and parents. She had heard through the grapevine
that this year’s campaign was to be based on Gloria
Estafan’s song, Get on Your Feet (and Make it Haopen).

After the child finished reading Mr. Sage talked with
him about the book for a few minutes before sending him
back to the classroom. Mr. Sage escorted her next door to
the conference room where they sat down to discuss the
grant, which was request.ng money to help the school
implement a more hands-on approach to science. Today’s
meeting lInvolved establls Ing the budget for the grant.
They decided to allocate money for equipment, sourcebooks
of sclence activities, computers and software.

“How about purchasing some of these black llne ditto
books?" she asked him.

“No, I don‘t like them. That’s what this grant is all
about--getting things that help teachers use alternative
ways of presenting things."

*] agree. Some of the teachers have mentioned some
sclence book®s that they’d like us to purchase for the
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library In order to help students research science
Information. "

*That sounds great! I‘ve been thinking... We‘re
entitled to an additional special area teacher for the
last quin. I don‘t need another art, music or P.E.
teacher. Those are going well. What 1f we were to make
Jim a special area teacher for science? He could Job
share with Judy in the regular classroom for half a day.
He could then spend the other half day doing all the -
things he wants to do in science with all the kids in the
school and she could do some sSpecial things with groups
in language that she never has time to do."

They had discussed some concerns about whether this
would step on anyone else’s toes or be disruptive to
regular classroom programs. They concluded that it was
promising but should be investigated further before
proceeding.

After the meeting she picked up her students and
brought them back to the classroom. As they were getting
ready for dismissal, the afternoon announcements came
over the PA. "The correct time Is 1:57 PM. Check your
book bags, Jackets, lunch boxes, desks and pockets to see
1f you have a T-shirt order. Today is the last day for
orders. If you don’t order today, you won‘’t get one, 8O
check book bags, Jackets, lunch boxes, desks and pockets
for T-shirt orders. Remember to bring home coats, Jackets
and lunch boxes. [f you don’t bring them home you won’t
have them tomorrow when you go to get them for School.
It‘’s supposed to be cold tomorrow morning and your mother
will tell you to put on your Jacket but 1f you’ve left it
at school you won’t be able to do that. So take all
coats, Jackets and lunch boxes home. Boys and girls, as
you leave school this afternoon and after you get home,
continue to make good choices. Thank you."

At exactly 2 PM she walked her students to the bus
loading area. As they walted by the loading area for
another class to pass by, Mr. Sage walked over and
greeted them. She overheard him asking Melanie what the
answer to 7 times 8 was.

Later as she stopped by the office to check her
mallbox she saw Mr. Sage speaking with a student who
apparently was moving that weekend and would be starting
in a new school on Monday. *We‘re sorry to see you going*
she heard hir say. *Do you know where your bus pick-up |s
for your new school?' She continued on her way. It had
been a full day.
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Discussion

Symbolic leadership takes place through the
interaction®s and routlines that make-up dally life. The
interpretation of messages sent by interactions and
routines, however, iIs an attempt to "objectify" the
subjective, since the message received iIs dependent not
only on the substance of the message, but also on the
psychological makeup of the receiver and, the interaction
of sender, recelver and message (see discussion in Data
Collection section).

The difficulty, thus, in any analys!s of symbolic :
leadership Is that the researcher approaches the message E
second hand, with a different psychological make-up than
the original receiver and, Iinteracts only with the
message. This difficulty has been somewhat circumvented
in the findings saction by relying on recelver (staff
member) accounts of how they received and interpreted
messages in a global sense. However, beyond providing the
type of ethnographic description provided in the findings
section, further analysis becomes difficult.

In attempting to delineate specific values and
themes, a belief that any or, many others would Interpret
the events in a similar manner |s based on the assumption
that there Is some inherent meaning in an action or
artlfact. Ethpographers recognize this obstacle to
valldity and bring self-reflective processes to the data.
Noblit (1989, cited In Anderson, 1990a) has noted that
readers of ethnography also bring reflective processes to
the text and “create their own text from the ethnography,
and this text represents a new signification' (p.2565).

