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INTRODUCTION

In recent literature and studies on school 1mprovement and

a central theme (Herriott &

school culture vision 18

Firestone, 1984; Wilson & Corbett, 1983: Hallinger & Murpny,

1985;: Pettigrew, 1979; Bormann, 1983).

In the first part of this paper the concept vision ang

18 presented. Next., based on one

geveiooment. of a vision

a concrete and specific dgiscription of a vision s

case-study,

Special attention 1is given to the gaily events

elaborated.
and activities as reflections of a vision. in a tnhird part of

and low-visSion primary Schoois are

the paper high-vision
compared. These schools are 1nvoivea 1n a large scaie
improvement project (the sco~-called Renewed Praimary Scnool; for

see Vandenberghe 1987; 1988).
the dairly rout ne

more 1nformation,

The study of “vision” as 1t 1s reflectea 11n

of a scnhool 1s 1mportant, siInce vision became an i1ssue wnere

there s more often rhetoric than data-groungea gescriptions,

As Louls and Miles opoint out "However we need TO understand

more abpout what themes and visions are, how they work I1n a

schooi mmprovement project. and how they can be orcnestrateq,

or we risk 1I1ntroducing abstract concepts, tnat have ii1tl.e

1390, O.

practical meaning for educators’ (Louils & Miles,

217).

VISION AS DEGREE OF GOAL-CONSENSUS

Accoroing to Schein, culture 1s "The deeper level of bas?c

assumctions and beliefs that are shared by members of an
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organization, that operate unconsciuosly, and that define In a

pasic 'taken-fur-granted’' fashion an organization's view of

1tself and 1t's environment” (Schein, 1985, p. €). The shared

basic assumptions and beliefs are the resuit of aailly

interactions among teachers and other staff members. In other
words : members of an organization create their own cuiture,.

This means that culture can be considered as a soclally

constructed reality. It 18 a reallty wnichn nas a Serious

impact on the dally bpehavior of those working 1n  an

organiyzation (e.g. a school). (For a more elaborated

presentation of the underlying conceptual framework, see

Staessens, 1981,

“vision  and “vision buliding” play a centrai roie 1n ne

construction of a professional culture. vision concerns tne

goals an organizations wants to achieve: 1t concerns aiso

statements apout the future gevelooment of an organization.

Looking at a vision from a culturaily gerineg yerspective,

means that 1n a school tnere exists a set of snareo goals vy

all or by some of the organizational members. In other worads

vision as a set of shared goails does nOL mean tne sum ot

ingdiviaqual goals, but 1t concerns a degree of consensus among

staff members about the value of gaitly activities ana

decisions 1n relation to some goals ana about the future

development of an organization. In tnis paper, the degree of

goal-consensus 1S considered as the main 11naicator of the

existence of a vision.

In studies looking for the 1mpact of characteristics ot an

effective school on student results, goals consensus seems 1O

pe ar 1mportant variable. There 1s tne general assumpLion




4

that a continuous attention for goals to achieve py a schooi,
has a positive 1mpact on student results (Purkey & Smitn,

1983).

Goal ~-consensus has {and iIn some cases st1ili 1s) been

considered too rationally. when teachers, principals,
consultants and others tatk and think about the role of goals
1n a school. there 1s sometimes the temptation to elaborate
long l1ists of written statements about the mission of a
school, to devise plans and procedures which are very
rationally linked to the official mission, t0 suggest plans
for evaluation wnich are again strongly linked to the goals.
In other words. there 1s a tendency, taking 1nto consideration
the Ymportance of goals (vision) and goal-consensus, to buiid
up a set of rational activities (10ng discussions; ortfficiai
statements; evaluation activities; etc ...). The assumption
1s that this rational approach of explicitly stateg and
.

measurable aoals has a8 positive 1mpact on the organizationai
effectiveness. Goat consensus 1s, however, more tnan a
raticnal aiming and a rational consensus (Staessens &
vangenberghe, 1987, 343-344).

In orcer to make clear the meaning of ’'goal-consensus’' within
the cuitural perspective, the distinction mace by Haliinger
ang Murphy (1985) between ’'cognitive goals’ and 'cathectic
goals’' 1s very useful (see also Dornbusch & Scott, 1975}.
Cognitive goals are specific statements about tne desired end
results. They are specifically formulated, clearly measuranle
qoals which function as a control mechanism. Tney are reiated

to particular activities and are translated 1nto evaluation

cryteria. Unlike cognitive goals, cathectic goals concern the

J@ﬂ
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‘mission” of a school; they present a general description of
the organization’'s primary values. These goals serve mainly
as a source of i1dentification and motivation for the teachers.
They give meaning to their work and bind tnem to ttne
organization. According to Hallinger and Murphy successful or
effective schools are charaterised more by 'a ciear misstion’
(a degree of goal consensus) than by the existence of a iist
of specific measurable goals.

