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Abstract

The aim of this study is to develop, by a deductive
approach, a framework of strategies which would assist
school administrative teams to form a school-based
decision-making group. Specifically, the strategies
are aimed at increasing the participation of
non-school-based community members in school

decision-making processes.

Three focusing themes - the need for an overall plan,
the availability of adequate time and the provision of
sufficient financial resources - are used as the
structure for the literature review. Within these
themes a number of strategies are identified which are
relevant to the purpose of this study. Using a
deductive approach, these strategies are assembled
into a conceptual framework. The developed conceptual
framework is suitable for most school situations in
systems where much of the administrative functions of
schools has been devolved to the school level. Some
of the significant strategies in the conceptual
framework were found to be the formation of an
implementation team; organization of a timetable; the
development, implementation and consideration of a
community analysis; anticipation of difficulties; the
establishment of an effective communication system;

the development and implementation of specific



ii

motivational strategies; and evaluation of the change

process.

Although the conceptual framework is suitable for most
schools, there may be some schools with certain
characteristics where implementation of the outlined
strategies would not be appropriate. 1In these cases
modifications should be made to the conceptual
framework of strategies. This study examines two
situations where modifications could be required. In
discussing the suggested modifications, the
versatility of the conceptual framework is established

as well as its validity and reliability.
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CHAPTER I
INTRODUCTION

School-basedf décision—making seems to be a current
innovativefféathre of the State education systems in
Australia i?Qer the_ pést decade. Whereas the scﬁooi
systéms p;evidﬁslf -.had- been characte:ized by
céntralized bﬁfeaucrécies since the foundation of the
'States, now a definite trend appears to ha?e been

established towards decentralizing much of the
administrative functions of those systems to fne
administraﬁive unit of the school. Such é'trend has
given . rise _-tol ‘the emergence - of 'schoél—based

decision-making groups.

In Western Australia, recommendations outlined in the
Beazley Report. (1984) and the Better Schools in
Western Australia: A Programme for Improvement (1987)
document directed government schcols to establish
school-based decision-making groups. These groups
were to 1include teachers, parents, other members of
the community and, where appropriate, students. In
addition, these groups were to assume a wide range of
responsibilities including some ©policy-making and
administrative functions which justifiably could be
viewed to 1lie within school level decision-making

capabilities and Jjurisdiction. However, such a



requirement for change posed considerable challenges
and difficulties for the schools, especially
administrators, teachers, parents and community

members.

Schools which have traditionally operated on one
administrative approach were required to review their
entire mode of operation. Principals who had entered
and followed a career path in which the principalship
was established in a particular way, now found an
entirely new form of administrative 1leadership to be
necessary. The inevitability of the changes, and
their reality, called for the immediate provision of
professional development programs and a variety of
support structures for school 1level administrators.
One facet of change for which only limited support
seemed to be available was in the matter of
establishing school-based decision-making groups,
where previously there had been no such groups. What
were some of the preferred ways to implement
school-based decision-making groups? What
difficulties could be foreshadowed? What if the
community or the school staff did not want a

school-based decision-making group?

This study addresses the whole domain of implementing
a school-based decision-making group. Specifically,

the major focus 1is on non-school-based community



members. The nature of the study will be to deduce
from the litérature a conceptual framework of
implementation processes (strategies) which school
administrative teams could use as a plan to help them
undergo the required change. Such a plan should prove
invaluable to principals, teachers and parents as they
proceed into new territory and take on
responsibilities which previously had been held by

other sectors in the bureaucratic organization.

BACKGROUND

The Report of the Committee of Inquiry into Education
in Western Australia (The Beazley Report) (1984:268)
recommended, "That all school communities (staff,
parents, students and others) in government schools be
offered a description of a range of alternative
organizational procedures from which the school will
develop means of obtaining a community contribution to
school-based decision-making" (recommendation 154).
Recommendations 155 to 158 in the Beazley Report
(1984: 273-275) collectively suggest that to implement
recommendation 154 pilot studies should be initiated
to discover successful methods of community
participation in school decision-making; suitable
printed and audio-visual materials be prepared on the
subject of community participation in school

decision-making and for parents to better understand



the education system; and consultants should be made
available to assist schools in overcoming barriers to

community participation in school decision-making.

The movement towards community participation in school
decision-making was given further momentum in the
Better Schools in Western Australia: A Programme for
Improvement (1987:11) document which stated that, "To
ensure accountability to the 1local community, a more
collaborative approach to school management needs to
be developed. A formal decision-making group should
be established 1in each school to represent the
community and the staff, and allow appropriate

participation by students".

Influences on the Western Australian government's
policy to establish community participation in school
decision-making have emanated from a number of sources
which should be considered as part of the background
to the current research. Essentially these influences
can be categorised as political; socio~-economic;

philosophical/educational; and industrial and popular.