Guba and Lincoln (1985) make the point that
interpretation of data Is never obJective but simply one
perspective of "multiple realities* (p. 72). Thus, the
discussion of the school’s culture and of the symbolic
leadership forms that follows |s the researchers
“constructed reallty® of the "multiple realities" that
may exist within the school and the ethnographic
description. The discussion contains selected
illustrative examples. The reader will discover
additional examples as they construct their own realities
from the ethnographic description. The original data set
Included stiil other examples that space limitations
prevented Including.
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Empowerment through Understanding and Autonamy

Bates (1987) argues that the overriding values of
respect, soclal Justice and equlity should inform the work
of schools. He further asserts that education Is
fundamentally connected to human emancipation and that
emancipation involves understanding and autonomy. When
the researchers began gathering data at Carver, they
expected to find a princlpal who strongly pushed a whole
language/process writing approach. They had heard that
thls approacn was used extensively at the school and that
the princlipal was In favor of it. What they found, y
however, was qQuite clfferent. They found a school whose “§
dominant values were cholce (autonomy), growth
(understanding) and caring (respect). These three values
were very much intertwined. Carling dictated that
individuals be permitted to make thelr own cholces.
Caring about self and others dictated making rlight
choices. Growth was essential to knowlng what choice
options existed in order that appropriate Informed
cholces could be made.

While many of the teachers indlcated that reading
was important in the school and were very &aware of Mr.
Sage’s [nstructional blases In this area, not one teacher
cited any overt pressure to conform to these blases.
Indeed, many teachers noted that Mr. Sage encouraged them
to teach In the way that they felt was most approprliate.
Autonomy, however, did not come without responsibllity.
Mr. Sage demanded that teachers critlcally exa. what they
were doing, understand why they were dolng it and, be
able to Justify their methods to others. In one instance
he refused a group of teachers permission to use an
instructional strategy that he was personally in favor
of, but which the teachers could not Justify. In another
Instance he told a group of teachers, "You need to do
your own thinking. Each of you needs to be able to
Justify and explain what you’re doing. You don’t all need
to be doing the same thing."

Mr. Sage helped teachers assume their respons’'bility
to critically exam thelir methods by providing
opportunities for them to become aware of choice options
that existed. He frequently placed coples of articles he
had read in thelir mal lboxes with comments such as,
*Thought you might be interested in this." One teacher
mentioned that these articles were not always consistent
with Mr. Sage’s Instructlonal blases, occaslonally
presenting an alternative viewpoint. Mr. Sage insured
that there were numerous school-based staff development

L gednir.
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opportunities. Additionally, when district opportunities
were avallable, he made arrangements to cover the
classrooms of teachers who wanted to attend.

Mr. Sage modeled growth by being cognizant of the
latest thinking In curriculum nd instructional
methodology. He promoted growth in students by turning
virtually every Interaction into a learning situation. He
didn’t simply cook 2 turkey for them, he transformed
cooking Into a sclence lesson. He didn’t simply visit
classrooms, he used visits as opportunities to extend
students thinking about what they were learning. He
didn‘t simply make announcements, he used them as an
opportunity to sensitize students to choices and
responsibilities they had.

Although teachers were given autonomy to choose
Instructional methodology, Mr. Sage also had a
responsibliiity to personally critically examine and
select from among cholce options. Once thls
responsibility Is exerclsed, the distinction between
manipulating organizational members to adopt l|eader-made
cholices and protecting thelir autonomy to make thelr own
cholces becomes fine inceed. While the influence of Mr.
Sage’s cholces were evident In the school, he was careful
not to let the cholces he had made restrict those of
others. On the other hand, he was not hesltant to proceed
through the day in a manner consistent with his cholces.
An examinatlion of Mr. Sage’s actions sheds light on how
leaders can be true to thelr own values without removing
other’s freedom to choose.