Vision. defined as the degree of goal-consensus., wnich 1s uine
result of dailly 1interactions among staff members (see tne
process of socral construction) will be 1llustrateg by case-
study-data. From this case-study we will learn how a vis:on
1s reflected through the daitly activities, put also now aariy
activities are shaoned by the existing vision, By qoirg s0, we
try to avoid a rather abstract description of a vision. It
1s the 1ntentioh to gescribe the content (what 1s 1L apout 7}
as well as the underlying process (now has a vision arm 1mpact
on gairly activities anc decisions 7).

Next. we will compare some primarv sSchocis 1In order to
describe differences between schools as far as vision 8

conce-ned. For tnis purpose we compare “"high vision - wiin

“low vision'-schools.

A CASE~-STUDY : VISION AT THE CORNFLOWER

The cuntext

This case-study 1s part of a larger study 1n wnich 116 primary

schoois were studiled. In these schools the school cuiture was

Iy
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assessed using a writta2n questionnaire (Staessens, 1990). In
nine of these schools a more 1n-depth study was conducted
(1nterviews. observations, analysis of written documents; efcC
N I In one of these nine schools the Jjunior researcher
spend six weeks and near the end of the schoolyear, visited
the school every fourthnight for one day.

During these si1x weeks, all meetings were attented. At
teachers were observed several times: teachers, clerical
personnel and the principal were 1nterviewed several times.
And all relevant documents have peen collected. All the dJata
were stored 1n a specific format so that an analysis Dy
computer was possible using the FYI-3000-programm (NTMmMei,

a.c.. 1986). (For a more elaborated description, see

Staessens, 1980.)

The school

The school was founded 11n 1963. Since then the numoer OF
puUp1ls 1ncreased aimost every year. Nowagays the school 1s
consiidered by the teachers and by the puplic as a high
qualitv school where 1t 1s good to work and to l1ive’. The
schootl buillding 1s relatively new (constructed 1n 1980) ang 13
verv well equiped. Already during the first meeting with tne
orincipal, it became clear that the staff 1s working very
nard. because they want to meet some standards. And as a
visitor, walking through the school, one 1s confronted with
manv memories of 1mportant school happenings. The history of

the school 1s kept alive through pictures, manifestations, a

vigec. etc ... The play ground s very well kept. The school

)



is situated in a aguiet area, at the border of the village.

There are five teachers n the nursery section {for chiidren
petween 2.5 and 6 year). In the praimary school (6 - 12 year)
there are eight teachers. Besi1des these full-time teachers,
there are colleagues working part-time (physical education;
religion). The principal 1s relatively young and 18 at tne

the school since three years.

Description of the vision at the Cornf lower

"Image-buirldineo based on internal qualiity

The auestion : “what 00 you consider important for your SCnooi
2" was used during the 1nterview as the main cue for
coliecting 11nformation about the vision existing at the
schooi. Unlike 1n many other schoois teachers at 11ne
Cornfiower 1mmediately answered that question. They were abie
to talk about the goals they want to achieve, not 1n a general
way. 2ut 1n terms of specific teaching activities. It was
also clear that they used frequently the same words ano
1dentical terms of phrases. This 1s an 1nagication for the
existance of a shared vision or goal consensus. From une
interv-ews we also learned that this shared vision 1s tLhe

result of many common experiences among the teachers.

The teachers, and also the principal, consider two goals as
very 1mportant. Firstly, the schcol has o delver goo 3
education” (see below}), They are willing to work very nard in

order ©o pe perceived by the local community as a very gooo
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school. So, mage-building is consi1dered as a valuable goal
for the school. But, secondly 1t 1s more than window
gressing. The 11mage must be grounded 1n good pupi1l results

and 1n good teaching activities. B8oth goals are compiementary
good results and teaching activities are a condition for a
Qooa  Ymage. According to the teachers, the goal image-
ourliaing based on internal auality 18 the result of a process
that started 1n 1963. Right from the start, the school nhaa to
survive 1n a rather hostile envirmonment, given the fact ‘'r.ere
alreadv existed another Primary School ({of another
denomination) 1n the village. So, the competition between tne
two scnools, lted to extra efforts by the team. The fact tnat
the number of pupils 1increased gradually every year, nas
reinforced the mportance of the two goals. And, when tune
princinal arrived three vears ago. he was able to support tne
axi1stIng vision and to reinforce the goal consensus. S0,
Lnderstanding tne vaiston of a school 1mplies understanding tne
1istorical strenght of the school and 1ts staff (Loulis &
M1.e2s, 1890, D, 31-3t},
Agked tor a more specific aefinition of “"good egucation , the
teaczhners as well as the principal agiscussed three elements.
Firstiv, providing good education tmplies to be informea apout
recent developments n the professional {educationai)
Iiterature. And according to some teachers, this 18 more
imporzant tor praimary schools teachers than for nursery
sSCnhoo ' teachers. During an Interview, after a fourthnignt
noliraav, one of the teachers remarked : "I feel good, because
I’ve »ad the opportunity to read a lot.

