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JanetJanet ChrispeelsChrispeels 

rOIllrOIll thethe beginningbeginning ofof herher tenuretenure asas ParamountParamount rvl1ddlervl1ddle SchooJSchooJ prlllClpaJ,prlllClpaJ, 
ChrlsChrls MorrIsMorrIs wantedwanted toto Il1volveIl1volve teachersteachers IIIIII thethe deClslOn-mak111gdeClslOn-mak111g processprocess 

ofof thethe school.school. ll -- 33 SheShe wantedwanted anan "advIsory"advIsory teamteam shanngshanng theIrtheIr knowledge"knowledge" toto 

makemake ImportantImportant deCISIonsdeCISIons andand toto gathergather InformatlonInformatlon thatthat wouldwould 
lIlfOfmlIlfOfm thosethose deCISIons.deCISIons. TowardToward thIsthIs goal,goal, sheshe createdcreated SchoolSchool LeadershlLeadershl pp 
CouncIlCouncIl (SLC),(SLC), andand fromfrom thIsthIs councIlcouncIl emergedemerged thethe SchoolSchool LeadershIpLeadershIp TeamTeam 
(SLT).(SLT). UnderUnder berber leadershIp,leadershIp, ChrISChrIS envIsIonedenvIsIoned thethe facultyfaculty andand staffstaff worklllgworklllg 

asas aa tean1tean1 Il1Il1 whIchwhIch "everyone"everyone wouldwould havehave equalequal weIghtweIght mm theIrtheIr 
decIsJons."decIsJons." ThIsThIs waswas toto bebe thethe beginnmgbeginnmg ofof aa newnew FormForm ofof leadershipleadership atat 
ParamountParamount I\11ddleI\11ddle School,School, unlikeunlike whatwhat teachersteachers andand staff hadhad seenseen IIIIII pre­pre­
VIOUSVIOUS years.years. ShanngShanng leadershIpleadershIp responslbllmesresponslbllmes isis somethll1gsomethll1g thatthat "I"I believebelieve 
InIn........ II thethe moremore teachersteachers andand staffstaff membersmembers areare empoweredempowered 
InIn declslOlls,declslOlls, thethe moremore youyou getget bUY-ill,"bUY-ill," sheshe said.said. AsAs PeterPeter SellgeSellge (1990)(1990) ll1dl­ll1dl­
cates,cates, however,however, maklI1gmaklI1g "changes"changes 111111 infrastructure,infrastructure, likelike reorganIZatlOnsreorganIZatlOns andand 
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rewardreward SYsterllS,SYsterllS, ottenotten have.'have.' 
(p(p 40)40) andand cancan hehe difficultdifficult toto aehlcH'aehlcH' whenwhen ('m'l('m'l 

andand nrergroupnrergroup facmesfacmes conspIreconspIre toto th\\'"HIth\\'"HI rherhe process.process. 
ThiSThiS focusesfocuses onon thethe acrl\)!1Sacrl\)!1S ChriSChriS J\10rn5J\10rn5 rookrook :15:15 ofof aa 

middlemiddle schoolschool toto fulfillfulfill herher goalgoal ofof sharedshared dt'C'lslondt'C'lslon itit alsoalso presentspresents thethe 

uncerramryuncerramry sheshe wrestledwrestled \vlrh\vlrh :15:15 sheshe toto :1...-11lc\,c:1...-11lc\,c he'l"he'l" VISlonVISlon 

diS­forfor ParamountParamount lVl1ddielVl1ddie SchoolSchool andand thethe 0ppOSHlon0ppOSHlon sheshe clllounrcredclllounrcred fron1fron1 diS­
tricttrict leadershIpleadershIp reamream andand snff.snff. \XJ\XJ cc CXJmllh'CXJmllh' hm\!hm\! 
rel3tJonshlpsrel3tJonshlps amongamong thethe supenntendent,supenntendent, :lnd:lnd SLTSLT conrnhurcclconrnhurccl (0to 

andand conflictconflict forfor thethe asas sheshe endeavoredendeavored 1010 herher mvnmvn 
rolerole andand achIeveachIeve anan empoweredempowered schoolschool tCaIll.tCaIll. OftenOften arremptsarrempts acac 
sharedshared leadershIpleadershIp areare nornor asas srralghtfor\vardsrralghtfor\vard asas andand rherhe conceptconcept 

"team""team" suggestssuggests thatthat rogetherrogether rherhe reamream "cln"cln moremore thanthan thethe slimslim 
cmalcmal ofof thethe Il1dlvldualsIl1dlvlduals rnvolved"rnvolved" (ProfeSSIonal(ProfeSSIonal ~emll1:1r,~emll1:1r, JJ 9')6).9')6). 

W/eW/e hlghhghthlghhght rherhe manymany complexcomplex InteractionsInteractions thatthat emergeemerge asas thethe teachersteachers andand 

prmClpa]prmClpa] workwork toto ImplementImplement bortom-upbortom-up reformsreforms thatthat chalchal rrac1iClonalrrac1iClonal 
parrernsparrerns ofof lllteracnonlllteracnon andand leadershipleadership atat thethe schoolschool andand mm thethe dIstrICt.dIstrICt. 

WrestlingWrestling SharedShared LeadershipLeadership 

SchoolsSchools rhroughourrhroughour rherhe Ul1ltedUl1lted StatesStates andand manymany otherother COU!lrncsCOU!lrncs areare Imple­Imple­
mentingmenting variousvarious formsforms ofof sharedshared deCIsIondeCIsIon maklllgmaklllg andand esraesra blishll1gblishll1g 
slte-basedslte-based managementmanagement (SB1\1)(SB1\1) teamsteams oror committeescommittees (Clune(Clune &_&_ \Vhlte,\Vhlte, 1988;1988; 

HargreavesHargreaves && Evans,Evans, 1997;1997; JohnsonJohnson && Palares,Palares, 1996;1996; MalenMalen && Ogawa,Ogawa, 
1988;1988; WallaceWallace && Hall,Hall, 1994;1994; Wohlstetter,Wohlstetter, Smyer,Smyer, && Mohrman,Mohrman, 1994).1994). 

AlthoughAlthough thethe deslredeslre toto lDcorporatelDcorporate effectlveeffectlve sharedshared dec1slOndec1slOn makll1gmakll1g lSlS Wide­Wide­
spreadspread andand hashas beenbeen asas thethe 01)rtl11Unl01)rtl11Unl formform ofof forfor IT10rCIT10rC 

thanthan tenten years,years, schoolschool systemssystems COlHmucCOlHmuc roro wresdewresde VVHhVVHh dd!l11i1gdd!l11i1g andand 
menrll1gmenrll1g SB}VlSB}Vl toto ensureensure thatthat schoolschool ,nfJuencc.:s,nfJuencc.:s te;1Chte;1Ch ;111(1;111(1 

leanllllgleanllllg practicespractices BoardsBoards ofof educationeducation Vvall[Vvall[ se]se] neenee thatthat Improve'>Improve'> 

srudenrsrudenr learnIng,learnIng, butbut thethe hnkhnk betweenbetween SB.MSB.M andand srudcnrsrudcnr acl11cvemcnlacl11cvemcnl 

hashas beenbeen shovvnshovvn toto bebe renuousrenuous andand ofrenofren lI1clJrecrlI1clJrecr (Malen(Malen && 
}Vlarks}Vlarks && 1997;1997; Smylie,Smylie, Lazarus,Lazarus, && 

establlshmenrestabllshmenr ofof reacherreacher leadershlf)leadershlf) reamsreams createscreates newnew rolesroles andand re!8uoll­re!8uoll­
shlpsshlps forfor reachersreachers andand prll1clpalsprll1clpals \Vlthlll\Vlthlll schoolsschools andand betweenbetween thethe schoolschool andand 

thethe c!lstncLc!lstncL LeadershipLeadership teamsteams alsoalso mustmust copecope \vH:h\vH:h mumu rara 
changeschanges mm districtdistrict oror siresire shlfnngshlfnng polICies,polICies, andand envIronmentalenvIronmental 

factorsfactors thatthat affectaffect rhelrrhelr schoolsschools oftenoften IIIIII waysways thclrthclr Irnnlec!IartIrnnlec!Iart 

control.control. areare expecredexpecred toto establIshedestablIshed patternspatterns ofof behaViorbehaVior whwh IeIe 
SimultaneouslySimultaneously runnIngrunnIng thethe schoolschool andand \A/nh\A/nh studcnrs.studcnrs. SuchSuch 



coorncoorn burebure roro rolerole andand 

979;979; Snoek,Snoek, && 
oror practlcespractlces areare unclearunclear 

leadlead roro openopen 

andand dlmlnlshdlmlnlsh thethe ofof thethe teamteam toto brmgbrmg 

aboutabout teachersteachers andand adm1111stratorsadm1111strators dIsplaydIsplay ambIvalenceambIvalence 

aboutabout declslOl1-makldeclslOl1-makl ngng opponunJtlesopponunJtles oror feelfeel frustratedfrustrated \vlth\vlth thethe lacklack ofof 

neededneeded skillsskills andand jJljJl effec­thethe sensesense ofof empowermentempowerment essentIalessentIal toto effec­

tlvetlve decisIondecisIon maymay bebe undermmedundermmed 1993;1993; Han,Han, 1994;1994; 

&& 994;994; Cambone,Cambone, && \XJyerh,\XJyerh, 1991).1991). 

toto empowerempower teachersteachers andand estabhshestabhsh sharedshared deCISIOndeCISIOn makmgmakmg demandsdemands 

newnew andand skdlsskdls andand c1anficanonc1anficanon ofof nghts,nghts, oblIganons,oblIganons, andand expecta­expecta­

relanon­nonsnons ofof whowho shouldshould bebe lilvolved.lilvolved. FewFew studIesstudIes havehave mvesngatedmvesngated thethe relanon­

amongamong ream,ream, andand superintendentsuperintendent asas theythey eacheach assumeassume newnew 

rolesroles andand shIftshIft thtHthtH responslbllmes.responslbllmes. InIn addition,addition, althoughalthough rrammgrrammg ISIS seenseen asas 

Important,Important, researchresearch hashas notnot exploredexplored howhow trammgtrammg maymay enhanceenhance rolerole c1antyc1anty 

andand oror contrIbutecontrIbute toto rolerole ambigUItyambigUIty andand conflIct.conflIct. InIn thiSthiS chapter,chapter, 

wewe thethe superintendent's,superintendent's, andand teamteam members'members' perceptionsperceptions 

sharedshared deCISIOndeCISIOn maklllgmaklllg andand thethe wawa ysys thesethese perceptionsperceptions ImpactImpact theIrtheIr 

workwork andand thelfthelf rolesroles atat thethe school.school. WeWe examllleexamllle thethe waysways thethe pnnClpalpnnClpal andand 

SchoolSchool LeadershlJ)LeadershlJ) TeamTeam (SL(SLT)T) copecope wlthwlth IssuesIssues ofof conflictconflict andand ambiguJtyambiguJty asas 

atternptatternpt toto ImplemenrImplemenr schoolschool reformsreforms andand partlClpatepartlClpate 1Il1Il aa three-yearthree-year teamteam 

namingnaming program.program. JVlostJVlost ImpOrtant,ImpOrtant, wewe examllleexamllle aa hIstoryhIstory ofof distnctdistnct andand schoolschool 

eventsevents andand thethe waysways thesethese eventsevents ImpactImpact rdanonshlpsrdanonshlps andand thethe potentialpotential forfor thethe 

schoolschool toto estaesta blIshblIsh sharedshared deciSIOndeciSIOn maklllgmaklllg (Chrispeels,(Chrispeels, JJ 997).997). 

AcquaintedAcquainted WithWith SchoolSchool LeadershipLeadership 

ParamountParamount MiddleMiddle SchoolSchool andand 
SchoolSchool LeadershipLeadership TeamTeam ProgramProgram 

ParamountParamount MldcUeMldcUe SchoolSchool ISIS locatedlocated Ill.Ill. aa smallsmall suburban,suburban, semi-ruralsemi-rural dlS­dlS­

tncttnct II1II1 SouthernSouthern CalIfornIa.CalIfornIa. 'The'The dlstnctdlstnct servesserves 3,1003,100 studentsstudents II1II1 oneone highhigh 

school,school, oneone mIddlemIddle school,school, andand fourfour elementaryelementary schools.schools. DurmgDurmg thethe latelate 

]] 990s,990s, thethe dlstnctdlstnct experiencedexperienced rapIdrapId growthgrowth II1II1 thethe studentstudent populationpopulation andand 

waswas besetbeset byby aa lacklack ofof adequateadequate schoolschool facdmes.facdmes. WhenWhen claSS-SizeclaSS-Size reductionsreductions 

werewere mtrodmtrod uced,uced, moremore classroomsclassrooms werewere neededneeded mm thethe lowerlower elementaryelementary 

whlChwhlCh furtherfurther ImpactedImpacted thethe eXlstmgeXlstmg K-8K-8 facdmes.facdmes. \'Xlith\'Xlith thethe recentrecent 

passagepassage ofof aa schoolschool bondbond measure,measure, thethe dlstnctdlstnct beganbegan constructIonconstructIon ofof aa newnew 

school,school, remodelmgremodelmg anan eXlst111geXlst111g elementaryelementary Site,Site, andand repalnngrepalnng 
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rtlertle aglIlgaglIlg rrnddlerrnddle schoolschool betimesbetimes ParamountParamount hddkhddk SchoolSchool ~l'n't's~l'n't's -:-'OU-:-'OU 
54°054°0 \\'hol11\\'hol11 art'art' l.annol.anno JndJnd ')') orOf 

whomwhom areare \vhlre\vhlre OfOf rherhe ")S")S fu!lrllTlefu!lrllTle krnall'2626 ,ire,ire krnalc andand 99 rnale,rnale, 

FourFour ofof rherhe reachersreachers areare ofof LannoLanno backback oneone 
del'del' areare whilewhile TheThe 99 reachersreachers workwork 111111 ryry [('ams,[('ams, 
burbur rherhe 2626 scvemh-scvemh- andand reachersreachers remamremam InIn aa rnorernore IT'ldlllon,llIT'ldlllon,ll 

srrucrusrrucru rere 
TheThe Schoo!Schoo! TeamTeam mm waswas Inlfl,Hcd1111fl,HCd InIn [991[991 byby thethe 

CalIforniaCalIfornia SchoolSchool Le<ldershlJ)Le<ldershlJ) (CSLA)(CSLA) :15:15 aa SLHC\~lldeSLHC\~llde ClP'lClt)L.ClP'lClt)L. 
buildingbuilding cHoncHon toto aa reamream ofof reacherreacher le,ldersle,lders whowho areare ahleahle 1"01"0 

leadlead rheIrrheIr schoolsschools 111111 \\lays\\lays rharrhar wIllwIll resulrresulr InIn "po\l'/crful"po\l'/crful srUdt'IHsrUdt'IH learning"learning" 
(CSLA,(CSLA, 1996).1996). EachEach ofof rherhe 1212 CSLACSLA regionsregions InIn rherhe suresure recrUirrecrUir schoolsschools toto 

parnCIpareparnCIpare 111111 rhIsrhIs volunraryvolunrary program.program. SchoolsSchools agreeagree roro sendsend aa ream,ream, USU:lUSU:l 