Political influences have occurred as governments and
political parties, at both federal and state levels,
have been increasingly favouring the concept of
decentralization of government services. The

government in Western Australia has been explicit in



this movement, both in general, as evidenced by the
White Paper on "Managing Change in the Public Sector"
(Government of Western Australia, 1986), and in
relation to education through the Beazley Report
(1984) and the Better Schools Programme (Ministry of
Education, 1987). Other state governments in
Australia have also encouraged wider participation in
school decision-making. Documents published by the
Minister of Education of Victoria (1983), the New
South Wales Department of Education (1974), and the
substance of *"School Councils - A Summary of the
Report of the Working Group on the Establishment of
School Councils for State Schools in New South Wales"
(n.d.) provide evidence of this encouragement.
Similar evidence in relation to education exists at
the federal 1level in documents published by the
Curriculum Development Centre (1981), the Community
Participation in Schooling Committee (n.d.), and the

Commonwealth Schools Commission (1987).

Closely interrelated with the political factors are
socio-economic influences favouring devolution of
decision-making responsibilities. The basis of the
socio-economic argqument is the need to increase the
impact of public sector spending in a time of economic
restraint. The locus of accountability can be changed
by shifting decisions about needs and use of resources

to the 1local level. Documents cited within the



‘discussion of political influences all expressed the
need to make public money go further. Reference is
élso made about the desire for individual school
communities to 1initiate or participate in decisions
about resource use in schools by the Commonwealth

Schools Commission (1984 and 1987).

One of the initial inquiries into education in

Australia which discussed community involvement in

" school decision-making in educational and

philosophical terms was the Karmel Report (1973). 1In
Qeneral terms this report indicated that community
' involvemenE :i.n'. school decision-making would lessen the
school’s isolai:ion, extend its educational influence._,-
reinforce - p'upil motivation, and increase direct

~ accountability to the community.

. Several 'wr_i:te'rs, ‘notably Pettit (1980), Hughes (1981)

B a:r_ld.B'rown- et-."al. (1987) discussed these improvements
..il'.l. more épecific terms. They referred to the
o development of ‘ownership’® of decisions and subsequent
| _ﬁr.acticea. This sharing in decision-making should
ensure that students, teachers, parents, and other
" members of the community will commit themselves to the
school, which will result in positive identification,
decreased alienation, and the availability of a
greater range of human resources. Pettit (1980),
Hughes (1981) ard Brown et al. (1987) further argued

that wider ©participation in the decision-making



-process is the most effe.ct:.i__ve way of ensuring that
"d_écisions made will accu:ra'.tely reflect locél and
...nllational objectives. Community members should
therefore be provided wi‘.th accurate and responsible
.knowledge ¢f the decisions being made. In addition,
these _three writers proposed that devolution of
decision-making responsibilities should also create an
effective way of teaching the community about
education, resulting in a community which is prepared

to accept responsibility for their school,

_ _Industri_ai and " bbpular pressures for. wider
pa'r.ticipation 'in. décision—making processes are
emanating 'ffom' trade unions and the public in
general. In relation to education this demand is
being fuelled bsr media reports and the opinions of
efnployer groups. The State School Teachers Union of
.Western Australia (1987) has expressed suppert for the
devolution of the decision-making process in schools
on the condition that decisions reached by the
decision-making body cannot be vetoed by the
principal. Popular pressures to widen participation
in the school decision-making process are discussed by
Pettit (1980) and Andrews (1987). Both writers
‘referred to the emergence of a generation of young,
well-educated and articulate parents who are greatly

concerned about the quality and nature of education,



p_fovided by what could be pt'_anrceived a’s' distant}'

‘'unresponsive, isolated and arrogant schools.

'_I'I'.he political ,. socio-economic . philosoph i.ca 1/
-educational and, indﬁétrial and popular influences
have contributed to the trend on the establishment of
 school-based decision-making groups. The culmination
.of these pressures, over a period o_f'ti_rne, have caused
~ the government in Western Australia to. initiate policy
directives on this issue. Such 'difections have
appeared in the Beazley Report (1984) and the Better
Schools in Western Australia: A Programme for
Impfovement (1987) document. Collectively these
documents have stipulated that _govérnment schools 1in
Western Australia must form tﬁéir ~own school-based

decision-making groups. -

_. NEED FOR THE STUDY

Problems identified by several observers ‘in relation
to the implementation of community participation in
the decision-making process in Australian schools have
highlighted the need for the development of a set of
guidelines or strategies which may facilitate a
smoother transition to this new . decision-making
process. Among the observers who have .i'dentified such
difficulties were Chapman and Boyd (1985), who

investigated the implementation of community



participation in the decision-making process in
schools in Victoria. The findings of this study may
provide solutions to some of the problems being

encountered by schools in Victoria.