A =egdrg common element 1IN the definmition of good education



concerns the special attention for eacn pupil individually.
This 18 related to a specific vision about puplrls anag
problems. Pupils having problems are perceilved as chaillenges.
As soon as a problem 1s diagnosed (e.g. a reading proolem) the
orincipal and teachers - and 1n some cases 1n collaboration
with an external consultant - develop an action pilan. During
the interviews, several teachers gave examples of this kind of
1mmediate reaction leading to an adapted action strategy.

Tne recessity to pe 1nformed about the recent professional
l1terature and the individual approach of pupils 'mplies also,
according to the teachers, that each team member has to wora
verv nard. This 1s the third element. The quaiity of tine
ndivigual teachers t'We are professionals”) 1s considered as
a necessary condition for good education. But, IndiviaQuai
orofessionaitity 1s only possidle 1f there exists a supportive
climarte. During the 1nteirviews, several 11liustrations were
Jrven Dy the teachers which 1llustrated the ynoiviaua:
rasponsibility, put also the supportive nature of ne
nrotessional relations among the team members.

In summary : ‘internai guality’ 1s defineo by the teacners n
a Sommon way., Teachers share the same expectations ana accept
whese expectations as common goals. Tney all underliine in one
or an~tner way that this goal-consensus 18 the result of a
long nistory. Through several experiences and activities, ine
~eam nas constructed a vision which 11s I1ndeed more tthan
retnoric. Tnis 1nternal quality 1s used as a mean for tne

creat:on of a positive school image Lo the local community.

BEST COPY AVAILABLE
10
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"Strong engagement”

But, all teachers underline the fact that "good education ana
the positive perception of the school by the parents, 1§ ailso
the result of many years of hard work. The wiilingness Lo
work hard is supported by the good achievements 07 tneir
former pupills 1n Secondary Education and ULy he gradua i
increase of the number of pupiis. Asked Tor an explanation
for the succes of the school, one of the teacners saig Lo the
interviewer : "By working very hard, and by coing sO we are
accepted by the community. They know us and tney Lrusit us

For the parents as well as for the teachers the schcol 1s
characterized as a hard working team. The statrt has creldated a
svstem for so$$51 control : extra work, even after scChool

time. 1S constidered as the norm. AnNg the wiliingness Lo worn

eaxtra 18 considered as an i1ndication for profess:onaiisn.,

"Tne teaching staff as a sociraiirze
vision, defined as goal consensus, 18 10t tne resuill o7 a
rational analvsis and ptanning but 1t 1s the resuil OF Jdais.

activities and exp:riences which shape inhe way lhe leacners

perceive theil1- tasks and their school. in otner wordas
teachers "create’ a vision. So, we can expect that teachers
also become bearers of that vision. This was very WwWe.:

reflected 1n stories 1n which teachers toid tne 11nterviewer
about the way they react to new teachers who Lry O mimimice
their efforts. Some of the teachers tola the same story apbout

a substitute teacher who did little or no pianning and whw

11
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left the school rather early. The staff felt offendea ano
decided to 1inform this teacher very explicitiy aboul tne
existing norm. By doing so, the staff defends and pepresents
very explicitly the existing cuiture 1n generat ang tne
exi1sting vision about "being a good teacher’ . Aga'n, teacnrers
create for themselves a kind of social controi; they protect
the existing norms and values. ANg several teacners perieve
that, 11n case the principai would 1eave ne scnocor, Lnis
vision about good education and professicnalism wou 1 @
continue. Culture and visiIon 1s nOt {iInked TO one person
{e.q. the principatl}, but 1t 1S an organyzationa:

characteristics which 1s refelecteg 1n what the Team QCes &

thinks.

From tnis description of vision as goa!-consensus ai. urh-
Cornfiwer, we learn that firstiy a vision nags a comprenensire
nature, The vision 1s clearly linkeo Lo Lae nisituory of tre
school. The vision concerns several eigmants OF  Lnie Sl
such  3s  the norm for good education, tne qua'ity of e
indivigual teacner, the quality ot wne Team ansé e way LU o
schoo0l 1nteracts with the local community.

Seconadiv, goal-consensus 1s a snared reaitty, 0oy @ snrar=C
vision which 1s constructed trouah severat aclivilies gur g =z
long period of time and which 1s supportegc anc reinrorceg 2o»
the principal. The principal as well as the teachers are U ¢

buliders and the bearers of a vision. An: tnhirgly, the gca -

consensus has a dynamic nature. It ¥y8 a Joint engeavour ang &

i

motor for 1ndividual practice. This 13 rertlectea in U

concern for permanent I1mprovement: Lhe principatl Stimuialeés

12
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the teachers dailly in their efforts to be up-to-date and to

try new teaching activities. S0, goal-consensus creates a

future-directed climate.