¥Whole language embhasis

One of Mr. Sage’s cholces was for the efficacy of a
whole language approach that encompassed |iterature-based
reading and process writing. Many of his actlions
indicated this preference. It was not an uncommon sight
to see Mr. Sage In the office with a student reading a
book to him. Perliodically, he would visit a classroom to
read & book to the students. During one period of time he
read a book or story over the PA every week and any
classroom that wanted to tune In could do so. The
previous year teachers had been given baskets of
children’s books for a Valentine’s present. This year
they had been gliven a box of file fclders which was an
esssentlal organizing too! !n the whoie language program.
In the school offlce, baskets of chlldren’s books were
found on the endtables. A bookshelf i{n Mr. Sage’s office
was devoted solely to chllidren’s books. One of the
teachers mentioned that a question she had been asked
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during her selection interview was, "What was the |ast
children’s book that you read?" When a nationally known
whole language expert was brought in by the school
district, Mr. Sage offered to provide a substitute
teacher for any teacher interested in attending the
expert’s workshop, which was being held on a schooi day.
Articles placed in teacrer’s mallboxes frequen.ly dealt
with whole language. Children's books were used to set
the theme for each year. One year Mr. Sage worked with a
group of flfth graders on a weekly basis doing process
writing.

In spite or all the messages teachers were sent
regarding the whole language approach, they still
retained autonomy in selecting the approach they would
use in language instructlon. Mr. Sage indicated to the
recaarchers that he never overtly told teachers that this
was his personal preference unless they directly asked
him. A meeting with a group of teachers supported this.
When asked by the teachers what percentage of time he
felt should be spent on phonics instruction, Mr. Sage
responded but immediately followed his response by
telling them that they needed to do their own thinking
and be able to Justify what they were doing. One teacher
noted, "You kind of have to be a dummy to not know that
whole language Iis important around here. However,
we...can make our own decisions that ‘Yes, we need this
much of whole language, but we also need to do this’*".

Hands-on. process emphasis

Mr. Sage encouraged teachers to critically examine
not only what students learned but also how they learned.
The instructional delivery method that Mr. Sage
personally preferred was active, hands-on learning. He
confessed to one of the researchers that sometimes when
the copy machine got low on supplies, he placed an "out
of order® sign on it even though some supplies remained.
His hope was that being temporarily unable to copy
worksheets for students would force teachers to explore
alternative ways of delivering the same content. In a
meeting dealing with resource allocation he opted for
trade books in lleu of black 1ine masters. When surplus
funds seemed to exist, he purchased math and science
equipment only to find out later that the money had
actually been placed into the school’s account for ditto
paper. The choice of math and science materials he
provided for teachers (manipulatives, balances, scales,
equipment for experiments) indicated that the way
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students acquired knowledge iIn these subjecte was
important.

There were other examples of the Importance of
process as well as product. One teacher told a story
about a time when Mr. Sage had visited her classroom
while they were eating cake and discussing appropriate
table manners. Suddenly, Mr. Sage had chimed in, "We
ought to be baking a cake, not Just eating It." In
another classroom he sat down with the children and
showed them how to carve apples into dinosaurs and later
made dinosaur T-shirts with them as part of a unit on
dinosaurs. The previous year he had required each class
to develop a "polished product® for the year with which
they could "shine'. In many classes this involved an
ongoing process of development and refinement with some
classes not completing their project until the last week
of school. A component of who!e language program that
was prevalent In the school |Is a process approach to
writing. The focus is as much on the process studonts use
to produce a finished plece of writing as on the product
Itself.

The emphasis on process |s consistent with the value
of growth through understanding. Getting the right answer
was perhaps less important than developing increased
understanding of why the final product was attained or,
why the desired result did not match the achieved result.
Understanding "why" Informs future choice. One teacher
noted, "I don’t think I’ve really heard vet...what’s more
important, product or process...I th!nk what you’il hear
on this campus Is that iIt’s real Important to get klids to
understand how to develop It, not to worry about 1f they
get it right all the time."

Emerglina math and sclence emphasis

During an interview with Mr. Sage he noted that his
goal had been to L.ake Carver the best reading and writing
school he had ever been at during his first flve years.
Now, four years later, he felt that they this goal had
been accompl ished so he was now "balting people with math
and science". He algo indicated iIn the interview that
when he decided what to fund from teacher wish lists,
math and sclience Items would receive priority.

There were several examples that Indicated the
emerging Importance of math and science. Hal fway through
the academic year there appeared to be a surplus of funds
in the Instructional materials and suppllies fund. Mc.
Sage used the money to purchase balances, Scales, other
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science equipment as well as math manipulatives which he
then excitedly presented to the teachers as a gift.