In Western Australia observers are pointing out that
problems are already being encountered by school
administrative teams as they attempt to implement the
government directives on the establishment of
school-based decision-making groups. Since 1985
numerous district level meetings for principals have
been conducted on the changeover process, yet in 1989
principals continue to face problems. School
administrative teams have indicated that the change
process has been characterized by a lack of both vlear
guidelines and material resources. This study may
contribute to overcoming the problems being faced by
school administrative teams, in Western Australian
schools, in their attempts to manage the change to a

more decentralized form of administration.

Schools and school systems considering the formation
of school-based decision-making groups may have been
deterred by the problems being encountered in Victoria
and Western Australia. The information discussed 1in
this study may demonstrate that these problems are not
insurmountable. To some extent this study may even

contribute to any overall plan adopted by a school or
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school system if a decision 1is made to form

school-based decision-making groups.

Chapman (1987) in her assessment of the -vibtorian
experience, and the Picot Report (1988) which
recommended decentralizing school decision—ﬁéking Iin
New Zealand, both discussed the advisability of
forming an implementation team to manage the change
Process. However, although general comments were made
about such an implementation team, speéific
information was not forthcoming on issues such as the
composition of the team and its function. This study

will make recommendations on these issues.

The qualitative meta-analysis of the 1literature
undertaken in this study revealed a comparative dearth
of Australian research on’ school-based
decision-making. The majority of publications on
school-based decision-making emanated from North
America. Additional information on school-based
decision-making, from an Australian perspective, may

be contributed by this study.

The need for this study can thus be summarized in
terms of suggesting solutions to problems Dbeing
encountered in schools as they 'attempt to form
decision-making groups, providing a basis on which

plans to decentralize school decision-making can be
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formed, outlining specific information on the
formation and function of implementation teams which
could manage the decentralizing process, and
contributing to the number of Australian publications

on school-based decision-making.

PROBLEM QUESTIONS
Two problem questions will guide the direction of this

study.

1. What is the nature of the process (strategies)
of implementing a school-based decision-making
group in relation to non-schocl-based community

members?

2. How might these implementation processes be
useful to those involved with decentralized

administration?

Unlike most research studies this investigation has
only a limited theoretical base upoh which it can be
focused. In the 1literature there seems to be a
variety of related concepts and constructs, but no
single existing theory. Therefore, as this study is
essentially a theory-building exercise, existing
theory is not being tested. To this extent the study

will be relying on deductive logic as the major method
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of research. Consequently, the research problems, as
stated, will form the skeletal framework on which this

study is based.

SIGNIFICANCE OF THE STUDY

The successful implementation of the proposed changes
to school governance, as outlined in the Beazley
Report (1984) and in Better Schools in Western
Australia; A Programme for Improvement (1987} is
critical if the functioning of schools is to remain
unimpaired. To ensure successful implementation of
the proposed changes school administrative teams
should be provided with a set of processes or
strategies which will help them overcome any
difficulties they may encounter. This study will
provide a set of strategies, derived from the
available literature, which school administrative
teams could use to motivate non-school-based community
members to participate in school activities, the

change process and the proposed decision-making body.

The strategies to increase community participation in
school decision-making processes which are discussed
in this study, should cover most school situations and
contingencies. They should provide preferred formats

which may be followed and ways of thinking about the
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kinds of issues and difficulties which are likely to
emerge. However, the strategies do not provide
ready-made solutions to every problem which school
administrative teams may encounter in undertaking the
change toward the proposed new decision-making

structure in Western Australian government schools.

DEFINITIONS OF KE¥ TERMS IN THE STUDY

Community

Community is a concept which needs to be considered in
terms of psychological boundaries rather than physical
boundaries. The concept of a community could
therefore be deemed as including any person who has an
interest in or an influence on the school. 1In Western

Australia this would include the Ministry of Education.

Non-School-Based Community Members

As the specific thrust of this study is towards
non-school-based personnel, such as parents and other
community members not employed as teachers at the
particular school, the definition of community needs
to be more specific. Consequently, for the purpose of
this study, the concept of non-school-based community

members refers to those people who neither work at nor
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attend the school in question, but .who have an

interest in or an influence on the particular school.

Participation

Participation refers to individuals or groups making a
contribution to an activity or process. In relation
to school decision-making, participation allows
individuals or groups to be part of the
decision-making process. In other words, these
individuals or groups have the responsibility ol
making decisions along with the corollary of

accountability for these decisions.