Role of a vision as goal-consensus

A vision, as we find 1t at the Cornflower, creates coherence

and a feeling of unity. Some ot the 1ntervieweu teachers taik

about the Cornflower~family: all those who are wiiling to work

nard and to support the school are members of one big Tamiiy.

The wvision as unifier 1s supported through atl kinds of

material elements such as an emblem wnich 1s found throughout

the school and on all officiral letters, The <Corntlower 1s

1gdentifiable as anm unity tnrough the embiem. There exists

also a school-sticker designed by the pupils. At the ena of

every schoot! yvear the staft organ-czes a goodbye party for ali

the chiidren. In his opening sfeech tne principail gives when

an overview of all ¢tne Important activities aquring the past

schootvear. By doitnag so he has the opportunity to focus on

these cocals which are 1mportant for the school. Speciati

attention 1s paild to the pupi1is who leave tne school. For the

teachers this 1s a very meaningfull activity, because they

experience very lively the resuits of their past efoorts

again they have been able to educate a generation wnich 1s

readv for the Secondary School.

A vision not only creates a unity, but 1s also & mobirirzing

force. The positive results experienced by the tLeacners,

nrove thnat the shared vision 18 very valuable. feachers do

13
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belireve that they have the “right” vision. There exists a

strong 1dentification with the school which makes 11t easy for

the teachers to work very hard. Teachers are proud to be a

member of the team and to be a teacher at the Cornflower. In

other words what 1s expected from a teacher at Cornfilower

becomes meaningfull and is easily accepted through the shared

goal=-consensus.

Vision as goal-consensus : an interim assessment

what do we learn from this case-study ?
It 1s oculet clear that a case-study creates room tor a ricn

and thick description of a vision and the processes ungerlying

the creation as well as the 1mpact a vision has onh galiy

activities. In orther words : through a weil designed case-

study one can aveld a rhetoric discussion about the importance

of a vision, we aisco learned that vision, as goal-consensus,

18 Ingeed an 1mportant gpart of the culture, but also that tne

ex1s8ting culture shapes a vision.

vVision 18 created by the prancipal, but only to some extent.

visiar 1s also communicated through teacners 1nteractions ang

through datly agecistons and activities. Teachers are aiso

creators and communicators of a vision. In other words, a

vision 1s not only created by leaders, but 1s o0eveioped

collectively by actions and reflections. SO0, a schoolleader

can trv to create a vision and to support 1ntentionalily ail

activitles which reintorce and communicate a vision, put

teachers are not 'sold” a vision., they know tney help toO

create a vision and they Know from experience tnat they can

14
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influence a2 visicn (see also Loulrs & Mites, 1990, p. 236).

In summary, vision as part of a school culture 1s “socially

constructed”.

HIGH-VISION SCHOOLS VERSUS LOW-VISION SCHOOLS : A COMPARISON

Context and the i1nstrument

As we already 1ndicated this paper 1s part ot a iarger stugy

involved 1n

about the professional culture In primary schootls
a larqe-scate improvement project (The Renewed Primary
Scheonl - R.P.S,. In nine schools an 1I1n-depth study was

congucted. In this third part of the paper some resuits of

the 1r-gentkh studyvy are presented.

In orcder to obtain concrete and specitic information about ne

schon! culture and the implementation ot some of the R.FP.S.-

aoais. a asemi-structured iInterview was constructegd (for more

mrormation. see Staessens. 1990; 1991). Two different types

Of qua2sTIoNS were gistinguished informative ang explorator.

aguesticsns, The former concern factuai, objective situations

ang irTormation about events., such as : 'How often 1s Lnere za

starf meeting 1n your school ?’ or 'Can yoOu gtve an overview

of the various activities which have taken place siInce tLne

beginning of the schoolyear up until now ?., The

'exploratorv’ guestions concern experiences and perceptions o-

the 11rterviewees., such as : “"Carnr vyou tell me what your

finds mportant ?7: “"How would you agescripe your

princinal

schoe’ Lo the parents 7?7, Etc..

exdc BESTCOPY AVAILABIE 15
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Selection of the schools and data collection

The selection of the nine schools was made 1In consuttation
with mempers of the Central Pedagogical Teams of tne R.P.S.-
project. The size of the school, geographical character,
starting year 1n the R.P.S.-project and the wililingness to
take part 1n the study were all taken I1nto account. Further
more, 1T was considered necessarily that tne principal nagc
workead 1n tne school for at least one year.