COlTlposedCOlTlposed ofof <lnd<lnd adnllnlSrLlfors,adnllnlSrLlfors, 1'01'0 thethe IT:lllllngIT:lllllng 
sessJOnssessJOns fIvefIve tJrnestJrnes aa year.year. Team-memberTeam-member selectionselection ISIS leftleft toto rherhe dlscrcnondlscrcnon ofof 
thethe school,school, andand teamsteams VeUYVeUY InIn sIzesIze fromfrom 66 toto 1515 memhers.memhers. AA\though\though mosrmosr 
reamsreams remall1remall1 relativelyrelatively stablestable forfor thethe duranonduranon ofof diedie semlI1ars,semlI1ars, ne\vne\v re:lmre:lm 
meIT1bersmeIT1bers areare lIltegratedlIltegrated andand \velcomed\velcomed atat thethe rralnlllg.rralnlllg. TheThe reamsreams 21ucnd21ucnd 
seSSlOllSseSSlOllS eacheach yearyear forfor rworwo (or(or anan opnonalopnonal three)three) yearsyears andand paypay aa smallsmall feefee 

eacheach yearyear roro covercover materialsmaterials andand refreshmenrrefreshmenr costs.costs. TeamsTeams arcarc clusteredclustered 
atat thethe tralIlll1gtralIlll1g seSSIonsseSSIons lI1tolI1to groupsgroups ofof 5-105-10 reamsreams \vIrhll1\vIrhll1 regIOnsregIOns coco fosterfoster 
collaboranoncollaboranon acrossacross schools.schools. DurtngDurtng thethe all-dayall-day seSSIons,seSSIons, SLTSLT rcaniSrcaniS 

exploreexplore themesthemes suchsuch asas thethe changechange process,process, shaplI1gshaplI1g schoolschool cultureculture toto sup­sup­
porrporr collaboratIoncollaboratIon andand contInuouscontInuous Improvemenr,Improvemenr, creatingcreating aa VISionVISion ofof 
powerfulpowerful teachlIlgteachlIlg andand learnl11g,learnl11g, andand deslgl1lngdeslgl1lng currIculumcurrIculum andand assessmentassessment 
11l11l thethe servIceservIce ofof powerfulpowerful learnlllg.learnlllg. TheyThey learnlearn abolltabollt groupgroup facilitatIonfacilitatIon 
sIo1]s,sIo1]s, lllcludlllglllcludlllg problemproblem sO]Vll1g,sO]Vll1g, deCISIondeCISIon maklI1g,maklI1g, confhcrconfhcr reso]unon,reso]unon, andand 
esrabllshll1gesrabllshll1g rolesroles forfor teamteam membersmembers ActIveActIve lealea l11gl11g cng:lgecng:lge 
teamteam membersmembers 1Il1Il daradara collecnoncollecnon andand anaana collal)cn:Hlvecollal)cn:Hlve acnonacnon rCSC:lrCSC:l 
andand currIcularcurrIcular andand InsrrucnonalInsrrucnonal restrucrUrIngrestrucrUrIng efforlsefforls (CSI.A,(CSI.A, 9<)8).9<)8). 

UnderstandingUnderstanding thethe WorkWork 
ofof thethe TeanlTeanl ee RoleRole ee nClnCl 

princIpal,ToTo understandunderstand thethe rolesroles ofof thethe P3rarnounrP3rarnounr teamteam andand rherhe pnnclpal, CSI.ACSI.A 
profeSSIonalprofeSSIonal development,development, andand thethe schoolschool andand dlstrIcrdlstrIcr f:Krorsf:Krors rhatrhat <;/1:1<;/1:1 
thesethese roles,roles, \A/e\A/e andand SlSl "I'"I' rrainingrraining SClllll1arSSClllll1arS WIll)WIll) 

tv1.ay vlclco­thethe teamteam betweenbetween 19951995 andand f'v1.ay ]]997.997. TheThe purposepurpose ofof thethe vlclco­
taplllgtaplllg waswas toto observeobserve thethe team'steam's lJllJl diedie SCITllnarsSCITllnars overover ranerane 
andand toto capturecapture rherhe IssuesIssues thethe reamream chosechose toto 3ddress.3ddress. \X!e\X!e alsoalso conductedconducted 

audJOr3pedaudJOr3ped lIlrerVlewslIlrerVlews \vIrh\vIrh Paramount'Paramount' MiddleMiddle SchoolSchool re3mre3m memmem 



 

ofof 

rherhe ViCeViCe 

thethe sprmgsprmg andand fat!fat! ofof andand wmterwmter ofof 

thethe mrenflev./smrenflev./s waswas toto understandunderstand ImpactImpact ofof 

programprogram onon schoolschool acnonsacnons toto meetmeet studentstudent needsneeds percep­thethe percep­

thethe schoolschool Inrervie\vsInrervie\vs werewere 

sImIlarsImIlar datadata werewere collectedcollected fromfrom eadleadl personperson 

butbut opportunmesopportunmes forfor mtervleweesmtervlewees toto talktalk 

aa boutbout theirtheir expeflencesexpeflences andand perceptionsperceptions InIn addmonaddmon toto thethe focusedfocused 

datadata collectloncollectlon ParamountParamount IDID 19951995 andand partlClpanng1996,1996, 148148 teamsteams partlclpanng 

[he[he sratewldesratewlde SLTSLT programprogram twOtwO surveyssurveys forfor eacheach yearyear traln­traln­

mg:mg: 32~ltcm32~ltcm TeamTeam AssessmentAssessment mstrumentmstrument andand aa 25-ltem25-ltem SLSLTT 

mentanonmentanon Connnuum.Connnuum. TheThe surveyssurveys providedprovided perceptualperceptual datadata aboutabout thethe 

ParamountParamount ream'sream's progressprogress regardmgregardmg teamteam functIOningfunctIOning andand accomphsh­accomphsh­

ofof thethe programprogram obJectivesobJectives Casnllo,Casnllo, && Brown,Brown, 2000).2000). 

CollectionCollection andand ofof thethe VideOtapesVideOtapes andand mtervlewsmtervlews tooktook placeplace 111111 cyeJes,cyeJes, 

leadIng collec­withwith eacheach roundround ofof collectloncollectlon andand analysIsanalysIs leadmg toto addmonaladdmonal datadata collec­

nonnon andand asas newnew questIonsquestIons emerged.emerged. TheThe vIdeorapesvIdeorapes werewere transcnbedtranscnbed 

andand USlJlgUSlJlg aa computercomputer programprogram caUedcaUed C-vIdeo,C-vIdeo, andand thethe tapestapes werewere 

searchedsearched forfor themesthemes thatthat werewere commoncommon acrossacross semmarsemmar meetings.meetings. TheseThese 

thenlesthenles suchsuch asas rolerole definmon;definmon; topiCStopiCS mostmost frequentlyfrequently dlscussed;dlscussed; thethe 

traInmgImpactImpact ofof trammg onon thethe team'steam's functlonmg;functlonmg; andand thethe naturenature ofof communlCatloncommunlCatlon 

admInIstrators.andand IDteracnonIDteracnon wIrhlllwIrhlll thethe teamteam andand WIthWIth thethe staffstaff andand distrIctdistrIct admmistrators. 

ofof Episodes,Episodes, 
PerspectivesPerspectives atat ParamountParamount MiddleMiddle SchoolSchool 

InIn ofof SLTSLT trammgtrammg semmars,semmars, teamteam membersmembers appearedappeared trusrratedtrusrrated 

dd boutbout whatwhat theythey perceIvedperceIved toto bebe theirtheir ambiguousambiguous leadershipleadership rolerole andand theirtheir 

InabIlItyInabIlIty toto accomphshaccomphsh thethe goalsgoals theythey hadhad setset forfor theirtheir school.school. KeyKey eventsevents 

oror decisLOlldecisLOll POl1ltsPOl1lts yy emergedemerged asas defl1llllgdefl1llllg momentsmoments forfor thethe team,team, 

princIpal,princIpal, andand supenntendent.supenntendent. AA reviewreview ofof documentsdocuments associatedassociated wlthwlth thethe 

schoolschool suchsuch asas thethe distnct'sdistnct's TentativeTentative AgreementAgreement withwith teachers,teachers, SLSLTT traw­traw­

IngIng materials,materials, andand millmill utesutes fromfrom teamteam meetingsmeetings surfacedsurfaced potentialpotential contra­contra­

dIctlonsdIctlons InIn deClslOn-makmglanguagelanguage aboutabout teachers'teachers' deoslOn-makmg roles.roles. ThroughThrough thethe 

uscusc ofof textualtextual analySISanalySIS andand thethe keykey eventsevents fromfrom thethe VIdeos,VIdeos, wewe developeddeveloped 

aa umehneumehne [()ro purposefullypurposefully examineexamine eventsevents occurringoccurring U1U1 thethe dlstnctdlstnct andand 

schoolschool betweenbetween 19921992 andand 19981998 tharthar werewere recogI1lzed,recogI1lzed, acknowledged,acknowledged, andand 

conSIderedconSIdered sigmficanrsigmficanr thethe participantsparticipants (Bloome(Bloome && Egan-Robertson,Egan-Robertson, 

1993;1993; Chnspeels,Chnspeels, 1997).41997).4 TableTable 5.15.1 presentspresents andand summarizessummarizes aa bnefbnef chrono­chrono­

logicallogical historyhistory ofof slgl11ficantslgl11ficant schoo!schoo! eventsevents thatthat l1lfluencedl1lfluenced thethe SLT.SLT. 



TableTable 5.15.1 uf Slgf1lficant Team's (Sf T)ChronologIcalChronologIcal HIstory of Significant SchoolSchool EventsEvents ThatThat InfluencedInfluenced thethe ParamountParamount SchoolSchool LeadershipLeadership Tcan,'s (SI '1') 
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TrallllngSLTSLT TralJlIng 
andand SchoolSchool 
AwardsAwards 

SchoolSchool 
StructureStructure 
ChangesChanges 
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L..• 
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SchoolSchool Year	Year 
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SchoolSchool AvvardAvvard 

ParamountParamount 
becomesbecomes aa 
MIddleMiddle SchoolSchool 

'93, ne\M'9 J, ne\\I 

T\'voTwo lunch	lunch 
forfor 

students700700 stude-ms 
I, n I [j atedI,nluated 

School	School 

CounctiCouncIl 
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/993-19941993· f 994 

ParamountParamount 
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n,,',o>l\lPd by the pnnclpal as a structural that interaCtIon collaboratlVi:choat wouldwould promotepromote teacherteacher interactIon andand collJbor::ww: 



 

aa broadbroad contextcontext forfor exammmgexammmg 

thIsthIs fouf,, \ve\ve presentpresent four 

asas aa resultresult ofof mltlatedmltlated thethe SLSLTT 

andand carrycarry ourour llSllS assumedassumed rolerole 

andand com­transltlonstransltlons oftenoften com­

schoolsschools andand comncomn butebute toto aa sensesense ofof uneaseunease 

wewe alsoalso exammeexamme thethe mdlvIdualmdlvIdual perspectivesperspectives ofof 

andand tcam.tcam. 

ParamountParamount JunIOrJunIOr HIghHIgh SchoolSchool receivedreceived aa CalIfornIaCalIfornIa 

SchoolSchool Award,Award, andand atat thethe samesame nmenme thethe superintendentsuperintendent 

announcedannounced thatthat ParamoumParamoum wouldwould becomebecome aa mIddlemIddle schoolschool thethe follOWIngfollOWIng 

schoolschool year.year. ThISThIS meammeam thatthat thethe sIxthsIxth gradersgraders wouldwould movemove toto ParamountParamount 

andand thethe nImhnImh gradersgraders toto thethe highhigh school.school. (See(See TaTa bleble 5.15.1 forfor moremore onon thethe 

ofof evenrs.)evenrs.) toto mtervlewsmtervlews WithWith reachers,reachers, thiSthiS announce­announce-

boutmemmem aa bour thethe movemove camecame WIthoutWIthout priorprior notIcenotIce oror prelimmaryprelimmary diSCUSSIondiSCUSSIon 

andand waswas dnvendnven thethe lacklack ofof spacespace toto accommodateaccommodate thethe sIxthsIxth gradersgraders atat 

thethe schoolsschools asas opposedopposed toto pedagogy.pedagogy. OverOver thethe nextnext severalseveral 

years,years, thisthis inin configurationconfiguration hadhad severalseveral ImplicatIonsImplicatIons forfor dISCIplIne,dISCIplIne, 

studentstudent andand communICatiOncommunICatiOn atat thethe school.school. \X1hen\X1hen mtervlewedmtervlewed 

InIn 19971997 aboutabout thethe changechange toto aa mIddlemIddle school,school, SLTSLT membersmembers reported,reported, 

,(,( therethere waswas antagonIsm.antagonIsm. ItIt waswas aa hardhard changechange forfor thethe schoolschool ...... 

IIandand II wewe hadhad manymany dISCIdISCI plmeplme problems."problems." 

ChnsChns MornsMorns becamebecame co-prinCIpalco-prinCIpal ofof ParamountParamount 111111 JanuaryJanuary 19931993 andand 

aa SchoolSchool LeadershIpLeadershIp COlmcdCOlmcd (SlC)(SlC) toto adVIseadVIse herher onon aa WIdeWIde rangerange ofof schoolschool 

lssues.lssues. 'rhe'rhe reachersreachers acceptedaccepted thethe SlCSlC conceptconcept andand selectedselected representanvesrepresentanves 

fromfrom eacheach department.department. OneOne ofof thethe councd'scouncd's actIonsactIons waswas toto developdevelop aa pro­pro­

forfor aa slx-penodslx-penod scheduleschedule (five(five 111structional111structional penodspenods plusplus oneone prepprep 

'The'The teachersteachers VIewedVIewed thISthIS asas aa majormajor accomplIshmentaccomplIshment forfor theIrtheIr newnew 

SlC.SlC. TheThe sIx-periodsIx-period planplan waswas acceptedaccepted byby thethe dlstflctdlstflct andand ImplementedImplemented InIn 

tiletile 1991993~943~94 schoolschool year.year. 