He had succeecded !n getting his curriculum resource
teacher trained as a workshop presentor for AIMS, a
program that involved lncorporating hands-on actlvities
in math and science. She, in turn, had provided sta¢f
development for the remalnder of the staff. Mr. Sage
noted in his interview, "By having Ginny involved In
that, I got the latest research in Math and Sclence".

He was also working on a means of freeing a teacher
who was proficient at using an activity approach In
science from part of his classroom teaching duties iIn
order that the teacher could work with groups of students
from other classrooms on sclence as well as serve as a
sclence resource pecson. This same teacher "egularly did
a Mr. Wizard type science show for his cl¢ sroom which
was now being videotaped and made avallabl: for other
classrooms in the school to view. Mr. Sage had also
gotten several teachers involved In writlng a sclence
grant.

Henry Giroux (1987) In discussing critlcal
curriculum theory writes that the language of critique
and the language of possibility are essential to such a
theory. In a sense, the manner in which Steve Sage
influenced the culture of Carver Elementary School ls
characterized by critique and opportunity. He encouraged
teachers to constantly critique what they were doing iIn
the classroom. Concurrently he provided multiple
opportunities for them to improve their ability to
critique as well as 2lternative models of Instructional
delivery to congider. The opportunities were always
cholices rather than mandates. Consequently, he
simul taneously er.owered teachers, avolded manipulation
and, remained true to his values.

Forma of Symbollic Leadership

When the researchers examined the symbolic
leadership forms used by Mr. Sage, several forms were
discovered that had not been included in the original
taxonomy. These are underlined on Table 1.

While Mr.Sage used many of the symbolic forms
included in Table i, the primary ways he made his values
apparent wam through, a.) the way he spent his time,
b.) the way he acquired and allocated resources, c¢.) the
1>nguage he used and, d.) the external symbols he used.
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Use of time

Underlying the concept of time is the notion of
respect and caring. If we respect and care for ourselves,
we will use our time on those things we feel are most
important to us. If we respect and care for others we
will not waste their time.

Mr. Sage used his time to indicate what was
important to him. He spent it continually interacting
with teachers and students iIn ways that showed them he
cared and that directly or indirectly contributed to
their growth. He provided opportunities for teachers
professional growth In order that they could maximize
their capabilities and not waste the time of their
students. He frequently made teachers conscious of the
value of time by urging them to adhere to establ ished
schedules lest they waste the time of others. A |ine from
one of his bulletins to teachers perhaps most accurately
reflected the importance of time to Mr.Sage. "We need to
make sure we are using the time correctly...everything
revolves around time ever when we do not have enough ot
iIt.*

Resource expenditure

Tr » way resources were acquired and expended by Mr.
Sage was one of the most interesting aspects of this
study. The unwritten and unstated assumption was that
resources would not be an obstacle that restricted choice
options. During the interviews teachers continually noted
that materials and equipment needed was somehow always
provided. Through wish |l|sts and grant writing Mr. Sage
encouraged people to dream about what could be If only
they had the resources and then figured out how to
provide them with the resources needed. Resources thus
served to expand the choice options available to teachers
by encouraging them to think about poasibility. In
essence, resources empowered teachers to fulfill choices
that in other places existed only in an ideal world.

While resources were acquired primarily from

traditional sources, the uniques aspect of resource
acquistion at Carver was the variety of places from which
resources came and the degree in which each of these ways
were used. The school recelived merit school money from
the state, It had &n extended day program which netted a
profit, staff members were prolific in writing grants,
partnerships had been establ ished with several businesses
and, donations were solicited from numerous other
merchants.
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Use of lancuage and svmbols

Mr. Sage was a master of using language. He had an
innate knack for qulickly sizing up a situation and saying
the appropriate words. His words were frequently intended
to give positive reinforcement (e.g. "Oh, Mrs. Martin
will llke that*), promote good behavior In a positive way
(e.g. "You know, Mrs. Ralph, I bet iIf you closed your
eyes and counted to twenty they’u be ready to go*) or,
stimulate students to think critically (e.g. *Oh, I know
the anawer now! But I‘1]1 write it on a piece of paper."
or, "Who’s thinking llke Amelia Bedelia?").