In each scnool the orincipal and at least nhalf of the number
of teachers were 1nterviewed. This resuited 1n €7 Interviews.
The researchers were at least two and at most three days 1In
the scnecotl. The scnools were always visiteao Dy two
researchers at tne same time. Conversations itasted on average
an hour &ang a naif ano were systematically tape-recoraec. In
each scnco’ a guirded Tour was organizeo Dy Tne principai.
Iimmegiate + after tne visit first Impressions and context

informatison were noted by eacn researcher indepengentiy.

Processing and analysis of the data

All tTranscribed 1nterviews were coded 1Into a coaing scneme
specifica'iy designed for this study. The codes ang code
compbinations were then processed by the FYI-3000-plus computer
program (~a1mmel, e.a.. 1986). with this program 1 Ynilerview
fragments wnicn retfer 10 the same coge combination can be

recailea per teacner, per school and across all the scnools.

16
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This processing resulted 1n a written “culture portrait”™ per

school (we called this the vertical analysis). vuring this

first stage some preliminary hypotheses were formulated about

the character of the culture and about tne 1mpact of tne

culture on the 1mplementation process.

In a second staae the schools were studied from a comparative

~

point of view {the horizontal analysis}. The main aitm was Lo

detect some cuiture patterns and to descripbe comparabie oOr

contrasting mechanisms which shape the culture and whicn have

an i1mpact on the implementation process and resulits.

The second stage resulted 1n three groups o0t schools, with a

typical professionatl culture. Tnese thrae rtypes or

professional cultures are desctibed in more getai m

Staessens (1990; 1991 )., The descriptions are sLructurecs

oroung three variables which are the tnree basi1sc eiements of7

the conceptual framework underlying the stuay. Tnese Lnree

variables are : the praincipal as burlger ang bearer of une

culture: goal consensus; and proressionrnatl retationsnips amongs

reachers,

In this paper we focus on goal! consensus and Lne two exiurene

groups of schools as far as goal consensus s concerned. we

found 1n two schools very c¢lear Indications about a nigre

degree of agoal consensus : this 1s the "hign vision -grouz

descrived as “schools with a mission . In four other scnouirs.

many octservations and 1nterview data i1ndicateg a itacrk of goa

CONSensus this 1s the ~low vision —group descrit.ed as

17
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"schools sailing without a compass’.

In the next section these two groups will be compared. This
comparison 1s structured around three questions :
(11 Are teachers and principals aware of the existence
(or non-extistence) of a vision (goa: consensus) ?
{2) How 1s a vision communicated among tne staff
members and what are typical i1nterventions by the
principal supporting the communication process 7
(3) what are the differences between "nigh ang “"iow -

vision schools as far as the 1mpiementation

process 1s concerneq 7

These tnree questions reftitect the basic assumptions about

school culture 11n general and (the role of) wvision 1n

particular. vision, detinea as goal consensus, 1s the resuit
of communication among team members. 1L 18 Created whrougn

common experiences and shaped througn galrly activities
tquestion Z1}. SO0, we can expect that actions anag reflecrtions
relater to goals and expectations which are considered as very

importent for a schoo!, will rise the awareness (gquestien 11},

Given tne nature of goal consensus 1h a Schooi and the way 1.

18 constructed., one can expect that a shareg visiaon has an

1mpact on the way an 1i1nnovation 11s adopted and mpiementeg

{ question 3).

Awareness of the existence of a vision (question 1)

The " low-vaision'—-schecols are charaterizeg by a very low degree

exlc BESTCOPY AVAILABLE 18
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of awareness. An analysis of the interview data led to two

different indications.

Firstly. some teachers considered the question “What do vou

consider 1mportant for vour school ?° as a very difficult one.

sometimes this gquestion was followed by a rather painfull

siience: after a while they asked to repeat the question. The

answers given by the teachers and the principal are general

ang vague, they vary considerably anc concern very obvious

1gsues such as : “"the curriculum 11s 1mportant’; “c¢hildren

*

should learn something”:; “"children must be controlied”, etc

It 18 striking that 1n most of the answers, we founa

expressions, such as ‘I pelieve ..."; "I tnink ... ; "1

suppose that ... It seems very difficult for those

teachers and principals to reflect or to tailk about the schooti

as a professional organization which s more than the sum of

the 1ndividual classrooms. Reflections about goals and tne

future cevelopment of theilr school, are Iimited to 1ndivigua:

tasks. ang to 1ndividual teaching activities.

Seconglv, some teachers working n “low-visian -schoois

immediately understood the guestion as well as the fact that

this question concerned the school and not the 11ndyvidua.

teachers. Theilr responses were very clear : “"Here In our

schooil. there are no common expectations or dgoals, ana 1

regret this'’, Some of the teachers told stories about other

schools they know or where they had been teaching for some

vears. and where there existed indeed a common concern for the

future gevelopment of the schaol. In other words, those

reachers 3zre clearly aware of wrat they are missing : “Here,

19
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in our school, we lack a vision; we really don't Know in what

direction we should go.” Or : “wWe discuss many 1ssues during

our staff meetings, but at the very end 1t 1s impossible for

me to tell you what we find 1mportant.” And 1t 1s also

striking that most of the interviewed teachers accused the

principal for this low degree of awareness and point out very

clearly, that goal-consensus 1§ only possible when there 1s a

person who 1S stimuiating and coordinating retlections and

actions.