1n1n -1994,-1994, thethe dIstrIctdIstrIct andand thethe teachers'teachers' unionunion SIgnedSIgned aa TentativeTentative 

toto "affirm"affirm theIrtheIr commItmentcommItment toto sharedshared deCISIOndeCISIOn makIng"makIng" 1I11I1 

schoolsschools throughoutthroughout thethe dIstrIct.dIstrIct. TheThe agreementagreement languagelanguage dIddId notnot speCIfyspeCIfy thethe 

domall1sdomall1s ofof deCISiondeCISion makll1g,makll1g, nornor waswas ItIt clearclear regardll1gregardll1g thethe naturenature andand extentextent 

ofof thethe cleclslonscleclslons toto bebe mademade byby thethe schoolschool and/orand/or thethe distrICt.distrICt. TheThe agreementagreement 

stared:stared: 



 

 

 

 

/\/\ \itddle\itddle 111111 

// II\..,OUllUiS\..,OUllUiS .. tutu 

(OIKep:(OIKep: ofof COntinuousCOntinuous ImprovementImprovement forfor thethe insrnidwnn!insrnidwnn! l'rOp2,ranbl'rOp2,ranb ()\()\ rherhe 

DIStrl,-'tDIStrl,-'t II\"II\" reachersreachers illill thosethose JechlOr1SJechlOr1S tn1}'\,ktll1gtn1}'\,ktll1g HlStnkt!onHlStnkt!on AA 

Sire-BasedSire-Based Co\'ern~l!1ccCo\'ern~l!1cc CommitteeCommittee slul!slul! d,'ti.'fl11l1lc'd,'ti.'fl11l1lc' ",hid,",hid, dCl',slunsdCl',sluns !1l,lV!1l,lV be'be' 

roro thethe SHes,SHes, whIChwhICh deCISIonsdeCISIons slul"cd, dC,:lsionsreservedreserved shared, ,llhl,llhl whkhwhkh de,:lsions 

arcarc reservedreserved toto thethe tfadlflul1altfadlflul1al Strlldun'sStrlldun's rherhe DlSrrll'jDlSrrll'j 

TheThe agrecmemagrecmem thethe 1l11pOnaIlCC1l11pOnaIlCC ofof rC<1l1lmgrC<1l1lmg \n\n dl'CISIO!ldl'CISIO!l rnakrnak ll1gll1g 

forfor horhhorh admmlsrrarorsadmmlsrrarors andand yetyet rherhe dlsrrtcrdlsrrtcr providedprovided nt'lrhernt'lrher rL11n~rL11n~

IngIng nornor clarifyIngclarifyIng Infonnatton,Infonnatton, InIn h,1"kh,1"k onon rl~ISrl~IS rl1l'rl1l' 
reachersreachers reponedreponed rharrhar thethe areasareas ofof deCISIondeCISIon makll1gmakll1g Il1clud"dIl1clud"d personperson 
budget,budget, andand currlculurncurrlculurn andand ,~,~ shihshih IIIIII rlWlrrlWlr rolerole fromfrom ,1cJVlsors,1cJVlsors 

IlL1kcrs reportedreportedroro rherhe prInCIpalprInCIpal toto oneone ofof apparentapparent sharedshared dCCISlondCCISlon IlL1kers 
feelll1gfeelll1g uncenallluncenalll ofof theIrtheIr responslbJlmesresponslbJlmes andand confusedconfused ahourahour howhow toto h,mdk'h,mdk' 

thesethese ne\lVne\lV areas.areas. 
InIn thethe sprrngsprrng ofof 1994,1994, thethe CaltfornlaCaltfornla SchoolSchool LeadershIpLeadershIp AC<1demyAC<1demy (CSLA)(CSLA) 

lIllnatedlIllnated thethe SchoolSchool LeadershIpLeadershIp TeamTeam ProfesslonaProfesslona II DevelopmenrDevelopmenr andand 
lIlvltedlIlvlted ParamountParamount J\!1JddleJ\!1Jddle SchoolSchool [0[0 partIcIpatepartIcIpate Chl"IS,Chl"IS, aa LlareLlare ofof thethe 
CSLACSLA PnnCIpal'sPnnCIpal's Academy,Academy, welcomedwelcomed thethe IdeaIdea andand proposedproposed IrIr toto thethe SLC.SLC. 

agreedagreed andand antIcIpatedantIcIpated thatthat tralnll1gtralnll1g \vould\vould helphelp themthem toto 

deCIslOn-makmgdeCIslOn-makmg andand problem-so]vmgproblem-so]vmg skills.skills. inin thethe fallfall ofof 1994,1994, theythey 

partICIpatIngpartICIpatIng mm thethe SchoolSchool LeadershipLeadership TeamTeam (SL(SL program,program, send­send­
lI1glI1g aa teamteam ofof fjvefjve SLCSLC membersmembers andand thethe prInCIpalprInCIpal roro thethe tLllnll1gtLllnll1g seSSions,seSSions, TheThe 
SLCSLC conSIstedconSIsted ofof fourfour corecore rnembersrnembers whowho attendedattended eacheach sessionsession andand aa fifthfifth 
posltlonposltlon filledfilled onon aa rotatmgrotatmg baSISbaSIS byby aa membermember ofof thethe largerlarger schoolschool coullcd.coullcd. 

ThISThIS approachapproach gavegave allall reamream membersmembers anan opportunityopportunity [0[0 attendattend andand partiCI­partiCI­
patepate 111111 SLSLTT trammgs.trammgs. TeamTeam membersmembers attendedattended 1515 trammgtrammg semll1arssemll1ars overover aa 
three-yearthree-year penod.penod. AtAt thethe schoolschool SIte,SIte, thIsthIs corecore groupgroup playedplayed thethe leadlead rolerole InIn 
llltroducmgllltroducmg thethe majormajor episodesepisodes (ro(ro hehe dIscusseddIscussed roro thethe LugerLuger SLC,SLC, 

TheThe 11995-96995-96 schoolschool yeayea rr \VI\VI rhrh 33 ne\\,ne\\, susu ,, NorrnNorrn 

whowho vvasvvas uneasyuneasy wlrhwlrh rherhe languagelanguage ofof rilerile 994994 JJ cnrallVt:cnrallVt: 

HeHe negotiatednegotiated aa nnvnnv contractcontract vVlrhvVlrh rherhe rcachers'rcachers' unionunion rhatrhat 

emphaSizedemphaSized thethe responslbdltICSresponslbdltICS andand 3urhonry3urhonry andand decreaseddecreased thethe 
decisioll-maklllgdecisioll-maklllg powerpower ofof thethe schoolschool sitesite managemCl1lmanagemCl1l reams,reams, CO!Hr8ctCO!Hr8ct 
affirmedaffirmed thethe followmg:followmg: 

TheThe admllllSrratlOnadmllllSrratlOn ISIS responsIhleresponsIhle forfor cerramcerram Issue'>Issue'> onon anyany SlItSlIt andand thatthat 

thethe thosethose Ime:;Ime:; ruru otherother Il1dlVldual"Il1dlVldual" O!"O!" 

cornrninecscornrninecs CducHj()llalmUSImUSI bebe lllcludcdlllcludcd InIn deCiSIonsdeCiSIons relatedrelated ruru CducHj()llal 

prograrTls,prograrTls, staffing,staffing, andand instrUCtloninstrUCtlon .. landland II tcacher"stcacher"s maymay deslrcdeslrc toto 

partiCIpatepartiCIpate IIIIII ccrraJIlccrraJIl areasareas andand notnot InIn othersothers 
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Vlas	Vlas notnot 

toto parnClpate,"parnClpate," burbur 

\vhether\vhether oror notnot thethe 

schoolschool Vi/asVi/as toto mamtammamtam thethe SLC.SLC. TheThe ParamountParamount teamteam contmuedcontmued vnthvnth aa 
andand thIrdthIrd yearyear ofof naJJ1IngnaJJ1Ing andand maintaInedmaintaIned IrsIrs rolerole 1Il1Il 

ofof thethe workwork ofof thethe SLC.SLC. 

InIn thethe 1996-971996-97 schoolschool year,year, thethe dlsttlctdlsttlct agaInagaIn proposedproposed reconfigunngreconfigunng 

ParamountParamount fvLiddlefvLiddle SchoolSchool andand mOVIngmOVIng allall thethe sIxthsIxth gradersgraders toto aa nnvnnv SIteSIte 

duedue WW lacklack spacespace InIn thethe year,year, thethe schoolschool boardboard approvedapproved thethe 

andand InltlatedInltlated sItesIte 

WeWe rumrum nownow toto fouffouf speCIficspeCIfic epIsodesepIsodes confrontingconfronting ParamountParamount MIddleMIddle 

SchoolSchool fromfrom -1992-1992 19981998 asas aa wayway ofof hlghlightl1lghlghlightl1lg corecore SLT-rral1ledSLT-rral1led 

reamream leadershipleadership andand problem-solvIngproblem-solvIng acnons.acnons. TheThe epIsodesepIsodes representrepresent twotwo 

mammam concernsconcerns facedfaced byby thethe schoolschool andand addressedaddressed byby thethe SLSLTT team:team: studentstudent 

ad'lIevementad'lIevement IJ1IJ1 EpIsodesEpIsodes andand 2;2; andand schedulmgschedulmg mm EpIsodesEpIsodes 33 andand 4.4. InIn 

eacheach rherhe teamteam presentspresents aa proposalproposal deSIgneddeSIgned toto changechange oror modIfymodIfy 

eXlstlllgeXlstlllg schoolschool parterns:parterns: (1)(1) aa seventhseventh penod,penod, (2)(2) aa studystudy hallhall program,program, 

(3)(3) thethe numbernumber ofof lunchlunch penods,penods, andand (4)(4) thethe schoolschool startstart nme.nme. Together,Together, 

these	these supennren­prOVIdeprOVIde InSIghtInSIght mtomto thethe interactionsinteractions amongamong thethe supennren­

thethe pnnclpal,pnnclpal, andand thethe team.team. 

StudentStudent AchievementAchievement (Episodes(Episodes 11 andand 2)2) 

TheThe SLTSLT IJ11uatedIJ11uated twOtwO prOjectsprOjects t:Ot:O helphelp studentsstudents whowho werewere notnot adlleVll1gadlleVll1g suc­suc­

cesscess arar school.school. InterVIewsInterVIews wlrhwlrh teamteam membersmembers IlldlcatedIlldlcated thatthat IssueIssue ofof lacklack 

ofof studentstudent achIevementachIevement andand lowlow gradesgrades werewere aa concern.concern. InIn thethe firstfirst epIsode,epIsode, 

SupenntendentSupenntendent Nom)Nom) GreenGreen rejectedrejected thethe team'steam's proposalproposal duedue toto legallegal Impbca­Impbca­

nons.nons. ]n]n thethe secondsecond episode,episode, thethe teamteam waswas ableable toto accomplishaccomplish ItSItS goalgoal byby focus­focus­

llmlted WIthInll1gll1g onon aa moremore hmlted solunonsolunon deSIgneddeSIgned wIthm schoolschool andand dIstrictdIstrict parameters.parameters. 

EpIsodeEpIsode 7.7. 1n1n thethe fa]]fa]] dUfmgofof ]] 995,995, durmg Paramount'sParamount's secondsecond yearyear ofof SLSLTT 

provide msrructlonal aSSIS­trall1mg,trall1mg, rherhe teamteam proposedproposed aa seventhseventh perIodperIod toto prOVIde lIlsrructlonal aSS1S­

tancetance forfor studentsstudents whowho werewere receivmgreceivlIlg D'sD's andand F's.F's. TeamTeam membersmembers andand 

ocherocher schoo]schoo] staffstaff volunteeredvolunteered toto teachteach thethe seventhseventh perIodperIod "because"because wewe werewere 

anXIOUS dIfference prmclpal,soso anXlOUS toto seesee IfIf ItIt makesmakes anyany difference WithWith thesethese l<lds."l<lds." TheThe prlIlclpal, 

merll ber, mvol ved m thethe developmentdevelopment ofof rhIsrhIs proposal,proposal, andandasas aa tean]tean] mernber, \-vas\-vas lIlvolved 1Il 

submnredlt Superintendentsheshe submnredit roro SuperIntendent Green.Green. HeHe rejectedrejected ItIt onon thethe groundsgrounds thatthat 
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thethe C;:l!d'orrllaC;:l!d'orrlla EdLl\:anonEdLl\:anon CodeCode toto requIrerequIre sUint'sUint' studentsstudents fl.)fl.) SU1)SU1) 

rh.anrh.an oror hershers 
thethe rejt'cnonrejt'cnon asas aa lacklack ofof dlSlTlUdlSlTlU supporr.supporr. Teall)Teall) n1l.'mhersn1l.'mhers 

dd lellel nornor nwernwer WIWI [[ hh thethe toto thSCllSSthSCllSS 

reJection,reJection, nornor cici teltel rheyrhey looklook forfor worLiworLi bleble solsol utlonsutlons AsAs II rHllcHcdrHllcHcd byby oneone 

teamteam member,member, "\'lie"\'lie nevernever dIddId reall)'reall)' himhim (wer(wer hert'hert' andand sa)'sa)' 
nor.nor. .... \X!hen\X!hen II\ve\ve II hIthIt thethe \va\va IIII .. wewe 1I11I1 frusrrafrusrra tltl on."on." 'Te,u))'Te,u)) 

feltfelt rherhe proposalproposal rejecnonrejecnon fromfrom rherhe ciJsrnctciJsrnct \vas\vas InconSIsrl'nrInconSIsrl'nr \VIrh\VIrh 

thethe TentanveTentanve roro promorepromore school-basedschool-based ndnd 
rhrh ISIS asas aa messagemessage fmmfmm thethe susu penpen IHcndenrIHcndenr tharthar theythey diddid notnot h;1h;1 \Ie\Ie 

declsIon-makll1gdeclsIon-makll1g aurhont)'.aurhont)'. 

EpIsodeEpIsode 2.2. TheThe concernconcern overover thethe lI1creasll1glI1creasll1g numbernumber ofof sruc!enrssruc!enrs rel:C1\ilngrel:C1\ilng 
D'sD's andand F'sF's andand rhell-rhell- bckbck ofof successsuccess arar schoolschool \X/lth\X/lth encour;1gt~·encour;1gt~·

mentment froITlfroITl thethe SLTSLT trall1l11gtrall1l11g semmars,semmars, rherhe reallirealli cOllrIllucdcOllrIllucd toto seckseck solurtOllS.solurtOllS. 

AccordmgAccordmg toto teamteam members,members, thethe sraHsraH mademade repearedrepeared eHorrseHorrs roro communIcommunI 
carecare V'/lthV'/lth parentsparents dUringdUring parem-reacherparem-reacher conferences,conferences, burbur S:I\<VS:I\<V nono 
ImprovemenrImprovemenr Il1Il1 srudenrs'srudenrs' performance.performance. AsAs oneone reacherreacher 11 "Nothing"Nothing 

ISIS haha ppenlllgppenlllg andand ...... ItIt doesn'rdoesn'r seemseem toto bebe v./orklllg."v./orklllg." AsAs eVIdencedeVIdenced H)H) rherhe 

VIdeoVIdeo datadata durlllgdurlllg aa SLSLTT tralI1111gtralI1111g semlllar,semlllar, rherhe teamteam dIscusseddIscussed thethe IssueIssue :Inc!:Inc! 
decIdeddecIded tharthar poorpoor gradesgrades maymay bebe duedue toto srudents'srudents' faIlurefaIlure toto completecomplete home­home­

work.work. TheyThey decIdeddecIded toto mrervlewmrervlew andand surveysurvey stuclenrsstuclenrs roro trytry toto discoverdiscover IfIf 
thISthIS waswas rherhe case.case. 

InIn thethe mrerVICWS,mrerVICWS, teachersteachers statedstated "many"many ofof thesethese kIdskIds II reponedreponed 

\vere\vere onon thethe DD andand FF lIStSlIStS becausebecause rheyrhey dlC.in'tdlC.in't dodo theirtheir hornevvorkhornevvork ........ ThereThere 
werewere hugehuge homeworkhomework \3\3 psespses fromfrom thesethese partIcularpartIcular kids."kids." StudenrsStudenrs mdmd IcaIca redred 

tharthar thethe primaryprimary reasonreason whywhy theythey dIddId nornor completecomplete theirtheir homeworkhomework waswas 
tharthar "no"no oneone vvasvvas homehome roro assistassist andand supportsupport them."them." BasedBased onon thesethese find­find­
Ings,Ings, thethe re3mre3m recommendedrecommended rherhe homeroomhomeroom penodpenod bebe shIft-cdshIft-cd toto thethe alrer­alrer­

noonnoon soso tharthar sruclentssruclents couldcould gelgel rutorlngrutorlng assisranccassisrancc fromfrom teachersteachers dUringdUring 

schoolschool hours.hours. AddmonalAddmonal turonalturonal aSSlsr3IlCCaSSlsr3IlCC vvasvvas toto anyany srudenlsrudenl 

ullnlullnl 4:004:00 P.\1.P.\1. everyevery dayday onon aa voluntaryvoluntary baSIS.baSIS. AlrhoughAlrhough allall studentsstudents werewere 

studemsstudems OIlOIl thethe DD andand FF lIstslIsts \vere\vere ruro­roro :Hrend:Hrend thethe ruro­
rialrial sessions.sessions. ByBy usmgusmg thethe homeroomshomerooms asas aa rmonalrmonal program,program, thethe sd)()o!sd)()o! \vas\vas 

notnot requlredrequlred toto getget rherhe cltsrncr'scltsrncr's approval,approval, rhusrhus overcomml:',overcomml:', thethe chalchal 
rherhe teamteam ellcounreredellcounrered mm rrymgrrymg toto establishestablish aa seventhseventh 

SchedulmgSchedulmg issuesissues (Episodes(Episodes 33 andand 

EpisodesEpisodes JJ andand 44 aa rere reflect!reflect! veve ofof IssuesIssues thatha tt werewere aa mama 11oror 
componenrcomponenr ofof rherhe ream'sream's \vork\vork andand focus:focus: first,first, thethe numbernumber ofof 



 

schoolschool stanstan tlme.tlme. bothboth eplsoaes,eplsoaes, ChnsChns 

thethe summerssummers vv'henvv'hen mostmost ofof thethe 

andand teamteam membersmembers feltfelt excludedexcluded 

process.process. 