School Decision-Making Process

School decision-making process refers to the
activities involved in making various decision at a
school level. Examples of the +types of decisions
include setting the broad school policies,
establishing a resource management plan and overseeing
the expenditure of school funds. Throughout this
study the use of the terms school decision-making
process and school decision-making refer respectively
to the processes which the school decision-making body
proceed through in working toward a decision and the

act of making the decision.
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QOUTLINE.OF THE STUDY

Chapter II provides a review of the literature using a
number of focusing themes as a framework. A
qualitative meta-analysis of the literature is also
undeitaken in this chapter, which provides some useful
information in relation to the references used in this
study. Such information includes the types of
documents, dates of publication, geographic area of
ofigin, and an analysis by aspect of increasing
community participation in school decision-making

processes.

In Chapter III the ideas discussed in the literature
are deduced into a conceptual framework of strategies
suitable for most school situations. The proposed
strategies are discussed in detail, thereby providing
school administrative teams with a functional plan on
how to instigate the formation of a school-based

“decision-making group.

Chapter IV considers school situations in which the
strategies discussed in Chapter III may have to be
modified. Such modifications may be due to
characteristics peculiar to certain school
situations. Two case studies form the basis of the

discussion in this chapter.
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The f£inal chapter,. Chapter V, provides a summary of
‘the study, along with the conclusion. In add.i?fion, :
the 1limitations o©of +the study are discussed  and

suggestions for further research are proposed,

SUMMARY

The ﬁurpose-of this chaptef was Eo intro@uce the major
_focﬁ'é and natﬁ'r_e. of Ehe study. The major fdcus was
identified as  the implementation of a school-based
decisiﬁp}making group, with emphasié ~on
non;schOOI—based community members. The nature of the
study was to use.a deductive approach to develop a
cqnceﬁtual frdmework of strategies by which a
SChool—baSEd. decision—making group could be formed.

Immediate influences on the movement towards the
establishment .of school-based decision-making groups
were discussed' with reference to the Beazley Report
(1984) and the Better Schools in Western Australia: A
Programme for Improvement (1987) document. Long-term
influences on the formation of school-based
decision-making dgroups were also discussed. Such
influences were characterized in terms of pplitical,

socio—economic, philisophical/educational and,

industrial and popular pressures.

The need for the study was outlined in relation to

providing solutions to problems which some schools
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have encountered in the implementation of school-based
decision-making groups; providing a plan which schools
could use to form school-based decision-making groups;
discussing the formation and function of an
implementation team to manage the change process; and
contributing to the number of Australian publications

on school-based decision-making.

Two problém questions were outlined which guided the
direction of this study. An indication was made that
these problems should not be regarded as research
questions, but provided the skeletal framework of the
study. A problem-question approach was used because
this study is essentially a .theory—building excercise,

derived from a limited theoretical base.

The study.was argued as being significant iﬁ terms of
providing school administrative teams with a set of
strategies which coﬁld motivate non-school-based
community members to participate in school activities,
the change process and the proposed decision-making
body. A statement was made that although the
strategies were suitable for most Western Australian
school situations, they do not provide solutions to
every problem which school administrative teams may
encounter in the formation of school-based

decision-making groups.
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The key terms defined in this study included
community, non-school-based community members,
purticipation and school decision-making process.

Finally, an outline of the entire study was described.



. CHAPTER 11
REVIEW OF THE LITERATURE
INTRODUCTION

An absence of theory on which to base this study has
been revealed by the literatufe research process.
Consequently this study has involved synthesizing a
number of related rationale and theoretical constructs
from throughout the literature on school-based
decision-making groups and devolution of

administrative responsibilities.

The review of the literature was undertaken within the
context of three focusing themes. These focusing
themes were derived from information which a number of
researchers discussed on various aspects of schools
and their communities. Prior to the review of the
literature consideration should be given to the

derivation of the f£ocusing themes.

among these researchers were Chapman and Boyd {(1985),
who uncovered the sources of problems being
encountered in the implementation of school-based
decision-making groups in Victorian schools. The
sources of the problems included the provision of

inadequate support; the imposition of an unfeasible
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timetable under which the change should occur; a gross
neglect of the need for retraining and in-service
courses designed to foster the learning of the new
attitudes and roles fundamental to the new style of
management; inadequate transformation of sources of
power and resources from the traditional bureaucracy;
principals not being given sufficient detail
pertaining to the advantages of devolution; and
animosity «caused by the government's perceived
disrespect for principals. Further comment on the
Victorian situation by Chapman (1987) reiterated the
findings of Chapman and Boyd (1985), and added the
failure by the State government to give attention to
decentralization processes and logistical issues - due
to the lack of an organizational implementation team -~

to the list of problems.