The lack of goal-consensus N0 these scnhools, does not meiy

that 1ingividual teachers don’'t have any personal 1deas about

goals which are worthwhile to achieve. Most of these teacners

work wvery hard and sometimes Kknow exactly wnat they want Lo

achieve 11n their particular grade. It 1s typical for thes
schools. that most teachers focus exclusively on individual
teaching activities. As one principal toid the 1nterviewer

“In our school each teacher 1S working very hard. But 1f you

asked me : tor the classroom or for the school, then 1 shou

Most of my teachers exclusively thinx

about Tthe work they have to do 1In their classroom; 1inere

ex1sts no reflections about the school.’ .

The “han—vwsion”—schools on the contrary are characterized by

a high gcegree of awareness of the common goals perceivad by

the staff as very important. During the 1interviews, teachers

almost responded 1mmediately. Here it 1s typical that they

talked about individual teaching activities, but they

assocrated what they personally were doing with common

expectations and shared goalis existing 1In the team. Althougn

20
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there were some differences between the schools, 1¢ was
strikinag that teachers were used to talk about their sChooti,
and not oniv apout theilr Ingividua! tasks. Tnere were many
1naications that actions ang reflections are based on a
common iy accepted school philiosopny or vision.

S0. Desides the awareness of a goai-consensus, we also shoutlaq
ungeriine tne fact that tne vision nas a real Impact on what
Teacners are saving ang a01i1ng. To some extent, goal-consensus
can pe labelea as “active’ aqoal-consensus. In otner woras :
most of thre teachers of the "high-vision ~schools are useg Lo
O018Cuss wnat thevy are cdoing. what tnev fing 1mportant: tutney
are useg TO propose  suggestions for  improvement anag to
1mpiement JCtivinies ang suggestions proposed by colieagues.
There exigts a kina or a we-teeiing . In summary : uUnese

reacners are creating a missi1on  for their school.

Communicat:ion ot a vision through principails’ nterventions

tauestion

In Jow-v131'on -scnonis the communication among teacners aboul
agoals oOr 3 .I1S1OnN 15 very weak. AS a8 resuit there ex1sLts a
fow gegree D2t common concern tor the scnool. MOSLT OT tUhe

Iinterviewea teachers expiaineg tnat there 1s no specific
reason to i1nvest extra t me and effort for activities peyond
tne classrocm borgers. Tney mainly focus »n th2ir classroom
duties and 11ndicatea Tthat 1T 18 very oOifr-cult to fino
colleagues wno are wiliina to collaporate.

This situat »on resu:!ts In a tack OFf communication, not onty

apout a viston, Dbut a:s0o apout the future gevelopment of tne
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[
school. Confronted with this situation some teachers are

unhapoy: others accept this situation and are satified with

1ust being an ordinary school”. It 1s very difficult for

these teacners to 1mage common discussions about goals which

result 1nto a regefinition of the mission of their school.

The teachers of the "low-vision'-schools do not consider their

principal as a team member who supports activities which lead

o a shared vision. During the 1nterviews, we askegd tedcnars

¥ their principal has specific expectations for their schoo!.

In general. the answer 1s very simple and short : “"We don't

know ¥ our principal has any particular expectation’. Tnere

1& more teachers explained that the communicati1on uvetween

them anag their principal 1s superficiral and sometimes of a

conflicting nature. They especially underiined the fact tnat

thelr praincipal has no interest 1n what's going on 11n tnhe

classrocms. because they believe ne or she 18 not capabe:r Lo

wupoart e datly teaching activities. A Tack of

protessiItnalism 1s percetlved as the maln reason tor a iow

ceqrea o communication between the teachers and wne

neincioat .

Durina tne 1nterviews with teacnhers of the four nigh-vision -

schoo s, many 1ndications were given for the existence of

communication channels of a different nature. 1In general, tne

nincipal ~“as considered as the mayn “‘communicator’ . For

Instance. he permanently asks questions, ne visits reguiariy

srocvs, makes short notes, communicates clearly why a

41}

Gla

gecs*on 1as been taken. This does not mean that every

teucner Z:ways agrees: also 1n these schoois there exist some

e
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conflicts between teachers and the principal (see pelow). it

does mean that teachers can indicate many datly 1i1nterventions

by the principal which result 11nto a reinforcement of

expectation and the creation of a shared vision. So, the

principal 1s perceived by the teachers as a buiider and bearer

of a vision,
The vision 1s also communicated by a written schoo!l work plan

or otner aocuments which give an overview ot tnhe goals the

school wants to achieve.