3.3. wIthwIth thethe rranSHlonrranSHlon fromfrom aa junIorjunIor hIghhIgh toto aa middlemiddle 

tbetbe atat ParamountParamount structuredstructured twOtwO lunchlunch penodspenods 

IntoInto thethe scheduleschedule toto mll1lmiZemll1lmiZe superVISionsuperVISion concerns.concerns. ChnsChns f\10rnsf\10rns ''........ .-'''~Ar,.'''n.-'''~Ar,.'''n

oneone lunchlunch soso thatthat sheshe hadhad moremore timetime toto talktalk toto allall ofof thethe teachersteachers andand 

easeease dd Ifficulnes.Ifficulnes. SheShe reported,reported, yearyear therethere \vas\vas anan outcryoutcry 

commUnIcation,commUnIcation, thatthat staffstaff couldcould nevernever meetmeet together,together, eveneven asas sImplesImple 

lunchlunch l·-Iowever,l·-Iowever, duedue toto thethe vicevice II1SIStenCe,II1SIStenCe, 

decideddecided notnot toto changechange toto oneone lunchlunch peflod.peflod. TheThe teamteam dIscusseddIscussed thethe 

lssueIssue atat oneone thethe SLTSLT tralI1ll1gtralI1ll1g semll1arssemll1ars whenwhen thethe pnnclpalpnnclpal waswas absent,absent, 

agreedagreed trarytrary toto thethe pnnclpal'spnnclpal's percepnon)percepnon) thatthat twotwo lunchlunch 

OneOne membermember reported,reported, "It"It usedused toto bebe aa nIghtmarenIghtmare 

aroundaround thethe lunchlunch room,room, andand nownow it'sit's calmcalm andand youyou getget youryour spacespace........ IfIf 
youyou startstart toto peoplepeople youyou rnarna yyourOLlt thatthat somesome peoplepeople dIsagreedIsagree WithWith 

lonelone lunchlunch I·"I·" 
InIn thethe summersummer ofof 11997,997, thethe pnnClpalpnnClpal hIredhIred 33 newnew vicevice pnnClpalpnnClpal whowho 

waswas WIthWIth oneone lunchlunch penodpenod ofof 700700 students.students. ChnsChns saIdsaId dd unngunng anan 

InterVIew,InterVIew, "1"1 waswas reallyreally exclted,exclted, and]and] saIdsaId we'vewe've gotgot toto dodo thiS!thiS! ThisThis ISIS 

teachersfantastlc-thefantastlc-the reachers havehave wantedwanted oneone lunchlunch forfor soso long.long. ThISThIS ISIS gOInggOIng toto 

gogo overover "" ChnsChns mademade thethe deClslOndeClslOn toto havehave oneone lunchlunch penodpenod WithoutWithout 

involvlflginvolvlflg thethe SLCSLC oror teachersteachers IIIIII thethe deClslOndeClslOn because,because, accordIngaccordIng toto her,her, 

werewere notnot InvolvedInvolved mm supervIsIon."supervIsIon." InIn fact,fact, "1"1 thinkthink IfIf everyevery teacherteacher 

wouldwould haha veve voted,voted, ]] meanmean IfIf theythey werewere gOInggOIng toto vote,vote, whlChwhlCh wewe usuallyusually 
I'lfl\::Y WVLlfu VC WdllLCu'WdllLeu' VileVile ruudlruudl yClyel ivu'f."ivu'f."dUll'ldUll'l YUle,YUle, l'lfley wuufd lidlid ve 

4.4. TheThe superllltendentsuperllltendent saidsaid thatthat parentsparents IIIIII thethe communltycommunlty 

dIStrictwerewere complaiIllngcomplaiIllng thatthat allall thethe schoolsschools InIn thethe dIstrict startedstarted atat thethe samesame 

tJme. InIn "We"We hadhad aa numbernumber ofof complallltscomplalllts fromfrom parentsparents ......tIme. 

kIds dIfferentwhowho hadhad toto dropdrop theIrtheIr kids atat threethree different schools.schools. TheyThey allall startstart 

atat 8:008:00 A.lv!.A.lv!. ...... soso someonesomeone ISIS tootoo earlyearly andand someonesomeone ISIS tootoo late."late." InIn thethe 

J997,springspring ofof J997, thethe dlstnctdlstnct agreedagreed toto staggerstagger thethe startstart tImetIme forfor thethe fol­fol­

[O\Vlllg[O\Vlllg schoolschool year,year, WIthWIth ParamountParamount toto startstart atat 7:457:45 A.M.,A.M., fifteenfifteen mInutesmInutes 

earllerearlIer thanthan prevlOUSprevlOUS schedules.schedules. TeamTeam membersmembers werewere concernedconcerned forfor nvonvo 

reasons.reasons. First,First, fromfrom theIrtheIr expenence,expenence, theythey knewknew howhow dIfficultdIfficult ItIt waswas forfor 

mostmost ofof theirtheir studentsstudents toto startstart asas asas 8:008:00 A.M.A.M. Second,Second, theythey werewere 

upsetupset thatthat thethe superIntendentsuperIntendent dIddId notnot consultconsult WithWith themthem asas thethe SLTSLT 

beforebefore malongmalong thiSthiS deciSIon.deciSIon. 



 

 

DUringDUring thethe SLTSLT tf3Tllngtf3Tllng senlrnars,senlrnars, WIthWIth thethe tOCllStOCllS onon researesea andand t1;:n:lt1;:n:l 

toto rnakernake teamteam Iliernbt'rsIliernbt'rs rcscafl:hrcseafl:h onon
studentsstudents thatthat vv·hatvv·hat the\'the\' observedobserved lt1lt1 thclrthclr school.school. TheThe

lIldlcaredlIldlcared thatthat JdolescenrJdolescenr studenrsstudenrs whowho sIansIan rht'lrrht'lr schoolschool hterhter

InIn thethe mornlllgmornlllg tendtend toto havehave benetbenet e:H­thanthan thosethose \\'ho\\'ho starrstarr ("H­

iler.iler. BasedBased onon theIrtheIr teanltearll memhersmemhers askedasked thethe ll)ll) diSCUSSdiSCUSS
\vlfh the TheThe pnnclp;llpnnclp;ll ";>f~''\f'n';";>f~''\f'n';thethe nme-changenme-change IssueIssue agall1agall1 \Vlth rhe 

thatthat sheshe approachedapproached thethe supensupen andand hehe saIdsaId IfIr v\'asv\'as 

changechange thethe scheduleschedule forfor thethe comlIigcomlIig yearyear SLCSLC membersmembers ~1l1d~1l1d teachersteachers feltfelt 

frustrated forfor nornor havlllghavlllg the'the' opporrtlllltyopporrtlllltyfrusrrated andand complamedcomplamed roro thethe 
toto lllfluencelllfluence thethe chstnct'schstnct's deCISion.deCISion. TheThe "Tlwre"Tlwre \vere\vere 

teachers ofof threwthrew upup theIrtheIr handshands andand saidsaid lSlS districtreachers whowho JustJust kmdkmd rherhe diStrICt 
to ...... \X/hy\X/hy areare Vie\ve domgdomg tillS \vorl<\vorl< IfIf areare nornor totohstenlllghstenlllg ro us?us? thIS 

pnncIpalus?"us?" InIn addItIon,addItIon, thethe princIpal andand thethe supennrendenrsupennrendenr alsoalso receivedreceived com­com­
parents rhe ciIstnct'splallltsplalllts fromfrom sever;]lsever;]l parems whowho vverevvere "JUSt"JUSt upup IIIIII arms"arms" aboutabout the ciIstncr's 

todeCISiondeCISion ro starrstarr thethe schoolschool dayday arar 7:457:45 A.M.A.M. 

PrincIpalPrincIpal \vIlhMornsMorns contlnuedcontlnued dISCUSSIngdISCUSSIng thethe schoolschool stan-rimestan-rime IssueIssue \vlth 
Supenntendenr summersummer ofof 1997.1997. InIn InterVIe\VSuperIntendenr GreenGreen durmgdurmg thethe herher InterVIC\V sheshe 

everyrhreportedreported thatthat thethe currentcurrent tlmetlme deCISiondeCISion "IS"IS reallreall yy agaaga lnStlnSt everyth IngIng wewe IIthethe 
vvorklllgSLC]SLC] havehave beenbeen v\lorkmg for.for. II knowknow ItIt maymay seemseem likelike aa minorminor rhlllgrhlllg butbut lIt'slIt's 

Il1dlcatlOIl dlstnct ro US,US, andand whatwhat wewe dodo asasanan Il1dlcatlOn ofof howhow much]much] thethe distrIct lIstenslIstens to 

professIonals."profeSSIonals." TheThe superIntendentsuperIntendent decldeddeclded toto havehave aa meetlngmeetlng tharthar summersummer 
WithWith ci!strIctci!strIct staff,staff, ParamountParamount admllllstrators,admmlstrators, andand teamteam membersmembers andand 

feaSibIlity changlllgteachersteachers toto studystudy thethe feaslbdIty ofof changmg thethe startstart timetime fromfrom 7:457:45 /\.M./\.M. roro 
8:308:30 A.Iv\.A.Iv\. Il1tervlew, PrlIKIpalDUrIngDUrIng herher ll1tervlew, PnncIpal MornsMorns stated,stated, 

couldn'l' gel'II tnedtned toto getget aa holdhold ofof everyevery leadershlJ)leadershlJ) teamteam membermember [and][and] JJ couldn'r get holdhold 

ofof anyoneanyone II hadhad toto makemake thethe deCISIondeCISIon andand iIil couldn'tcouldn't helphelp 

tharthat ItIt happenedhappened dLj['JngdLj['Jng rhethe middlemiddle ofof rhc summersummer deCls!unrhe II hasedhased thethe deCisiun onon 

rhlllgs rhar vvholevvhole staHstaHthlllgS rhat wewe hadhad ralkedralked abourabour tharthar II fcltfclt \vcre\vcre ImportantImportant [()[() 

AccordingAccording toto SuperIntendentSuperIntendent Green,Green, ItIt waswas deededdeeded tharthar aa toto 

8:308:30 /\.lVI./\.lVI. Pnllclpal\vould\vould bebe feaslble.feaslble. Pnnclpal MorriSMorriS waswas eXCIredeXCIred aboutabout thethe deC!deC! 
Slon.Slon. WhenWhen thethe newnew schoolschool yearyear hov./ever,hov./ever, somesome teamteam memhersmemhers asas 

\vell\vell 3S3S orherorher reachersreachers werewere upsetupset overover thethe st;]rt-tlmest;]rt-tlme coniconi 
plalI1edplalI1ed agalll,agalll, thethe diddid nornor lflvolvelflvolve themthem InIn thethe declslon,declslon, AsAs 

thethe supennrendenrsupennrcndenr noted,noted, "She"She waswas llexclledexclled II .... ItIt \vas\vas justjust wonderfuwonderfu II 
ThenThen soniCsonle ofof thethe teachersteachers gotgot allall lupsetllupsetl aboutabout thatthat [because][because] ItIt wasn'twasn't 
IIthelthel r)r) decIsion."decIsion." TeamTeam memmem bersbers andand reachersreachers behevedbeheved therethere waswas 

vvrongvvrong WithWith thethe pnllClpal'spnllClpal's summersummer declslons;declslons; ItIt waswas thethe fanfan tharthar werewere 
nornor lllvolvedlllvolved lfllfl thethe declslon-mal<lIlgdeclslon-mal<lIlg processprocess rhatrhat upsetupset rhemrhem 



 

tearn'stearn's InteractlonsInteractlons andand attemptsattempts toto Implemenr 
improveImprove cancan understOodunderstOod asas aa sequencesequence ofof 

mtomto anan overailoverail percepnonpercepnon ofof ItSItS decIsIon-makIngdecIsIon-makIng capabdl­capabdl­
teamteam membersmembers werewere thwartedthwarted mm theIrtheIr effortS.effortS. InIn thethe 

IvIJJ_~'J'UL-,IvIJJ_~'J'UL-, WIthwIth thethe ofof thethe SLSLTT tramIng,tramIng, theythey regroupedregrouped andand per-per-
thethe IssueIssue ofof concern.concern. TheirTheir sensesense ofof efficacyefficacy andand commItmentcommItment 

toto thethe JndI­studentsstudents asas revealedrevealed InIn anan SLSLTT evaluationevaluation surveysurvey ISIS anan ]ndI­
catOrcatOr perSISt.werewere ableable toto persIst. TheThe thirdthird episodeepisode appearedappeared toto havehave 
lessless ImportanceImportance forfor thethe teamteam thanthan thethe eplsodeseplsodes thatthat revolvedrevolved aroundaround studentstudent 

ItIt dIddId havehave anan InfluenceInfluence onon commU11lcatloncommU11lcatlon difficultiesdifficulties betweenbetween thethe 
reacherreacher teamteam melnbersmelnbers andand thethe mstanceandand ItIt representedrepresented anan ll1stance whenwhen 

In deCIslOn-makmgthethe teamteam feltfelt InvolvedInvolved in thethe declsion-makll1g process.process. InIn thethe 
teamteam memmem bers'bers' frusrrationsfrusrrations werewere exacerbatedexacerbated byby theirtheir lacklack 

ofof IllvolvementIllvolvement InIn thethe deClslOn,deClslOn, whenwhen theythey hadhad completedcompleted 
mvolved.researchresearch onon thethe IssueIssue andand theirtheir professlOnalprofesslOnal JudgmentJudgment waswas ll1volved. 

oWlllgoWlllg perspectIvesperspectIves focusfocus onon superIntendent's, prInCipal's,thethe supenntendent's, pnnClpal's, 
andand tearntearn members'members' perceptlonsperceptlons aa bombom theIrtheIr relationships,relationships, roles,roles, andand 

TheThe SupenntendentSupenntendent 

SuperintendentSuperintendent NormNorm Green'sGreen's phIlosophyphIlosophy ofof managementmanagement ISIS toto bebe Sup­Sup­
portlve HfHfPOftlVC ofof prmClpalsprmClpals andand toto helphelp themthem meetmeet thethe needsneeds ofof thelrthelr schnnlsschnnls 

doesdoes nornor InIn managingmanaging schoolsschools fromfrom hIShIS office,office, butbut ratherrather allOWIngallOWIng 
thethe autonomyautonomy toto operateoperate theIrtheIr sItes.sItes. HeHe usedused ParamountParamount asas anan 

prmClpalexampleexample ofof hIShIS phIlosophyphIlosophy byby sayingsaying thatthat thethe prll1Clpal "happens"happens toto likelike thethe 
CSLACSLA tramIngtramIng ...... IIandand II II don'tdon't wantwant toto gogo overover therethere andand muckmuck ItIt up,up, 

mlcromanag1l1gbecausebecause that'sthat's kll1dkll1d ofof mlcromanagll1g thethe schooL"schooL" HeHe VISHSVISHS aa schoolschool whenwhen 
district"Invited"Invited toto comecome mm andand talktalk aa boutbout dIstrIct polIcypolIcy oror ...... onceonce oror tWicetWice aa yearyear 

on011 15aa n1aJorn1aJor issue.issue. [OtherwIse[OtherwIse II 11 thmkthmk ItIt IS betterbetter forfor meme toto keepkeep mymy handshands 
ourour ofof Ir."Ir." 