Byrne and Powell (1976), 1in their discussion on
establishing a sound communication program as a
strategy to strengthen school-community relations,
highlighted the need for a commitment of time,
resources and personnel if success was to be
achieved. Gorton (1983) added further weight to this
arqument by stating that it takes time to increase
community involvement and to improve other aspects of
school/community relations. Casner-Lotto (1988)
provided evidence of a school improvement program in

Indiana which had worked because elements such as
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training, money, support from the central
administration and provision of information had been

forthcoming.

The information discussed by Chapman and Boyd (1985),
and Chapman (1987), not only vindicated the views of
Byrne and Powell (1976), and Gorton (1983), but is
supported by the research of Casner-Lotto (1%88). Any
discussion attempting to develop strategies by which
decentralization of decision-making ©processes in
schools can be implemented should take into account
the information outlined by these researchers. From
this information three  focusing themes can be
distilled. These focusing themes should be in
evidence if the changeover to community involvement in
school decision-making processes is to be successful,
. thus overcoming difficulties such as those outlined by
Chapman and Boyd (1985), and Chapman (1987). In

essence the focussing themes can be described as:

(1) the need for an overall plan;
(2) the availability of adequate time;
(3) the provision of sufficient financial

resources,

Although these themes, and the strategies identified
in each, have been analysed separately, this division

is purely arbitary for study purposes. In reality the
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themes, and their associated strategies, are

interdependent upon e=ach other.

The review of the literature commences by examining
proposed strategies to increase community involvement
in another human service organization, namely, the

Yealth Systems Agency Scheme in the United States of

America. This provided an interesting comparison to
increasing community participation in the
decision-making process in schools. The ideas

outlined in the discussion on the health service
scheme provided an ideal introduction to the review of
the 1literature in relation to one of the focusing
themes - the need for an overall plan. In turn, the
review of the literature then examines the remaining
focusing themes - the availability of adequate time
and the provision of sufficient financial resources.
The penultimate section of the chapter includes a
qualitative meta-analysis of the 1literature. The
chapter concludes by summarizing the revelations of
the review of the 1literature and introduces the

contents of Chapter III.

Strategies to Increase Community Involvement in the
Health Systems Agency Schene

Reference to associated human service organizations,
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particularly community health schemes, provides a
comparative perspective about community participation
in a social service. In the United States, Sherry and
Lipschultz (1984), have discussed the importance of
consumer participation to realize Health Systens
Agency goals, and in doing so, outlined a consumer
education program to encourage participation. They
emphasized that such a program must be designed and
implemented in a manner which enhances the leadership
and advocacy capabilities of the program participants;
develops their identification with and accountability
to their constituency groups; and promotes a network
among individuals within and outside the Health
Systems Agency who have common concerns and can

develop cohesive positions and plans.

Using workshops as a basic educational tool, and
keeping in mind the three aforementioned criteria,
Sherry and Lipschultz (1384) proposed eleven
strategies by which consumer participation can be
increased. Essentially these strategies included
focusing on a specific event which will invite active
and/or passive participation from the target community
groups; extending outreach efforts to the greatest
number of individuals within the target group to
increase the base of eventual activities; finding key
leaders (formal and informal) within each target qroup

who will actively support the program and promote
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participation by their group; activating involvement
of different constituency groups by appealing to their
particular vested interest; identifying and relating
to participants as representatives of their
constituency rather than autonomous individuals;
stressing the commonality of concerns among diverse
groups to build solidarity and to emphasize the
potential of collective action; underscoring
inequities in the system to impact participants on an
emotional level while concurrently directing
participants to immediate outlets for action;
involving participants in events which will provide
them with tangible rewards and outcomes which are
likely to be successful; implementing the organizing
efforts, considering a form and style with which the
community can identify; providing substantive
information in a manner which 1is comprehensible,
relevant and usable by tae community advocate; and
structuring each phase of the organizing effort
activities which will meet the personal and social

needs of those involved.

The consumer education program outlined by Sherry and
Lipschultz (1984) contains a wealth of information
that could be adapted within procedures designed to
facilitate the implementation of community
participation in the school decision-making process.

As will be observed the review of the literature will
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uncover ideas develcoped both in theory and from
research which have a strong resemblance to those of
Sherry and Lipschultz (1984). The fact that Sherry
and Lipschultz (1984) outlined a complete education
program provides an ideal introduction to the next
section of the 1literature review - the need to
establish an overall plan by which change to community
participation in school decision-making processes can

be undertaken.

THE NEED FOR AN OVERALL PLAN

As any review of the literature is likely to reveal,
the need for planning, structuring and establishing a
set of procedures to undertake change to community
participation in school decision-making processes 1is
convincing. The 1literature reveals various aspects
pertinent to this study including developing community
involvenment in various school activities and

functions, and undertaking change within schools.