In summary, through the principal and trough ail kinds of

written gocuments, goals and expectations are daity

communicated. In other words. 1in these schools onhe can

indicate vision~'storages and vision- cnannels . As &

rasult., there 1s a Ccontinuous re+ lection andg assessment of

what's coing on 11n the school. Crit-cal rerviections are

consiteredg as a natural part ot an organization louking for

mprovement.,

Related to the existence of a goal-consensus, teacn2rs Ta theag

frequent v about the requirement 110 justity tnetlr personal

gecisions and teaching activities. Teachers 4dare expecteg LO

yustify wny they 4o or why they gon't agree witn some

proposals. And in one school, teachers ingicated Ltnat

sometimes they felt frustrated by the permanent pression tor

justification ("Our principal knows only one question wWny

are you doing this 77).

so. contlicts are not unusualt. But they are usec as.-cnanne:s
in

througn which reflection and discussion pecome possiole.

other worcs., 1n the "high-vision'-schoots contfiicts dare notl
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experienced as negative events. They create room for

reinforcement of the goal-consensus and also, 1f needed. for a

redefinition of the vision.

what has been sai1d about vision can lead to the observation

that 1n these four schools, vision 1s an abstract phencmenon

or 18 something which 18 formulated In a written document, un

The contrary, 1t 18 very striking that teachers are actually

tatkina - during the 11nterviews -~ about concrete teaching

activities and about their concerns. But they explain very

well that thelr activities are the result. of commoh gecisions,

that thev know why they jhave changed a part af the daity

routine, eLc ... In other words, vision as goal-consensus 1s

part. ot the dally Iife and activities., One could say tnat the

vISION 1= Tinternalized’ in tne professionar 1ife of  each

teacher,

This T lcoring pevond the classroom porders’ results 1into a

hyan commrment for tne scncotr. Teachers are wirlling to work

extra hara when a schoo! prabiem nas to ve solveo. common ang

extra et+0ort. 18 & gnared norm, Ang tnis attituge and aiso Lne

shared bpD2ltet apout the auality oOr tha sCcnoot, Support each

INQIVviIcLa: team member ,
Character of the 1mpliementation (question 3

As we already ingicated, IOW=v1S10N -3CNOO IS are

£ . . ~
character-ed by a tack of goal-consensus . feacners are not

used to reflect about common scnool gqoals. fnere ts nNO cledar

1gea apout the future gevelopment of the SCNoG!.

This lac- »f a platform for common rerliecrtions (reates many
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q1fficulties when schools are confronted with an 1nnovation,

especlallv with an i1nnovation which 1s a compiex one. The

R.P.S., being a multidimensional and complex reform, can oniy

pe startegd 1f the team 18 acle and willing tO assess the

ex1sting auality of their school and try to come tc shared ana

¢ lear decisions. For a “low-vision -school this 18 a very

unusual requirement. Shared consultation creates so many

ditficulties that 1t 1s almost impossibie to design a workabie

implem@ntation ptan.

[n some schools the confrontation pbetween a tow-vision -

school and a complex reform, resuits into ingiviauat

1nitiatives by some teachers. In other words, a rerorm such

as R.F.5. creates no commonly ac~epted task for the renewal of

*ne schoot.,

s1nce 'n high-vision -schoois, reachers are used to refiect

qoais, a reform creates aitmost

Aangd o TTInk anpout common
rmmegiate v a common reaction., Tfeachers are used to retf ect
crttooca o anhout external porposals and to assess tne

consequenceas tor their school and the1lr teacning activities.

Tthhe exiztence of a "qoal-consensus’ aliows teachers Lo

tranclate the general goals of the R.P.S5. 1nto schoou l-adapted

activitles., huring the 1nterviews many questions concerned

the way a school has organized the early 1mplementation

activities. From the answers, we learned that the early

implementation acticities are a biend of critical guestions,

preliminars pltanning of a Timited number of teaching

activities. reshuffling of plans, evaluation of first

e»periences., etc... All these activities are supported by the
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principal. The end result is that the innovation is, to some

extent and for the time being, 1i1ntegrated 1nto the daily

school 1i1fe.

As far as ‘vision® i1s concernad, we oObserved that the existing

vision was a qood basis for discussion and evaluation of the

R.P.S.~goa'ls, But we also observed that the eariy

imptementation activities reinforced the existing vision. As

one of the teachers itndicated : "At the beginniInNg we waere very

criticalt and considered the R.P.S. as very comptex and

unc leat . But, after a while, we were able tc transiate some

of the aeneral goals 11nto activities which reinforced the

importance of what we were doing for children naving reaging

problems. This process of 1Integration helps teachers to
ungerstand what they are doing; apparently distiincLive

elements are i1ntegrated 1nto a biroader 1mprovement effort (see

alse Louts § Miles, 1990, p. 223).