Supenntendent1n1n 1995,1995, whenwhen SuperIntendent GreenGreen assumedassumed hiShiS posmon,posmon, hehe belIevedbelIeved 
Agreemellt,Agreement, slgnedslgned byby thethe superintendentthethe TentativeTentative formerformer superIntendent andand thethe 

T'eachers'T'eachers' FederatIOn,FederatlOn, "wasn't"wasn't reallyreally clearclear [a[a bout]bout] howhow thIngsthIngs werewere 
deCISion Withsupposedsupposed toto vvork."vvork." ItIt "was"was InterpretedInterpreted asas anyany deCiSIon deal1l1gdeal1l1g WIth per­per­

currIculum"andand curnculum" andand waswas openopen forfor dISCUSSIon.dISCUSSIon. Accord1l1gAccord1l1g 
clantytoto Green,Green, thISthIS lacklack ofof clarIty inin thethe languagelanguage ofof thethe contractcontract regardIngregardIng thethe 



 

l"l" 

decIsIon,decIsIon, ,1,1 urhorlf\'urhorlf\' ofof thEthE councilscouncils dd tt dlstn,:rdlstn,:r schoolsschools ledled 

roro differentdifferent l!1tCrpreranons,l!1tCrpreranons. InIn somesome 
comilllrrccscomilllrrccs managemanage arC3SarC3S admmISfLH1\'c'otot routineroutine admmISfLH1\'C' 
cedurescedures suchsuch JSJS "whar"whar kll1dkll1d ofof paperpaper roro orderorder forfor thethe II nlachmc'."nlachmc'." TheThe 

thIS i111thorlf\'superIntendentsuperIntendent bellC'vedbellC'ved rhis ImmedImmed thethe i111rhorlfv ofof 
theIrtheIr JobsJobs effectIvely,effectIvely, (lnd(lnd pnnCipalspnnCipals "fclt"fclt 
Agreemenr]Agreemenr] "" HeHe a1soa1so reponedreponed rhatrhat somesome teachersteachers InIn thethe Cl!Sfrtl'tCl!Sfrtl't feltfelt 
shouldshould notnot bebe makll1gmakll1g deCiSionsdeCiSions aboutabout thethe dadvdadv man?lgemenrman?lgemenr ofof schools,schools, 
andand theythey \vere\vere "conIIng"conIIng roro thesethese meC'tlngsmeC'tlngs upset,upset, IsaylnglIsaylngl \vh)'\vh)' ,He',He' wewe \!V;]Sf'\!V;]Sf' 

mgmg ourour [lme[lme "" Therefore,Therefore, oneone ofof hIShIS firStfirSt goagoa IsIs asas waswas toto 
cianfycianfy thethe ambIgUItyambIgUIty throughthrough negotIanonsnegotIanons betvveenbetvveen thethe chsrnctchsrnct andand thethe 
Teachers'Teachers' federationfederation 

Accordll1gAccordll1g toto NormNorm Green,Green, thethe newnew contractcontract CLHlfil~dCLHlfil~d thethe responsihilitleSresponsihilitleS 
andand authomyauthomy ofof reachersreachers andand admInistrators.admInistrators. ItIt defineddefined thethe conceprconcepr ofof 
sharedshared deCISIondeCISIon makIngmakIng asas "ha"ha VIngVIng peoplepeople \vho\vho ,He,He gOIgOI ngng toto hehe aa byby 
deCISIonsdeCISIons bebe lllvolvedlllvolved toto thethe degreedegree thatthat theythey wouldwould hkehke toto andand thethe 
thatthat ItIt ISIS helpfulhelpful IIIIII thethe process," UnderUnder thISthIS contracl', reachersreachers \vcre\vcre Il1cludcdIl1cludcd 
1I11I1 deCIslO11sdeCIslOns relatedrelated (()(() educatIonaleducatIonal programs,programs, budget,budget, personnel,personnel, aa nelnel 
mstructIon.mstrucnon, TheThe ultImate deCISIon,deCISIon, power,power, andand responSIresponSI bl!bl! II ty,ty, 

process." contract, 

ultimate however,however, 
remamedremamed \"nth\"nth pnnCipalspnnCipals whowho "cannot"cannot relInqUIshrelInqUIsh thosethose respollslbtlmesrespollslbtlmes toto 

commIttees."otherother llIdlvidualsllIdlviduals oror commIttees," TheThe superIntendentsuperIntendent feltfelt thatthat CSL1bllshlllgCSL1bllshlllg 
clearclear parametersparameters ofof declslondeclslon maklllgmaklllg waswas necessarynecessary andand tharthar thethe prevIousprevIous 
contractcontract ledled toto aa greatgreat dealdeal ofof frustratlonfrustratlon andand mIStrust.mIStrust. HeHe cautioned,cautioned, "The"The 

worStworSt thlllgthlllg toto dodo ISIS [delegate[delegate responSibIlItyresponSibIlIty forifori deCISIonsdeCISIons ane!ane! thenthen aftcraftcr thethe 
deCISiondeCISion ISIS mademade saysay that'sthat's notnot thethe nghtnght decIsion."decIsion." HeHe bellcveclbellcvecl It'sIt's thethe pr11l­pr11l­
cJpal'scJpal's responslbdnyresponslbdny "to"to definedefine andand makemake nn clearclear whatwhat deCISIonsdeCISIons areare beIngbeIng 
made ... figuflngmade, .. [and][and] figUrIng outout howhow you'reyou're gOInggOIng toto makemake IIaa deCISIOndeCISIOn J,J, whatwhat 
mfmmationmfmmation youyou need,need, andand vl/hovl/ho ISIS gOInggOIng ruru hehe Illvolved."Illvolved." 

'fhe'fhe PnnClPnnCl palpal 

Initially,Initially, Paramount'sParamount's prinCIpal,prinCIpal, ChriSChriS Moms,Moms, W2Il1Cc!W2Il1Cc! toto InvolveInvolve teachersteachers IIIIII 
thethe decislon-makmgdecislon-makmg processprocess ofof thethe schoulschoul SheShe saId,saId, "I"I wanredlln(urmatJollwanredlln(urmatJoll 
beforebefore 11 mademade decisloIlS,decisloIlS, youyou knowknow anan adVIsoryadVIsory kIndkInd <;lruatlOllo(o( <;lruanOll .. 

teacher" sraffbelievebelieve IIIIII tharthar kmdkmd ofof style.style. II reallyreally feelfeel thethe moremore reacher" andand Staff membersmembers 
areare empoweredempowered InIn deCISions,deCISions, thethe moremore youyou gelgel buy-mbuy-m "" hlrrhcrmorc,hlrrhcrmorc, underunder thethe 

formerformer superIntendentsuperIntendent sheshe waswas encouragedencouraged toto mvolvcmvolvc teachersteachers IIIIII aa WIdeWIde rangerange 
contract thatofof deCISIonsdeCISIons asas parrparr ofof thethe "union"union connact rhat therethere willwill bebe aa leadcr<;hlJ)leadcr<;hlJ) coun­coun­

created the srated, "I VISIonVISIon thatthat reachersreacherscilcil "" SheShe creared l'he SLCSLC ChmChm sl'ated, "l hadhad rlJ!srlJ!s 
wCight andandandand everybodyeverybody onon thethe teamteam vvouldvvould havehave anan equalequal weight InIn I'helrI'helr 

havc findfind rillSrillS ISIS realistic." fromfromII have comecome toto nornor realistic," ChrISChrIS 



 

 

 

 

 

88 oror 

ww havehave aa dJstnctdJstnct perspectJveperspectJve InsteadInstead ofof 

wouldwould makemake '"ultImate'"ultImate deCisIOns"deCisIOns" forfor 

waswas aa halehale bitbit nervousnervous whenwhen thatthat 

burbur ItIt seemedseemed toto bebe aa 

clearclear thatthat whenwhen anan ulnmateulnmate 

"" SheShe belIevedbelIeved sheshe had"had" toto taketake 

Green'sGreen's primaryprimary goalgoal "m"m thethe 

consistencyconsistency andand thethe reasonreason ISIS allall basedbased onon [srudent[srudent 

ChnsChns MorrisMorris thar nor dls­that thethe teachersteachers werewere not ahvaysahvays familIarfamilIar wahwah thethe dls­

tnct'stnct's perspectlveperspectlve onon IssuesIssues suchsuch asas schedulmgschedulmg andand personnel~personnel~ andand sheshe foundfound 

"often­InIn thethe lTllddlelTllddle ofof thethe teachersteachers andand thethe dlstncr.dlstncr. SheShe belIevedbelIeved thatthat "often­

tImestImes thatthat hashas beenbeen aa WithWith thethe leadershipleadership team,team, It'SIt'S notnot likelike theythey areare 

burbur rnarna ybeybe II aa deardear understandlllg."understandlllg." Yet,Yet, sheshe belIevedbelIeved 

thatthat thethe dlstnctdlstnct approvedapproved thethe team'steam's proposalproposal toto starrstarr thethe dayday atat aa laterlater tImetIme 

becausebecause sheshe hadhad conSIderedconSIdered thethe dlstnct'sdlstnct's perspectJperspectJ ve,ve, andand theythey workedworked 

Fn',An-'PFFn',An-'PF wwardwward findmgfindmg aa solution.solution. ChnsChns novl/novl/ recogl1lzedrecogl1lzed thethe challengechallenge toto 

n,""',"""""'""n,""',"""""'"" herher lllltlaJlllltlaJ goalsgoals forfor thethe leadershlleadershl pp teamteam IIIIII deCiSiondeCiSion maklllg.maklllg. 

SchoolSchool LeadershipLeadership TeanlTeanl 

AtAt tbetbe ofof thethe ParamountParamount SLSLTT trall1111gtrall1111g semlllars~semlllars~ thethe Il1terviewIl1terview 

alldalld VideoVideo datadata suggestsuggest confUSionconfUSion andand uncerrallltyuncerralllty amongamong teamteam membersmembers 

regardlllgregardlllg thell'thell' responslbl!mesresponslbl!mes asas aa decision-maklllgdecision-maklllg team.team. TheThe teamteam conSid­conSid­

misunderstandlllgersers lacklack ofof commUlllCatIOncommUlllCatIOn thethe primaryprimary sourcesource ofof mIsllnderstandlllg betweenbetween 

adnlllllstratorsadnlllllstrators andand themselves,themselves, andand membersmembers hopehope "to"to bebe perceIvedperceIved asas aa 
nrntTl(\rp.r(\rYltT1l1nlr~ln(\n "" the'vthe'v honehone toto1-,,,,..1,,1-,,,,..1,, rlv)rrlv)r \X"ll\X"ll nrntTl(\rp.r(\rYltnl1nlr~ln(\n Thrnl1phThrnl1ph thf'thf' tr::1111111P.tr::1111111P. 

gaga IIIIII newnew mSIghtsmSIghts lIltolIlto theirtheir rolerole asas leadersleaders inin schoolschool restructuring,restructuring, andand thethe 

JI11pOrranceJI11pOrrance ofof "takIng"takIng thethe responsibilItyresponsibilIty toto bebe anan activeactive partICIpantpartICIpant IIIIII [theIr][theIr] 

work."work." OneOne teatea lT1lT1 memmem bel'bel' "I"I seesee thethe developmentdevelopment ofof aa strongstrong teamteam asas 

changll1gchangll1g who.who. .. .. accessaccess toto ...... thethe Il1formanonIl1formanon byby havmghavmg aa largerlarger 

groupgroup ofof peoplepeople thatthat makemake decIsions."decIsions." DUrIngDUrIng thethe tramIng,tramIng, thethe teamteam 

addressedaddressed queStionsqueStions ofof purposepurpose suchsuch as:as: "What"What bnngsbnngs togethertogether asas aa 

tcan)? \XJhat ISIS purposepurpose forfor workmgworkmg togethertogether asas aa teamteam ratrat thethettan)? \XJhar 

school]?"school]?" AnotherAnother activityactivity prOVIdedprOVIded themthem WithWith thethe opportul1ltyopportul1lty toto completecomplete 

aa "school"school systemssystems graph"graph" thatthat encouragesencourages teamteam membersmembers toto looklook atat rolesroles 

andand responSIresponSI bllines.bllines. 

DUrIngDUrIng thethe SSLTLT SeIl1l11arS~SeIl1l11arS~ teamsteams werewere prOVIdedprOVIded v,nthv,nth processprocess andand eded uca­uca­

nona!nona! contentcontent knowledge,knowledge, andand communlcatlOn~gamedgamed faCllItatlOl1,faCllItatlOl1, commllnlcatlOn~ andand 

problcm-solvll1gproblcm-solvlI1g skJlls.skJlls. TheyThey usedused theIrtheIr developingdeveloping skIllsskIlls toto researchresearch andand 
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JndJnd prograrnsprograrns SlmdarSlmdar toto 

receivedreceived threethree yearSyearS oror SlSl TT tLHf11ng,tLHf11ng, thethe [t'ani[t'ani 

1m1m prowmcprowmcnnISIS rlearlea nrnr cncn thethe 9;;9;; (~()(~() confidence'confidence' In'dIn'd onon nn Vt'arh'Vt'arh' n':l!n':l! uaua 

[Ion[Ion survev)survev) 1Il1Il theIrtheIr useuse ofof dacl andand focusfocus onon ISSue'SISSue'S ofof ,mel,mel learnlearn 
lng,lng, TheThe rr;1rr;1 111111 lIlglIlg scml1larsscml1lars \Vld,thethe learnlearn tVld, multlpkmultlpk OpportUllltlCSOpportUllltlCS toto 

engageengage IIIIII aa abourabour cc!tlclnonalcc!tlclnonal IssuesIssues aWl1\'aWl1\' [rorn[rorn flwflw 
pressurespressures theathea schoolschool InIn anan flKour,lgerncl1f­ofof supportsupport andand flKour,lgerncl1f­
condillonscondillons ofof professionalprofessional esscn­Idcl1nfledIdcl1nfled by'by' [.Ink[.Ink (( II99.s)99.s) asas esscn­

!lal!lal IfIf aa schoolschool staffstaff ISIS toto bebe ableable roro II schoolschool rdorm.rdorm. 
ThiSThiS focusedfocused tm'll'tm'll' enhancedenhanced rhelrrhelr skdlsskdls II problems,problems, 

data,data, andand uSl1lguSl1lg researchresearch toto proposepropose soluf!onssoluf!ons rherhe H,llnlng,H,llr1ll1g, 

thethe reamream actIvelyactIvely defllleddefllled IrsIrs rolerole asas problemproblem addreSSingaddreSSing ISSue'SISSue'S 

theythey perceivedperceived wouwou ldld enhanceenhance studentstudent TeaTea mm mCI11mcm hershers 
consultlllgtharthar \vhen\vhen thethe supermtendentsupermtendent mademade deCISionsdeCISions \vlrhout\vlrhout consultll1g rhern,rhern, ",1",1 

lorlor ofof peoplepeople gOtgOt reallyreally frustrated.frustrated. \\iC gOlllg,land,land asked!,asked!, whywhy MeMe \\ie gOll1g roro llilllil 
treethesethese COmIl11COmIl11 ttee IImeet1meet1 ngsngs I?"I?" 