Developing Community Involvement in School Activities
and Functions

Several writers pay attention to involving the
community and parents in wvarious aspects of school
activities. Estes (1974) outlined methods to marshall

community leadership to gain support for public
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.schools. From his discussion a number of key elements
can be identified. The character of the Ileadership
was seen as being of significance, and elements listed
within this context included integqrity, commitment,
political astuteness, stamina, and energy. Community
leadership groups need to be identified and a working
relationship should be established with them. Input
from all leadership groups must be considered to gain
and maintain their support. The school leadership
should establish a regular relationship with groups
which have power, visibility and organization, and a

two-way exzchange of information is necessary.

Bridge (1976) sugdested some guidelines to encourage
effective parent participation in school innovations.
Efforts to ensure that parent participation would be
effective involved identifying the clienteles into
which parents cluster. In determining the degree to
which parents could participate, the school leadership
needs to clearly and publicly state the areas of
parental involvement in relation to decision-making.
The productivity of parent participation will be
enhanced by clearly stating objectives. Communication
was identified as being important, and a wide range of
communication channels should be used to ensure
maximum coverage among the school community. A time
framework needs to be considered when implementing the

strategies to encourage parent participation - it
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takes more time to involve parents in constructive
innovations rather than when parents perceive a threat

to their own interests.

The establishment of a collaborative process in school
decision-making was examined by Ryan (1976). The
essence of "~ Ryan's (1976) findings stated that
establishing and building a partnership with members
of the school community are tasks that need to be
undertaken by the incumbent school administrator.
Having developed this partnership, the school
administrator must demonstrate leadership in
discussion by actions such as introducing new ideas,

clarifying issues and offering encouragement.

Strategic planning is an essential element to
successfully implementing a collaborative process in
decision-making. If this element is lacking,
according to Ryan (1976), the chances of success
diminish. Effective and wide-ranging communication
procedures should be adopted, and every effort must be
made to obtain feedback on the strategies being
implemented. The aim of the exercise needs to be
clearly established, thus providing the participants
with a clear goal and ensuring the development of a
common purpose. Successful implementation of the aim
of the change will be further enhanced by the

identification of actual and potential problems, and
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preparing effective solutions to overcome them. Hence
Ryan's (1976) findings on the establishment of a
collaborative process in school decision-making seem
to parallel the ideas presented by Sherry and
Lipschultz (1984) 1in their outline of a consumer
education program to encourage participation in the

Health Systems Agency Scheme.

The provision of a series of guidelines by which
principals can work with the community was undertaken
by De Lellis (1979). He began with an examination of
communication procedures and insisted that these need
to be developed. Improvements, where necessary,
should be implemented, and if past communication has
been limited, then a gradual expansion should occur.
Any improvements to communication procedures must
ensure that information becomes disseminated to all

segments of the community.

De Lellis (1979) commented that community groups, such
as business and recreational organizations, should be
personally approached by the principal to facilitate
the development of an effective relationship.
Undertaking this task thereby enables the principal to
expand his circle of association and to establish new
relationships. The purpose of school-community
relationships should be identified and any defined

goal must be attainable, In solving problems,
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establishing procedures or assigning tasks the -
principal is urged not only to seek consensus, but to

be "open" in any discussion.

Attracting previously uninvolved groups into the
school decision-making process has been examined by
Beacham and Hoadley (1979). They have suggested a
number of techniques that schobl administrators can
use to successfully undertake such a task.
Information about the uninvolved groups needs to be
obtained to acquire an accurate description of the
existing situation. Expanding formal and informal
contacts allows for realistic exchanges of information
to take place, as well as providing the opportunity to
establish mutual trust, respect and understanding.
Specific techniques to maximize contacts include
person-to-person techniques, mass-media techniques,
and sending letters home. Beacham and Hoadley (1979)
also discussed the desirability of building up a
realistic school profile, containing both hard data
and perceptive comments from a range of people with
experience of the school. They claimed that such a
profile would provide the school administrator with an
accurate perception of the characteristics of the
school community in general. In addition, this
perception would allow the derivation of motivational
techniques to maximize effective participation, and

the identification of impeding factors, to which
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'strategies can be applied to nﬁnimisé'thei: impact.
: Accordihg to Beacham and Hoadley (i979),:thé plan for
the  entire ﬁrocessl must allow time for the chosen
app;oachés- té be. férmulated and implemented, for a
1aCk”of'adequate'tihe could preclude the use of some
_strategiés, ‘Once motivated to participate, cohmunity
membérs; need to be trained, through in-service
activities, in the development iof both '‘content and