Conclusions

Schootls do giffer 1n many ways; they aiso oirtfer as far as
‘visiton’ »r “"goal consensus’ 1s concerned. In some schoois

there ex'sts a high degree of goal-—onsensus. feachers are

able to talk about the common goals and to give many examples

of teaching activities which reflect the commonly acceptea
gqoalis. In other schools, teachers have many difficulties to
talk about goals beyond the classroom borders. The datiy

school ang classroom routines have not created an awareness of

a shared vision.
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From the analvsis presented until now, it is quiet clear that

vision 1s more than an abstract concept. “vision or “goal

consensus” 1S socially constructed. Communication, shared

expariences. contlicts, practical plaaning, ongoing

evaluations and other activities are part of an %ngoing

process tnat support teachers and principals 1n their daiiy

effarts to construct a vision.

ira qgquality of the implementation process and 1mp tementation

rasults are determined by the existing vision. A degree of

"qoal consensus® offers a platform for giscussions among

-

t.eachers when they are confronted with an innovation ana i

offers aisa a basis for the planning of early implementation

activites,

ir low-viston -schools, teachers miss th1s consensus aboutl

chars  arc a tradition of collaboration which aliow shareo

fer1s1on-maxking and pltanning.

DISCUGSION

viginan s ndeed a core component of a school culture. Vis1on

as  goal-consensus 1§ reflected 1n many 1ndications. It s

part ot tne dailly school Ihfe.

Erom a research point of view, thi1s means that 11t 1s possibie

to gifferentiate schools as far as vision 18 concerned. BuL

cince vis'on 1s the result of a process, 1t 1s not alway>s

easy. as an outsider to describe the exi1sting vision anad o

e«plain tne 1mpact of that vision 1n a reliable way.
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A good understanding of a vision implies a research plan in
which many different factors are taken 1nto consideration.
The analvsis of a vision and an understanding of the impact of
a vision on the daily life of scnool, 1s only possible through

a process of continuous confirmation of different

observations, events, etc. oo The main task from the

researcher’'s point. of view 1s finding a way to reconstruct the

process wnich creates common expectations among the teachers.

One of tne conseguences is that a researcher has to collect

different kinds of information and to be at the school for a

longer period of time.

But one can also look at vision from another point of view.

Experiencea change facilitators are aware of the 1mportance of
a vision, And some change ftaciiitators can describe very
detaltlec the existence (or lack) of a vision 1n a school. in

this contevt., 1t 1s an obvious guestion To ask for strategies

for the creation of a vision 1IN other words some change

facilirzators are looking for strategies te ncrease the degree
of goa ~-Cco rsensus. It seems. from the data we have, that this
1« a very ar1fficult task. As we 1hdicated 1n the i1ntroduction

of this cader, vision 1s not the resuilt of rational planning

and discussions: vision 1s far more than a list of written

statements.

‘V1swon 1s related to the history of the school and 1s shaped
bv manu gc:fferent factors. It seems almost 11mpossiblie to
inf luence vision 1n a ‘direct” way. But we found 1n our data
some 1nc-cations about indirect” strategies which 1ncreased

slight:v =ne degree of goal-consensus. In some scnoots,
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principals succeeded 1N organizing meetings during which

decisions were taken about small and specific changes 1In

teaching activities. to set up a precise time-iine and to

organize discussions about imglementation successes anda

difficulties. These types of interventions, aimming at

1ncreasing the collaboration among teachers, have a positive

impact. Teachers experyence, through sometimes agi1fficult

collaboraton, some positive successes. Step Dy step they

become aware of the potentialities of collaboration among

colleaques, And as a result of this growing collaboration,

they aqradually talk and think about goals whicn are important

for the &choot.

Tnis finding confirms other researchers wno have suggestec

‘dailiiness’ as & strategy to 1ncrease the perception of

vision. Manassee (18865 says : “"that principals use smali,

mundane cdatlv tasks and interactions, tnat leagership i1nvolves

the 1ntus - on of routine activities with meaning ang viston .

Lwver (13x4) has found attenting to tne vision through gdatiy

activities 2nhances tne devei;opment 2f a snareag vision. Anc

also Boister 11349 came Lo the conclusion that the
princicals “or whom dairliness was an important aspect ot thear

pians communitcated thelyr visions more effectively’.,

To some extent, principals and (external) change facrlitatours

can coreate room for a ‘construction process . vision 1s
shared understanding, shared decision making, sharea
evaluation. etc... As long as there are no opportunities for

this tvpe of ‘“sharing ' -activities, one cannot expect any

impact of i1nterventions. In other words, trying to increase

the degree of qoal-consensus 1n a schoot, always means

29

d



29

Oeveioping nterventicons which give room to common
consulitations and gecisions. S50 attention Lo vaision s
gemonstrated by 1dentifying ana creating a focus (8ennis &

Nanus. 1985,
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