InconslstemInconslstem andand confllctmgconfllctmg rnessagesrnessages andand expecranonsexpecranons fromfrom rhcrhe rV\IOrV\IO 

niembers'superintendentssuperintendents andand thethe prllKlpalprllKlpal comnburedcomnbured 1'01'0 reamream members' confUSionconfUSion 

nored,aboutabout theIrtheIr newnew rolerole asas schoolschool leaders.leaders. AsAs oneone membermember noted, "I"I thth IIIIII kk thethe 

rolerole ofof thethe teamteam mcet-,ngsnownow ISIS vague.vague. ,, .. mymy attendanceattendance arar rheserhese mcet-lllgs JustJust 

rhar comeconfusesconfuses meme........ YouYou gogo toto aa meenngmeenng andand youyou thInkthInk thar thethe ISSUeISSUe hashas cOllle 

toto somesome conclUSIOnconclUSIOn whenwhen IrIr lhasn't]."lhasn't]." AnotherAnother reamream membermember S;lld,S;lld, "Maybe"Maybe 

\Ne [herethlI1gsthlI1gs werewere alreadyalready deCideddeCided somewheresomewhere elseelse byby thethe timetime tNe gorgor rhere ...... soso 

somesome peoplepeople weren'rweren't suresure whywhy [wei[wei werewere there."there." TeaniTeani membersmembers believebelieve 

IcadershqJthatthat atat thiSthiS timetime ItIt ISIS dIfficultdIfficult toto saysay whatwhat thethe actualactual rolerole ofof rherhe leadershqJ 

reamream ISIS ar explaInedat thethe school.school. OneOne reamream difficultymembermember explall1ed parrparr ofof thethe dlfficulry 

ne\"/ budget"seems"seems toto bebe aa lotlot ofof newness.newness. WeWe havehave aa neVineVi super,super, netV budger person,person, 
andand rherhe prInCipalprll1clpal ISIS nev,/nev,/ andand sheshe ISIS !lotnor usedused roro JuniorJUIlIor school"school" 

InIn [herhe nextnexr SterIan,scerIon, mLl ofof history,history, CPIS(CPIS(IllLl Icnsc~Icnsc~

theandand frameworks,frameworks, wewe examIneexamIne thethe rolesroles ofof rherhe jJrJllCllJ;lljJrJllCllJ;ll andand rhe [cam[cam fromfrom 

anan IntegratedIntegrated conceptualconceptual perspecrJveperspecrJve asas aa \,vay\<\/ay ofof looklllglooklllg atat rherhe sou:11sou:11 

phenomenaphenomena ofof schoolsschools 

cscs 

JVlanyJVlany authorsauthors havehave roro descnbedescnbe thethe InherenrInherenr comcom ofof 

orgalllZa[I(JnS mcllvlduals partlCIpateorgalllzarions andand systemssystems inin vvhlchvvhlch lIldlvlduals partlCIpare TheseThese 
sorYlcvvhatnonsnons havehave tendedtended toto presentpresent orgalllZatlOllSorgalllZatlOllS asas sonlcvvhat seanc,seanc, moremore OrOr lessless 
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discreetdiscreet boundanesboundanes betweenbetween 
orgamzanon.orgamzanon. TheseThese tradltlona!tradltlona! theonestheones 

ImportantImportant forfor ourour understandunderstand mg.mg. Yer,Yer, asas 
'''-<"'''''~J'''-<"'''''~J ofof organizationsorganizations andand thethe rolesroles mdlvldualsmdlvlduals 
patternspatterns ofof behaviorbehavior havehave nornor alwaysalways follmvedfollmved thethe 

mdpilduaismdpilduais wlthmwlthm schoolsschools conrmueconrmue toto perceiveperceive thethe 
areare toto playplay InIn aa hIerarchIcalhIerarchIcal \vay\vay withwith 

dIrectdIrect InstructionsInstructions fromfrom supermtendemssupermtendems 
SBMSBM andand SLSLTs,Ts, mdlvldualsmdlvlduals mm schoolsschools 

teachers,teachers, andand staff)staff) mustmust readjustreadjust thelrthelr 
panernspanerns andand assumptlOI1SassumptlOI1S ofof thethe rolerole theythey areare roro playplay mm governll1ggovernll1g 

thethe school.school. BothBoth SBMSBM andand SLTsSLTs callcall forfor aa bottom-upbottom-up declslon-makll1gdeclslon-makll1g 
processprocess thatthat asksasks teachers,teachers, staff,staff, andand othersothers toto makemake deCISionsdeCISions ImpOrtantImpOrtant 
forfor theIrtheIr school.school. 

perspectives,perspectives, wewe seesee thISthIS asas aa "sysremlC-srrucrural"sysremlC-srrucrural 
(Altnchter(Altnchter && Elliott,Elliott, 2000),2000), notnot asas "orthodoxy,""orthodoxy," burbur 111111 

connbinatlOnconnbinatlOn WIthWIth ItlcalItlcal analySISanalYSIS (Mawh1l1ney,(Mawh1l1ney, 1999;1999; \X/allace,\X/allace, 
2000).2000). ForFor achlevmgachlevmg thesethese ends,ends, wewe drawdraw onon conceptsconcepts fromfrom aa systemssystems andand 
strucruralstrucrural perspectlveperspectlve ofof organlzanonsorganlzanons (Hanna,(Hanna, 1997;1997; HardyHardy && Clegg,Clegg, 
'I'I Scorr,Scorr, 1992;1992; Senge,Senge, 1990)1990) andand mlcropolmcsmlcropolmcs (Blase(Blase && Anderson,Anderson, 
1995;1995; 1999;1999; Wallace,Wallace, 2000).2000). CoreCore conceptsconcepts fromfrom thesethese 
theOflestheOfles allowallow usus toto viewview thethe workwork ofof thethe pnnclpalpnnclpal andand SLSLTT fromfrom thethe 
lTHlcro-orgafllzationalleveJlTHlcro-orgafllzationalleveJ ofof schoolschool structures,structures, environmentalenvironmental mfluences,mfluences, 
andand rolerole theorytheory thatthat shapeshape andand definedefine thethe actionsactions ofof thethe team.team. TheThe mlcro­mlcro­
perspectlve,perspectlve, whichwhich encompassesencompasses IntergroupIntergroup factorsfactors andand mlCropolltlcs,mlCropolltlcs, 

partlc­helpshelps usus rara underStandunderStand thethe ImphcltImphclt culturalcultural prescnptlveprescnptlve thatthat gllJdegllJde partlc­
,pwntF',pwntF' ct<J:l:lJ)n"ct<J:l:lJ)n" -- rrnt(cP"t';:Hn~"'pnt(cP"t';:Hn~"'p rhp<;prhp<;p oerSDeCtlveSoerSDeCtlveS offersoffers inSIghtsinSIghts mtomto waysways<< 

thatthat schoolschool IIeadershleadershl pp teatea msms leadlead theIrtheIr schoolsschools InIn thethe reformreform processprocess 
becausebecause reformsreforms tendtend toto polItiCizepolItiCize schoolsschools andand threatenthreaten eXlstmgeXlstmg roles,roles, 
(ela(ela tJOl1shljJs,tJOl1shljJs, power,power, andand resources.resources. TheseThese dynamICdynamIC relatlonshlpsrelatlonshlps areare 

"" .... ,.",'."".>",.",'."".>" ll1ll1 FigureFigure 5.1,5.1, anan IntegratedIntegrated PerspectlvesPerspectlves Model,Model, whichwhich encom­encom­
passespasses systemssystems theorytheory (Hanna,(Hanna, 1997;1997; Scott,Scott, 1992;1992; Senge,Senge, 1990)1990) andand aa 

perspective (Blase,(Blase, 1991;1991; Darnow, Mawhlllney,Mawhlllney,mlcropolmcalmlcropolmcal perspeCtlve Datnow, 1998;1998; 

1999).1999). SystemsSystems theorytheory II1cluclesII1clucles threethree componentscomponents andand JIldlcatesJIldlcates tlletlle rela­rela­
tionshIpstionshIps amongamong (1)(1) envIronmentalenvIronmental facrars,facrars, (2)(2) orgal1lzatlona]orgal1lzatlona] factors,factors, 
andand (3)(3) l11tergroupl11tergroup relations.relations. 

EnVIronmentalEnVIronmental factors,factors, byby defillltion,defillltion, areare everythJIlgeverythJIlg outSideoutSide thethe system'ssystem's 
InIn thiSthiS study,study, wewe perceivedperceived demographicdemographic changeschanges JIlJIl thethe schoolschool 

JIlflUenclllgdistrictdistrict asas anan ob]ecnveob]ecnve enVI[OnnlentaJenVI[OnnlentaJ factorfactor JIlfluenclng andand challenglllgchallenglllg thethe 
abourschoolschool andand thethe leadershIpleadershIp teamteam toto thinkthink inin newnew waysways about ItsIts studentsstudents andand 

thethe IssuesIssues theythey rrall1l11gTheThe SLTSLT trall1l11g waswas alsoalso ViewedViewed asas aa envlfonmentalenvlfonmental 



 

 

Crow!!,Crow!!, andand Sd,oolSd,ool 

Drmograplllc\Drmograplllc\ 

,i/\,i/\ 
andand 

Principal�Principal 
Spanner�BoundaryBoundary Spanner 

Superintendent�Superintendent 
DcterJl,II1Cr�PrImaryPrImary RoleRole DcterJl,II1Cr 

OrganizationalOrganizational FactorsFactors 

FigureFigure 5.15.1 perspeCttveAnAn lIltegratlvelIltegratlve perspecnve modelmodel ofof envtronmental,envtronmental, organizational,organizational, 

facrarsandand r1llcropolltlca]r1llcropolltlca] factors thatthat ll1fluencell1fluence schoolschool leadershtpleadershtp reamream 

decislondecislon maklIlg,maklIlg, power,power, andand authOrIty.authOrIty. 

factorfactor becausebecause ItIt thethe reamream wnhwnh anan persp(~crlpersp(~crl veve ofof l1Sl1S 

potentia]potentia] toto leadlead thethe schoolschool andand toto learnlearn lieededlieeded kk andand skiski toto 

assuassu meme ItSItS nnvnnv ro]e.ro]e. 

OrgailizationatOrgailizationat factorsfactors IncludeInclude structure,structure, andand urcsurcs jj nme-nme-
ImeIme andand deadlmcs,deadlmcs, rolerole requirementsrequirements ofof pOSlflon,pOSlflon, purposespurposes CilldCilld go;:})s,go;:})s, andand 

leadershipleadership tranSlflonstranSlflons rh:nrh:n InfluencedInfluenced thethe teamteam andand thethe team'steam's fllllCllOl1lng.fllllCllOl1lng. 

TeamTeam membersmembers hadhad toto furtherfurther theirtheir ofof thethe structurestructure ofof leader··leader·· 
shipship atat theirtheir school,school, learnlearn thethe andand thatthat wouldwould affectaffect vvh~nvvh~n

theythey \vert\vert ableable toto dodo andand ho\vho\v couldcould dodo It,It, gamgam IlewIlew andand 
adoptadopt newnew roles.roles. 

ResearchResearch usmgusmg mtergroupmtergroup aandnd factorsfactors elerncntSII licllicl udtsudts elerncnts 
ofof climateclimate andand structurestructure thatthat surroundsurround thethe focalfocal groupgroup rearn)rearn) 1Il1Il anan 

organiZatIOnorganiZatIOn ForFor thISthIS case,case, (nncal(nncal IlltergroupIlltergroup factorsfactors areare thethe 11lode11lode ofof com··com·· 
mUlllCat10n,mUlllCat10n, thethe ofof lllreraCtlon,lllreraCtlon, YSlCaYSlCa andand 
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amongamong thethe 

foundfound thatthat 

neganveneganve feed­feed­

thethe reamream andand asas sensesense ofof 

onon thethe reamream asas aa wholewhole ISIS supportedsupported thethe 

whowho arguesargues "the"the wayway aa groupgroup relatesrelates toto otherother 

groupsgroups sometimes!sometimes! moremore ImportantImportant roro ltSltS effectlvenesseffectlveness thanthan thethe vvayvvay 

relatt (p.(p. 2).2).relate toto eacheach other"other" 

TheoryTheory 

aa systemICsystemIC perspectIveperspectIve ll1corporatedll1corporated WIthWIth rolerole theory,theory, wewe gamedgamed 

mtomto thethe IssuesIssues facedfaced byby thethe ParamountParamount SLSLTT asas theythey assumedassumed ne\vne\v 

rolesroles andand responslbJlJt1esresponslbJlJt1es atat thethe schooLschooL AA commoncommon understandmgunderstandmg ofof sys­sys­

temstems ]] 997;997; Scott,Scott, ]] 992)992) ISIS thatthat therethere ISIS mterdependencymterdependency betweenbetween 

orgarlJzatJonsorgarlJzatJons andand theIrtheIr envIronments.envIronments. AnAn openopen systemssystems approachapproach seeksseeks toto 

components,components, understandunderstand thethe naturenature ofof ll1teractlonll1teractlon betweenbetween them,them, 

rheandand cxammecxamme thethe InfluenceInfluence ofof the externalexternal envIronmentenvIronment onon ll1ternalll1ternal orgal1l­orgal1l­

zatlonalzatlonal functlonmgfunctlonmg (Hanna,(Hanna, 1997).1997). AlthoughAlthough thiSthiS separanonseparanon ofof compo­compo­

nentsnents ISIS pOSSIblepOSSIble mm theory,theory, asas wewe seesee 111111 thethe ParamountParamount case,case, thethe boundanesboundanes 

arnongarnong conlponentSconlponentS andand partICIpantspartICIpants areare notnot soso clearlyclearly defineddefined 111111 actualrty.actualrty. 

AsAs CleggClegg andand HardyHardy (1996)(1996) suggest,suggest, boundanesboundanes breakbreak downdown andand IssuesIssues 

mergemerge andand blurblur asas actionsactions occuroccur 111111 aa complexcomplex system.system. InIn attemptmgattemptmg toto 

understandunderstand thISthIS compleXity,compleXity, rolerole theorytheory cancan prOVideprOVide ll1slghtsll1slghts ll1toll1to eXlstmgeXlstmg 

organIzatIonalorganIzatIonal structuresstructures andand systems.systems. 

nfnf r<r< nIpnIp T/'1pnr\1T/'1pnr\1 InIn flnrJprc:fn11rJl110'flnrJpyc:tn11rJl110' nrO'nn77flhnno!lvv'-hn,-//,nrr>lvv'-hn,-//,nrr> nyO'nn77flhnno! rnnf!7rtsrnnf!7rts 
deSCrIbe posi­RoleRole seeksseeks toto descnbe "patterned"patterned formsforms ofof behavior,behavior, socialsocial posi­

nons,nons, speclalrzanons,speclalrzanons, andand diVISionsdiVISions ofof labor"labor" (Thomas(Thomas && BiddIe,BiddIe, 1966,1966, 

p.p. 3)3) asas wellwell asas thethe processesprocesses byby whichwhich membersmembers communicate,communicate, learn,learn, andand 

areare soclalrzed.soclalrzed. TheThe rolesroles thatthat llldlvldualsllldlvlduals playplay mcludemclude aa setset ofof preSCrlptlonspreSCrlptlons 

t defindefin ee thethe behabeha VlOrVlOr ofof partiCIpants wnhmwnhm thethe SOCialSOCial system.system.thatha f partIcIpants 

Furthermore,Furthermore, rolesroles areare notnot limitedlimited toto "one"one person'sperson's behaVIor,behaVIor, butbut mustmust 

lI1c1udclI1c1udc thethe behaVIOrsbehaVIOrs ofof othersothers whichwhich prOVIdesprOVIdes thethe nghtsnghts enablmgenablmg thosethose 

actIons"actIons" (Lopata,(Lopata, 1995,1995, p.p. 1).1). ForFor mstance,mstance, membersmembers ofof thethe ParamountParamount 

teamteam assumedassumed thethe rolerole ofof leadershipleadership WithWith thethe defil1ltlonsdefil1ltlons ofof thatthat rolerole asas pre­pre­

sentedsented byby thethe firstfirst TentatlveTentatlve Agreement,Agreement, thethe SLSLTT trammgtrammg semmars,semmars, andand thethe 

prinCipal.prinCipal. EachEach mdlvldualmdlvldual teamteam membermember defineddefined andand mtegratedmtegrated thell:thell: rolerole asas 

aa teacher,teacher, membermember ofof thethe team,team, andand schoolschool leader.leader. WithWith changeschanges mm super­super­