proceSs'skills td'enSUQé'effective participation,

1In .the  ﬁnited' States, .the  issué of establishing

mechanisms to _1iﬂk' schobls .undergqing 'desegregation
ﬁith ltheir_ c@mmunify':priﬁafy groups was aﬁalysed by
t_McNeelf (1983),. Using mass media ﬁas.suggeéted as a.
_means;pf gaining éontact with the broadest number of
ﬁéopie:u The establishmeht. bf 'positiveu rélaﬁionSﬁips
. @ith opinidn ieaders, Zthus ensuring_.the clarity of.
the'intentions_df messages,'ﬁill further enhance the
effectiveness of cqmmﬁhication's procedures. The
appointment of a detéChed expert, a professional
person who has Skills’ which may be generalized to
diverse situations,'will further enhance accuracy of
information. .ddissémination,' particularly in
face—to—face. ._éitﬁa;ions. Meaningful community
‘discussion would'abé  faci1itated by making a room
~available at the'_schooi for such a purpose. The
establishment of voluntary associations, directly

involved in the school desegregation process, would
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assist in the implementatibn of the operating program.

Di'WEétefn_AUStralia, Deschamp (1986) presented four |
élternétive methods by which community—based
_decisioﬁ-making groups 1in schools could be formed.
The _first alternative commenced with the principal
contacting the field officer employed by the Ministry
0£= Edﬁcation.” .$ubsequent _steps include meetings
between the field officét and the staff, and the f'ie_id :
~officer ;éhd::tﬁe Parents' and _Citizens' 'Association;
 app:ova1 is.then_given by the.staff.and the Parents'
'and_citizens' Association to form a steering committee
which decides on membership, functions and procedures
of the future decision-making-group: a plan for these
 dritefia  is presentéd tb étaff -and. pérentS- fof.
appfdvél;.andfrepresentafives are then elected. The
.'secqnd -altefnative ‘started with the concept of a
dounéil_ being .ihitiated from thé "School Development
'.Plah.. Following this step discussion occurs between
the principal and the field officer; the field officer
meets with the staff; a public meeting is held to
provide information for parents; a steering committee
ié formed to investigate the formatioﬁ of a
deciéion—making group; nominations are called for; and

elections held.

~The third alternative began with the'_Principa1 

contacting the field officer, After this has occurred



.32,

the field officer meets with the staff and an
education committee is formed to 1investigate .the
desired change; a questionnaire is then sent to all
parents; the results of the questionnaire are
processed and a model is proposed at a Parents' and
Citizehs'_ Association meeting; a public meeting is
held to disseminate the information and a newsletter
is circulated Eo pérents descfibing .the model and
calling for nominations; a description of the nominees
and ballot _paperﬁ aré circulated; cand ﬁalént
reéreSentatiVes and  staff representativés are
elected.. The £ourth_alternati§e hegan with an inquiry
from the parents ‘to the field officer. Subsequent to
this the fiéld' officer holds separate meetings with
the prindipal,. the staff, and the Parents’' ' and
1'¢itizehs'_ Association; a steering committee is then
formed; nominations from parents and staff are called

for; and elections are held.

Community involvement in curriculum development was
discussed in the document "In the National Interest"
I(1987) - a report produced to assess the environment
in which secondary education operates, and to provide
a rationale for, and to recommend, a Commonwealth
specific purpose program to follow the Participation
and Equity Program. The document outlined five key
strategies at the school 1level by which community

involvement in curriculum development could be
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facilitated. First, whole-school planning processes,
including parents and students, should be
established. Second, consultants to support school
planning and action need to be appointed, Third, an

exchange of personnel between business/industry and
schools should be undertaken. Fourth, information on
successful structures must be shared, and £ifth,
community links, especially with other youth services,

need to be developed.

The research on developing community involvement in
various school activities and functions, viz,
marshalling community leadership to gain support for
public schools (Estes, 1974); encouraging effective
parent participation in school innovations (Bridge,
1976); establishing a collaborative process in schdol
decision-making (Ryan, 1976); providing quidelines by
which principals can work with the community (De
Lellis, 1979); attracting previously uninvolved groups
into the school decision-making process (Beacham and
Hoadley, 1979); linking schools undergoing
desegregation with their community primary groups
(McNeely, 1983); forming community based
decision-making groups in schools (Deschamp, 1986);
and involving the community in curriculum developnent
{In the National Interest, 1987), has revealed a
number of 1important criteria which should  be

considered within an overall plan. Essentially these
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criteria include:

1)

2)

3)

4)

5)

6)

7)

8)

the importance of leadership skills;

the necessity of identifying and working with

community groups;

the desirability of clearly indicating areas of

parental responsibilities;
the obligation to clearly state aims and
objectives and to ensure that they are

attainable;

the necessity of developing efficient and

effective two-way communication procedures;

the necessity of having sufficient time to

involve community members in constructive

developments;

the importance of identifying not only
motivational factors, but also potential
problems and developing effective solutions to

overcome the problems;

the usefulness of liaising with, or employing, a

consultant with the relevant expertise;
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9} the desirability of building-up a profile of

communi%y groups;

10) the necessity of providing training for

community membhers to ensure effective
participation;
11) the usefulness of establishing and working with

voluntary associations;

12)  the 1importance of establishing consensus and

openness in discussion;

13) the practicality of providing a room in the

school for community members.