Slogans, logos, songs, books, nalls, mirrors, and
other external symbols were used as a special means of
building pride, self-concept and motivation--stepping
stones on the road to growth. They further served to
embed certain language in the school that coulc later be
used to further reinforce values or themes. For example,
the schoo! slogan, "Carver: Where the Kids Shine*, and
the accompanying logo of the school stallion rearing
proudly with the rays of the sun shining In the
background, were intended to develop pride and
sel f-concept. Throughout the yYear they served as the
basis for references to individuals "shining". The yearly
book theme <(Nall Soup) and the final quin theme (Make
that Change) served to provide special motivation. The
language of shining was combined with references to the
nall campaign with statements such as, “What are you
dolng to rolish your nall?*

Summary

This manuscript has provided some examples of
symbol ic leadership and engaged in a limited analysis of
1t. The researchers, however, conclude this manuscript
draft with the feeling that this project Is Incomplete.
There are many events and stories in the data that remain
untold in this paper. The richness of the data and the
interrelationships between many of the themeez made
telling this story difficult. We hope that the current
draft has begun to capture a bit of the richness aand
complexity of symbollc leadership. We would appreciate
any critiques readers may wish to share with us.

The way Steve Sage tised symbols, language,
resources and time capture tie essence of his symbolic
leadership. We hope that his story and that of Carver
Elementary School will help in a small way to iInform the
practice of leadership.
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Appendlix

Interview Gujide

. Demographic Information:

Grade level
Years at Carver .
Total educatlional experlience

. How do you feel about working at this school?

. What is it that makes you feel this way about working

here?

. What makes this school different than other schools in

which you have worked?

. What Is important In this school?

. What do you think your principal thinks is Important

(generally/instructionally) ?

How do you know these things are important to him?

. Can you think of a situation where he demonstrated what

was Important to him?

. Can you think of any other incidents, stories or

examp les where he demonstrated what was Important to
him?

What Iis Important Instructionally in this school?

Is your principal involved with the instructional
program in this school? If so, how (cite examples>?

Do you think that teachers (staff, students) work hard
In this school? If so, what motivates them to work
hard?

How are resources allocated in this school?

How Is the school viewed by the sucrrounding community?

wWhat does the school do to Involve the community in the
school?

Is there anything else about your school that we
haven’t discussed that you think I should know?

40



Table 1

\4
TECHNICAL HUMAN EDUCATIONAL SYMBOLIC/CULTYRAL
plsnning consideration disgnosing ed ionsl prob) Aclions Languags
roordinsting rupport counseling teachers on instructionsl
scheduling cuncern matters wiy time 15 spent conversstions
budgeting individuslity supervision of instruction where energy is committed questions  ssked
sccountng sutonomy svaluation meetings asttended topicsa discussed
initisting  structure encouragement staff development where meetings are locsted snnounceiients
forms mansgement reinfo ce.vent curriculum development which items result in follow-up foedback given
growth opportunities® discussing instructions] program presid . ‘or cercmonies, gestures
building morale providing growth opportunities®® rituals, - nonverbsl communication
participstory things rewarded stories
decision-making downplaying one type of concern jokes
conflict mansgement (e.g. management) in favor of myths
discipline another (e.3. oducational) legends
team bduilding modsling favorite sayings
counseling touring school oft repeated phrases
visiting clsssrooms fumors
spending time with students, cootent of docoments®*®
teachers -agondas
ritusls -handbooks
rites of parsage -policy books
ceremonies -memos
WAY resources are acquured -newsletters
maioufces requested -letters
way resources are expended -slogans
decisions made -school philosophies
malerials distributed -mission statements
presents given -written comrespondence
proceuuroa/policies developed -other documents
-leacher bulletins
Arifacts -SIARL progosals
£Q084_EUDS
Documents®*** boaks read
-agendas
-handbooks
-policy books
-memos
-newsletters
-letters
-slogans
-school philosophies
-mission statements
-written correspondence
-other documents
-ieacher bulletins
Key -araalproposals
s cross reference. educstionsl school products
i cross reference human badges, pins, buttons
*%¢  cross reference arufacts
#%¢s  cross reference language
_._ items genersted by this stud

ERIC
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