Intendents,Intendents, uncerrawtyuncerrawty andand ambigUItyambigUIty waswas mtroducedmtroduced mtomto thethe relanon­relanon­

ships.ships. \X/hen\X/hen rolesroles areare mm tranSitiontranSition oror newnew rolesroles areare lI1troduced,lI1troduced, mdlvlduals'mdlvlduals' 
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pasrpasr hch3\'lOrShch3\'lOrS andand patternspatterns oror ImeraUlonImeraUlon 111,1\111,1\ nornor bebe appropru[e,appropru[e, andand newnew 
behaviorsbehaviors andand pan-ernspan-erns needneed roro bebe learned,learned, ThISThIS occursoccurs 
comrnUlllCHlonscomrnUlllCHlons andand mreraCllonsmreraCllons ofof differentdifferent n1l'lnhcrsn1l'lnhcrs \\'lthll1\\'lthll1 
thethe systemsystem andand wlfhwlfh oursldt'oursldt' forcesforces suchsuch ,is,is the'the' rea111rea111 tLl1111ngtLl1111ng 
(Kahn(Kahn erer aI.,aI., ]]964)964) AsAs thesethese Ile\VIle\V rolesroles arcarc learned,learned, therethere ISIS aa strongstrong 
likelIhoodlikelIhood ofof bothboth rolerole ambigUItyambigUIty andand rolerole conflictconflict 

ChallengesChallenges \';(/hen\';(/hen RolesRoles AreAre andand RoleRole ambigUityambigUity 
andand confhcrconfhcr havehave beenbeen vndelyvndely researchedresearched asas aa \vay\vay toto understandunderstand thethe stressesstresses 
associatedassociated WithWith membershIpmembershIp InIn orgalllzanonsorgalllzanons (l'vldes(l'vldes && Perreault,Perreault, 1976;1976; 
Netemeyer,Netemeyer, Johnston,Johnston, && Burton,Burton, 1990;1990; VanVan Sell,Sell, Bnef,Bnef, && Schuler,Schuler, 19B19B 1).1). 

RoleRole amblgUltyamblgUlty andand rolerole confhctconfhct "have"have beenbeen establtshedestabltshed IIIIII orgalllzatlcmalorgalllzatlcmal 
lIteraturelIterature asas Important,Important, lIlfluennallIlfluennal factorsfactors InIn thethe \vork\vork sctrlng"sctrlng" (Olk(Olk && 
FrIedlander,FrIedlander, 1992,1992, p.p. 389).389). RoleRole ambIgUItyambIgUIty ISIS defineddefined asas "a"a lacklack ofof clarityclarity 
regardIngregardIng thethe expectatlonsexpectatlons forfor one'sone's role,role, thethe methodsmethods forfor fulfilllllgfulfilllllg thosethose 
expectatlons,expectatlons, andand thethe consequencesconsequences forfor effectlveeffectlve oror lIleffectlvelIleffectlve performance"performance" 
(Olk(Olk && Fnedlander,Fnedlander, 1992,1992, p.p. 390).390). AlthoughAlthough thethe sourcessources ofof rolerole anlblgultyanlblgulty 
vary,vary, theythey cancan occuroccur ourour ofof threethree generalgeneral condmons:condmons: "organizational"organizational corn­corn­
plexlty,plexlty, rapIdrapId organIzatIOnalorganIzatIOnal change,change, andand managenalmanagenal phIlosophies"phIlosophies" (Kahn(Kahn 
etet aI.,aI., 1964,1964, p.p. 75).75). IndIVIdualsIndIVIduals atat ParamountParamount IvllddJeIvllddJe SchoolSchool werewere confrontedconfronted 
\vIth\vIth multiplemultiple aspectsaspects ofof ambIguousambIguous andand newnew CIrcumstancesCIrcumstances tharthar demandeddemanded 
aa changechange InIn theIrtheIr rolesroles andand behaVIors.behaVIors. TheyThey workedworked toto redefineredefine thethe wayway thethe 
schoo]schoo] functionsfunctions WithWith aa leadershIpleadershIp team;team; however,however, theIrtheIr attemptsattempts werewere 1Il1Il 

dIrectdIrect OpposltlonOpposltlon toto thethe hlerarchlcalhlerarchlcal naturenature ofof thethe dIstrICt.dIstrICt. 
RoleRole confhctconfhct typIcallytypIcally "anses"anses whenwhen aa personperson ISIS facedfaced WIthWIth expectationsexpectations 

requJrlngrequJrlng behaVIorsbehaVIors thatthat areare mutuallymutually competIngcompetIng oror OPPOSIng"OPPOSIng" (Olk(Olk && 
Fnedlander,Fnedlander, 1992,1992, p.p. 389).389). VanVan SellSell andand colleaguescolleagues (1981)(1981) IndIcateIndIcate tharthar 
somesome consequencesconsequences ofof rolerole cancan filerfiler areare unsaunsa nsfactnsfact O[-yO[-y \vork\vork grougrou pp relarela tlOll­tlOll­
shsh 11ps,ps, madeqmadeq uateuate perceIvedperceIved leaderleader behavIor,behavIor, aandnd unun fafa voravora bleble :11:11 ntudcsntudcs 
(p.(p. 49)49) to\vardto\vard rhoserhose InIn poslnonsposlnons ofof powerpower andand whowho 3rc3rc InIllarll1gInIllarll1g nC\-\1nC\-\1 roles.roles. 

InIn organlzanons,organlzanons, thiSthiS persallpersall generallygenerally playsplays aa ccnrralccnrral rolerole Il1Il1 IntergroupIntergroup 
relarela nonsnons asas aa "" boundaryboundary spanner,"spanner," someoncsomeonc whowho helpshelps faLllnafaLllna rere COlliCOlli IIIIII u­u­
nIcanonnIcanon betweenbetween groupsgroups (Friedman(Friedman && Podolny,Podolny, 1992).1992). AsAs cancan bebe seenseen IIIIII 

FlguFlgu rere 5.5. 1,1, thethe prlllClprlllCl palpal \vas\vas InIn rherhe rolerole ofof boubou ndaryndary spaspa nnnerner aandnd waswas mosrmosr 
likelylikely roro encounterencounter rolerole confllcrconfllcr asas aa resultresult ofof mCITlbershlpmCITlbershlp IIIIII muluplcmuluplc 
groupsgroups (Van(Van SellSell etet aI.,aI., 1981).1981). 

TypesTypes ofof RoleRole Confltct.Confltct. FIveFIve majormajor typestypes ofof rolerole conflIctconflIct areare relevantrelevant toto thISthIS 
studystudy (Kahn(Kahn etet aI.,aI., 1964;1964; MdesMdes && Perreault,Perreault, 1976,1976, VanVan SellSell erer 1981):1981): 
(])(]) ltztrasenderltztrasender conflIct:conflIct: thethe extentextent toto whIChwhICh twotwo oror moremore rolerole expectatIonsexpectatIons 
fromfrom aa sll1g1esll1g1e ro[ero[e sendersender areare mutuallymutually IncompatIbleIncompatIble (e.g.,(e.g., thethe 



 

rolerole asas oneone ofof management,management, InIn conrrastconrrast toto 
asas aa ofof allall membersmembers atat thethe 

expec­extentextent toto whIchwhIch tWOtWO oror moremore rolerole expec­
fromfrom oneone rolerole sendersender opposeoppose fromfrom oneone oror moremore otherother rolerole 

andand leadershipleadership teamteam bothboth commul1lcatedcommul1lcated 
opposm.gopposm.g expectatIonsexpectatIons toto thethe (3)(3) mterrolemterrole conlhct·conlhct· pressurespressures 

wHhwHh InIn oneone orgal11zanonorgal11zanon thatthat areare InIn conflictconflict wIthwIth 
otherother groupsgroups thethe princIpalprincIpal expenencedexpenenced confhctconfhct InIn herher 

rolerole onon thethe SLT'SLT' andand InIn herher rolerole asas asas defineddefined byby thethe supennrendenr;supennrendenr; 
thesethese rolesroles hadhad OppOSingOppOSing perspectivesperspectives andand associatedassociated behaviors);behaviors); (4)(4) persol1­persol1­
rolerole thethe extenrextenr toto whichwhich rolerole expectationsexpectations areare IncongruentIncongruent \\'Ith\\'Ith thethe 
onemanorJsonemanorJs oror ofof thethe rolerole occupantoccupant (e.g.,(e.g., thethe pnnclpalpnnclpal whosewhose valuevalue 
OflentatJonOflentatJon sharedshared deCisiondeCision makIng,makIng, butbut whosewhose formalformal rolerole waswas 
defineddefined asas (5)(5) overload:overload: extentextent toto whichwhich thethe vanousvanous 
rolerole expectatlonsexpectatlons exceedexceed thethe amountamount ofof timetime andand resourcesresources avaIlableavaIlable forfor 
themthem toto bebe fulfilledfulfilled asas exhIbItedexhIbIted thethe pnnClpalpnnClpal andand thethe teamteam membersmembers 

thethe tImetIme frameframe forfor theIrtheIr deCISIons).deCISIons). 
UsefulUseful forfor understandingunderstanding thethe ParamountParamount casecase ISIS thethe KahnKahn andand co]]eagues'co]]eagues' 

("j("j 964)964) rolerole dleorydleory modelmodel thatthat depIctSdepIctS thethe InrerpersonalInrerpersonal processprocess betweenbetween 
thethe personperson sentsent rolerole expectatIonsexpectatIons andand thosethose sendlllgsendlllg thethe expectations.expectations. 

alsoalso VanVan SellSell etet a!',a!', 1981.)1981.) TheThe dlstflCtdlstflCt supennrendenrsupennrendenr playsplays thethe mostmost 
ImpOrtantImpOrtant roIeroIe mm definmgdefinmg thethe team'steam's rolerole andand setssets expectationsexpectations forfor thethe 
team.team. AccordmgAccordmg toto thisthis model,model, thethe pnnClpa]pnnClpa] ISIS anan llnporrantllnporrant boundaryboundary 
spannerspanner receivingreceiving messagesmessages fromfrom thethe supennrendentsupennrendent andand commUl1lcatlllgcommUl1lcatlllg 
rhernrhern toto thethe ream.ream. 

NllcropolltlcalNllcropolltlcal :r-erspectlves:r-erspectlves 

Mlcropollt1calMlcropollt1cal perspectlvesperspectlves ofof orgal1lzatlonsorgal1lzatlons offeroffer rherhe potentialpotential forfor 
IllSlghtsIllSlghts IntoInto thethe relanonalrelanonal andand powerpower IssuesIssues facedfaced byby schoolschool leadershipleadership teamsteams 
asas assurneassurne newnew rolesroles andand responslbilmesresponslbilmes andand negotiatenegotiate theirtheir placeplace 111111 thethe 
system.system. AccordlllgAccordlllg toto BlaseBlase (1991),(1991), ".MlCropolltlcs".MlCropolltlcs refersrefers toto thethe useuse ofof formalformal 
andand lllforma]lllforma] pmverpmver byby IIldlvldualsIIldlvlduals andand groupsgroups toto achIeveachIeve theIrtheIr goalsgoals 111111 orga­orga­
nizatIOns"nizatIOns" (p.(p. 357).357). ThISThIS perspectiveperspective emphaSIzesemphaSIzes thatthat "schoo]"schoo] reformreform ISIS 

aa politicallypolitically neutralneutral eventevent ...... teachersteachers oftenoften havehave oneone overnd1l1governd1l1g 
concern~theconcern~the preservationpreservation ofof aa stablestable sensesense ofof personalpersonal andand profeSSIonalprofeSSIonal 
Identities"Identities" (Darnow,(Darnow, 1998,1998, p.p. 21).21). UnlikeUnlike orgal1lzatlonsorgal1lzatlons 111111 whichwhich elWlron­elWlron­
111ental111ental andand externalexternal forcesforces maymay bebe reducedreduced byby strategiesstrategies deSIgneddeSIgned toto mllll­mllll­
mlzemlze influence,influence, schoolsschools areare moremore openopen toto relationalrelational factorsfactors fromfrom multiplemultiple 
constituentsconstituents \vho\vho havehave thethe abIlityabIlity toto mfluencemfluence oror changechange them.them. MlcropolltlcsMlcropolltlcs 
turnsturns ourour attentionattention toto thethe sourcessources andand useuse ofof powerpower "to"to determllledetermllle whIChwhICh 
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issuesissues andand questlOI1SquestlOI1S areare seenseen asas andand lTlrlcallTlrlcal dnddnd ",I'ldl",I'ldl wtllwtll hehe 

viewedviewed asas IrrelevanrIrrelevanr andand dloglCal"dloglCal" (( 
InIn thiSthiS srudr,srudr, twOtwO sourcessources ofof powerpower ;irC';irC' 

derivedderived fromfrom legltll11arelegltll11are aurhorIfvaurhorIfv (0(0 !llakc!llakc rentn.rentn. 

andand (2)(2) povverpovver acquiredacquired throughthrough expertexpert rlWrlW SISI 'r'r 
seminarsseminars TheThe pollflcalpollflcal d)'nZlmlcsd)'nZlmlcs ofof teamteam 1llemhers1llemhers encnmpassesencnmpasses rlwrlw :1CTli.Jl1S:1CTli.Jl1S 

ofof rherhe team,team, rherhe normnorm ofof equlLlblcequlLlblc reLHlonshqJreLHlonshqJ amongamong colcol asas \Vl'll\Vl'll 
asas thethe mrerZlCflonsmrerZlCflons ofof thethe teamteam WithInWithIn rherhe hierarchicalhierarchical C1JS!T!CtC1JS!T!Ct SlTUl-turc'.SlTUl-turc'. 

Thus,Thus, aa Illicropolmca)Illicropolmca) perspeCtiveperspeCtive emem helphelp toto InvcsngateInvcsngate hm\'hm\' powerpower ISIS usedused 
byby thethe reamream InIn confllcruaconfllcrua II situationssituations asas \vel\vel asas howhow powerpower ISIS usedused coco .,., bubu IldIld 

supportsupport roro achieveachieve theirtheir ends"ends" (Mawhinney,(Mawhinney, 1999,1999, p.p. !(18)!(18) 

InIn aa studystudy ofof reacherreacher leadershIpleadershIp roles,roles, HanHan (1(1 foundfound th,t!th,lt "dlJrlng"dlJrlng 

perIodsperIods ofof change,change, rolesroles andand SOCIalSOCIal systemssystems maymay exertexert aa powerfulpowerful Influence,Influence, 

partlcularl)'partlcularl)' asas coalItionscoalItions areare beIngbeIng formedformed andand aa nc\vnc\v mtcrpret"anonmtcrpret"anon ofof redl­redl­
lrylry ISIS emerging"emerging" (p.(p. 494).494). AsAs ParamounrParamounr developeddeveloped nevvnevv rolerole concon ranonsranons 

asas aa leadershipleadership teamteam forfor deCISiondeCISion malZlng,malZlng, adJustmentsadJustments IIIIII hehavlorhehavlor andand 

expectatIonsexpectatIons affectedaffected orgal1lzatIonaiorgal1lzatIonai functlonll1g_functlonll1g_ AsAs rhcrhc rcantrcant Il1Il1 

leadershipleadership tramlng,tramlng, newnew percepuonspercepuons andand lllrerprerafJonslllrerprerafJons ofof rhelrrhelr rolerole atat 

thethe schoolschool emerged,emerged, contributingcontributing toto frustrationfrustration andand eveneven conflIct.conflIct. Thus,Thus, 
attemptsattempts toto makemake structuralstructural changes-suchchanges-such asas Imp]emennngImp]emennng aa newnew schoolschool 

leadershipleadership team,team, reconfigurIngreconfigurIng anan organlzatlon,organlzatlon, andand shJfnngshJfnng rolerole relanoll­relanoll­

shIps-needshIps-need toto bebe ViewedViewed asas SignificantSignificant undertaklllgsundertaklllgs andand asas polpol IncaInca ll evems.evems. 

WhatWhat WeWe LearnedLearned FromFrom anan IntegratedIntegrated PerspectivePerspective 

ByBy adoptIngadoptIng thethe lenslens ofof anan IntegranveIntegranve PerspectlvePerspectlve ModelModel (Figure(Figure 5.1),5.1), \ve\ve 

IdentifyIdentify crlflcalcrlflcal facrorsfacrors conrrlhunngconrrlhunng toto rolerole lrylry andand conflle!"conflle!" (or(or 

Paramounr'sParamounr's prInCipalprInCipal andand leadershipleadership tC:HlltC:Hll ThTh :l:l perspec­hlsrorlc)lhlsrorlc)l perspec­

tivetive ofof environmentalenvironmental andand organilatl0l131organilatl0l131 conditionsconditions 

conmburll1gconmburll1g toto rolerole ambigUityambigUity andand rolerole conflictconflict andand !11lcrOP!11lcrOP 

olmcalolmcal dYllJmlcs.dYllJmlcs. TheThe analySISanalySIS ofof II nreneXfL13nreneXfL13 II rclanonslllpsrclanonslllps IT1()n~~IT1()n~~ wnrtcnwnrtcn 
tralntngpoliCies,poliCies, InrerVle\VS,InrerVle\VS, andand SLTSLT lralntng scmtnarsscmtnars createdcreated aa baSISbaSIS (or(or asscs5111gasscs5111g 

thethe congruencecongruence amongamong texrstexrs andand examiningexamining ho\'vho\'v thethe reamream recognll.t:d,recognll.t:d, 
acknowledged,acknowledged, andand foundfound thethe texrstexrs SOCiallySOCially slgfllficlnrslgfllficlnr (Bloome(Bloome && l·.gal·.ga 

Robertson,Robertson, 1993;1993; Chnspeels,Chnspeels, 1997).1997). AsAs BloomeBloome andand I"_gall-RohertsonI"_gall-Rohertson 

(1993)(1993) argue,argue, "mterrextualtry"mterrextualtry ISIS socI311ysocI311y constructedconstructed hyhy 1l1cmbcrs1l1cmbcrs ofof aa grOU!JgrOU!J 

andand thusthus llIvolvesllIvolves moremore thanthan JuxtapoSlUOIlJuxtapoSlUOIl ofof textstexts hyhy (1(1 researcher"researcher" 

(p.332.)(p.332.) ByBy examllilltgexamllilltg aa senessenes ofof epIsodes,epIsodes, \ve\ve howhow clementsclements o(o( 

IntenexrualltyIntenexruallty asas undersroodundersrood byby rherhe te:Hilte:Hil andand prmcijxliprmcijxli thethe IIrr 

rolerole lJIS-a-UlslJIS-a-Uls rherhe clIsmctclIsmct polICiespolICies andand thethe SLSLTT rraInlllg.rraInlllg. TheThe fnodclfnodcl helpshelps toto 
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embeddedembedded naturenature ofof schoolschool systemssystems thatthat mustmust 
toto envHonmemalenvHonmemal preSSurespreSSures 

thethe waysways rolerole lIltoprovIdedprovIded IIlSlghtsIIlSlghts lIlro thethe 
thethe andand teamteam asas toattemptedattempted ro carrycarry 
drewdrew attentJonattentJon toto thethe cntlcalcntlcal rolerole ofof thethe pnnClpa]pnnClpa] 

spannerspanner torecelvmg~recelvmg~ andand respondlIlgrespondlIlg ro messages.messages. UseUse 
1-1-"';:>"'-""-'1-1-"';:>"'-""-' !vIodel!vIodel andand lIldlvlduallIldlvldual perspectivesperspectives 

LnLn toeXamIningeXamIning thethe workwork ofof thethe teamteam overover tlmetlme asas ItIt struggledstruggled ro 
fn\:)Jemt:nrfn\:)Jemt:nr sharedshared deClsJOndeClsJOn docu­AA chamcham ofof epIsodesepIsodes IllustratedIllustrated andand docu­

"'''tH''''''-'''"'''tH''''''-''' thethe ofof responses.responses. TheyThey portrayedportrayed partiCIpants'partiCIpants' 
perceptions,.perceptions,. futurefuture mteractlons,mteractlons, andand theIrtheIr sensesense ofof pmver,pmver, comrol,comrol, andand rela­rela­

tookroro othersothers InIn thethe orgamzanon.orgamzanon. Hov·/ever,Hov·/ever, thethe epIsodesepIsodes rook onon theIrtheIr 
fullfull meanll1gmeanll1g whenwhen hIstorIcalwerewere placedplaced InIn thethe largerlarger hlsrorIcal context.context. InIn 

suggestssuggests thethe valuevalue ofof comblIllIlgcomblIllIlg multiplemultiple perspectivesperspectives 
andand toto complexcomplex phenomena.phenomena. SystemsSystems theory,theory, wtthwtth ItsIts 

factors,greatergreater attentlonattentlon toto organlzanonalorganlzanonal andand envIronmentalenvIronmental facrors, contrIbutedcontrIbuted toto 
ourour understandll1gunderstandll1g ofof whywhy therethere waswas eVIdenceeVIdence ofof rolerole conflICtconflICt andand rolerole ambI­ambI­
gUIty.gUIty. ExamJningExamJning orgallJz8tlonaiorgallJz8tlonai factOrsfactOrs hIghlIghtedhIghlIghted thethe clashclash betweenbetween aa 

(ChlOn-Kel1neynewnew orderorder ofof teacherteacher empowermentempowerment andand thethe "old"old order"order" (ChlOn-Kenney && 
1994)1994) ofof hIerarchICalhIerarchICal deCIsion-makingdeCIsion-making structuresstructures andand thll1klIlg.thll1klIlg. ThISThIS 

clistnctclistnct operatedoperated withwith thethe bestbest ofof ll1tentlonsll1tentlons toto empowerempower teachersteachers andand gavegave 
thernthern greatergreater saysay 111111 aa WIdeWIde rangerange ofof declslOn-makll1gdeclslOn-makll1g areas.areas. ItIt ISIS notnot enough,enough, 

WIthouthowever,however, toto ImplementImplement sharedshared deClstOndeClstOn makmgmakmg atat thethe sitesite without takmgtakmg IntoInto 
accountaccount IrsIrs consequencesconsequences andand ImpJJcanonsImpJJcanons forfor otherother levelslevels ofof thethe orgalllzatlon.orgalllzatlon. 
ComCom bll11I1gbll11I1g systemssystems theorytheory wnhwnh eventevent mappmgmappmg helpedhelped toto J!lumll1ateJ!lumll1ate thethe tur­tur­
bulentbulent enVlI'onmentenVlI'onment overover tllnetllne andand prOVIdedprOVIded "a"a longitudllla]longitudllla] exal11matJonexal11matJon ofof 
tJlstonca}tJlstonca} contexrscontexrs fOTfOT t,het,be .;:lCfWnS.;:lCfWnS ClndClnd responsesresponses ofof parncularparncular 
groups"groups" (Chnspeels,(Chnspeels, 1997,1997, p.p. 457).457). InIn essence,essence, eventevent mappll1gmappll1g mademade VISIbleVISIble 
tbetbe hlstoncalhlstoncal contextcontext andand polmca]polmca] variavaria blesbles thatthat conrnbutedconrnbuted toto rolerole conflICtconflICt 
andand CtlllUll;;,.UJCtlllUll;;,.UJ 

ImplicationsImplications ForFor SchoolSchool LeadershipLeadership 

AA numbernumber ImpllCatlOnsImpllCatlOns forfor pollCymakerspollCymakers andand practitionerspractitioners whowho areare 
ImplementingImplementing SIte-basedSIte-based managementmanagement andand establIshlllgestablIshlllg schoolschool leadershIpleadershIp 

Imp le­teamsteams emergeemerge fromfrom thISthIS study.study. FHst,FHst, systemssystems thmkmgthmkmg ISIS cntlcalcntlcal whenwhen Il11ple­
mentmgmentmg aa majormajor innovationinnovation suchsuch asas SIte-basedSIte-based management.management. SchoolsSchools areare 

systemssystems thatthat needneed toto encompassencompass envIronmental,envIronmental, orgalllzatlonal,orgalllzatlonal, 
mtergroupandand mrergroup factors,factors, andand teachersteachers cannotcannot bebe empoweredempowered WithoutWithout con­con­

inin thethe dIstnctdlstnct admmlstratlOl1. RelationshIpsRelationshIps WithWith thethecomitantcomitant changeschanges adm1111stratlOn. 
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1990).1990). TheThe withwith thethe reachcr~'reachcr~' Ul1!Ol1,Ul1!Ol1, 

roro clarifyclarify thethe conceptsconcepts ofof reacherreacher ernpmvnmenternpmvnment ,md,md rolesroles dnddnd 

responslbtllflesresponslbtllfles ofof (carns.(carns. HeHe (hd(hd nm,nm, how('vc'l,how('vc'l, cxamll1t'cxamll1t' Olh('1'Olh('1' 

aspectsaspects ofof thl"thl" sysrenl,sysrenl, suchsuch asas trai!1lng,trai!1lng, n:bnonshlpsn:bnonshlps withwith pm1l'lpm1l'l ~lnd~lnd

InteractIonInteractIon withwith thethe reamream \\?Irhout\\?Irhout kk ofof thethe (LUnIng(LUnIng dnddnd dll"Cl'rdll"Cl'r 

dialoguedialogue withwith rherhe team,team, thethe wa~wa~ notnot ~lhlc'~lhlc' toto 

IrateIrate andand supporrsupporr thethe vvorkvvork ofof rherhe ream.ream. ThISThIS I:H.:kI:H.:k ofof iIl(CraCnOI1iIl(CraCnOI1 andand unckr­unckr­

standIngstandIng helpedhelped thethe superInrendentsuperInrendent roro malllta111malllta111 thethe traclInollJItraclInollJI hlcr:lrchlcalhlcr:lrchlcal 
model,model, andand atat thethe samesame nme,nme, srymiedsrymied hiShiS cffonscffons roro promOtepromOte sharedshared deCISiondeCISion 

mnklllgmnklllg HiSHiS managementmanagement srylesryle thethe prmcIjxdprmcIjxd butbut undermmcdundermmcd 
herher effortSeffortS toto empovverempovver thethe roro rolerole conflictconflict forfor thethe 

principalprincipal andand rolerole ambigUltyambigUlty forfor thethe reaill.reaill. 
poliCySecond,Second, enactingenacting aa poliCY roro empchverempchver ("cJchers("cJchers andand IncludeInclude themthem illill deCI­deCI­

SionSion makmgmakmg docsdocs notnot prederermlIleprederermlIle howhow reachersreachers wIllwIll ImerpretImerpret ane!ane! r3r3 keke upup 

thethe ne\vne\v roles.roles. ThiSThiS chapterchapter lIldlCateslIldlCates rherhe needneed forfor specifiCityspecifiCity andand clarttyclartty IIIIII 
defiI1lngdefiI1lng hov\1hov\1 andand 1Il1Il wharwhar \Nays\Nays teachersteachers andand orhersorhers ;lre;lre toto bebe InvolvedInvolved InIn 

deCISIondeCISIon maklilg.maklilg. Furthermore,Furthermore, thethe experiencesexperiences ofof Paramounr'sParamounr's teamteam sug­sug­
gestgest negonatlonsnegonatlons musrmusr bebe ongOlngongOlng asas dlsrrIctdlsrrIct adrlll111srrarors,adrlll111srrarors, pnrlClpals,pnrlClpals, andand 
teamteam membersmembers gamgam confidenceconfidence andand knov\dedgeknov\dedge mm hmvhmv toto lead.lead. ItIt alsoalso con­con­

firmsfirms thethe valuevalue ofof tramll1gtramll1g forfor enablmgenablmg teamteam membersmembers ruru suggestsuggest lIlnova­lIlnova­

nonsnons forfor theirtheir school,school, useuse researchresearch toto glildeglilde rhelrrhelr deCISIons,deCISIons, andand pursuepursue 
solutions.solutions. However,However, thethe districtdistrict andand leadershipleadership reamream \vere\vere unableunable toto capI­capI­

taltzetaltze fullyfully onon thesethese ne\vne\v abdmesabdmes andand helphelp thethe districtdistrict accomplIshaccomplIsh ItsIts 
mISSiOnmISSiOn ofof ImprovedImproved swdentswdent learmng.learmng. ThISThIS findmgfindmg impliesimplies thethe needneed forfor thethe 

dIstnctdIstnct andand teamteam toto coordll1atecoordll1ate andand 1l1tegrate1l1tegrate thethe rrallllJ1grrallllJ1g toto meetmeet distrIctdistrIct 
andand SIteSIte goagoa IsIs 

FlJ1ally,FlJ1ally, relatIonships,relatIonships, andand rcsponsihtlmcsrcsponsihtlmcs needneed toto hehe speCificspeCific andand 

coupledcoupled WithWith opporrUllmesopporrUllmes forfor ongoingongoing negonarlonnegonarlon andand rdll1Crncntrdll1Crncnt toto over­over­

comecome InconSIStenCIesInconSIStenCIes berweenberween beliefsbeliefs andand practlcespractlces InIn \.\,Iays\.\,Iays thatthat callcall IIT1pacrIIT1pacr 

srudentsrudent Rel:1tIOnshlpsRel:1tIOnshlps vnthvnth thethe dlsrrlctdlsrrlct remalflcdremalflcd aa thethe 

ream'sream's abilIryabilIry roro assumeassume ilevvilevv toto andand toto 

successfullysuccessfully accomplIshaccomplIsh goalsgoals forfor thethe schoolschool Pararnounr'sPararnounr's SLr,SLr, alreralrer threethree 

yearsyears ofof traIIItraIII Illg,Illg, \NaS\NaS toto addressaddress ImponanrImponanr IssuesIssues readlingreadling 
andand leammg.leammg. YetYet neItherneIther rherhe rcarca nornor thethe WithWith allall COl1lrnuCOl1lrnu 

I1IcntIonsI1IcntIons filteredfiltered thethe prmclpal,prmclpal, werewere ahleahle toto suffiCientlysuffiCiently 

alignalign poliCIespoliCIes andand praCtIcespraCtIces andand gIvegIve thethe teamteam aa sensesense ofof 

polICyandand effectlveness.effectlveness. ThiSThiS pOlllrspOlllrs roro rherhe needneed forfor congruencecongruence betweenbetween polICY andand 
pracncepracnce vl'henvl'hen ImplemennngImplemennng structuralstructural oror sharedshared deCISIondeCISIon 
(ChrIspeels,(ChrIspeels, 1996,1996, 1997;1997; 1993)1993) InIn thethe llltcntlOrlSllltcntlOrlS 
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teamteam \vere\vere natnat suffiCientsuffiCient 

andand pracnces.pracnces. ThisThis mmn11lzedmmn11lzed 
onon thethe SLSLTT tralI1mgtralI1mg soso asas roro 

InIn thethe processprocess ofof reformreform 111111 \\lays\\lays 
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