The above criteria, which have been summarized in
Figure 2.1, provide foundational ideas from which the

elements of an overall plan can be developed.

Undertaking Change Within Schools

In relation to undertaking change within schools,
Trump and Geogiades (1978) have ocutlined four steps by
which change c¢an be implemented. These steps included

the acceptance and understanding of goals; the use of
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Figure 2.1: Criteria to be Consideredﬂas part of an Overall
Plan to Develop Community Involvement in
School Activities and Functions

leadershlp skills

identifying and working wittB community groups
indicating areas of parental responsibility
clearly stating attalnable aims and objectives

developing efficient and effective two-way
communication procedures

sufficient time to involve community members
in constructive developments

COMMUNITY INVOLVEMENT identifying motivational facters, potential
IN SCIlOOL ACTIVITIES problemsz and solutions
AND FUNCTIONS
ljaising with, or employing, a consultant
building up a community profile

training community members

eatablishing and working with voluntary
agssociations o :

ensuring consensus and openness in discussion

providing a room for community members
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. positive motivation; a shared decision-making PpProcess;

and establishing plans for evaluation.

Trump and Georgiades (1978) also discussed methods
which can be wutilized to undertake the desired
change. Essentially these methods included provision
within the overall plans for flexible timetables;
anticipation of possible difficuities and opposition;
clear expression of goals; understanding of potential
rewards; avalilability of materials and appfopriate
physical resources; 1incorporation of evaluation into
the change process; provision of meaningful rewards
for the participants; and the provision of help, when

requested, at all stages.

Establishing a  process to undertake school
self-renewal was a subject discussed by Bentzen
(1974). Within this context she proposed a four-stage
cyclical process - dialogue, decision-making, action
and evaluation. Dialogue is characterized as
involving interaction between the principal and and
teachers, and teachers and teachers. Dialogue is also
seen as being continuing, pervasive, formal and
informal, involving the entire staff, substantive and
involving the staff in the processes of evaluation and
inquiry. Decision-making is based on staff
involvement in dialogue, consideration of

alternatives, weiqghing the evidence, and making
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selections from among the alternatives. Action allows
decisions to be implemented and more dialogue to
occur, the purpose of which 1is to evaluate the

' process, thus renewing the entire process.

Casner-Lotto (1988) ©provided a case-study of a
?guccessful school imgrovement process being undertaken
fin Indiana (U.S.A.). The process has involved
fdecisions in a wide range of areas being made by
éteachers and administrators, working together with
-{barents and students on school-based improvement
pfbgrams. The participants identified the provision
of training and money; on-going district suppqrt; and
access to current information on which to Dbase
decisions as key elements to ensure success. The case
study.found that these elements were in evidence. The
process was also characterized by the wuse of an
external consultant and the provision of incentives to

teachers.

These three aspects of proceeding with change in
schools - steps and methods by which change can be
implemented {(Trump and Georgiades, 1978); undertaking
school self-renewal (Bentzen, 1974); and undergoing
school improvement (Casner - Lotto, 1988) - provide
information which should be compared with, and
considered alongside, the criteria aggregated from the

research into developing community involvement in
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various school activities and functions. In essence

this information includes:

1)
_2)
3)

4)

5)

6)
7}

- 8)

2)

10)

the importance of communication;

the necessity of providing sufficient money;

the necessity of-clearly idéntifying goals;.

the desirability of ensuring that potential
réwardé are not" oh1y  ﬁﬁdersﬁdod, but that

meaningful rewards for participants are provided;

the importance of providing training for

participants;
the obligation to provide help, when requested;
the importance of providing system level support;

the importance of anticipating potential

difficulties and sources of opposition;

the usefulness of access to an external

consultant of opposition;

the desirability of developing flexible

timetables;



11) the necessity for evaluation.

The combination of this information, which is
summarized in Figure 2.2, with the criteria deduced
from the reséafﬁh' into developing community
involvement in various school activities and
functions, yields further ideas which need to be
considered when developing an overall plan by which
community participation in the school decision-making

process can be increased.

One of-the critefia developed from the discussion on
research into developing community involvement in
various échool activities and functions, thé necessity
of having sufficient time to involve community members
in constructive developments, 1is discussed in more
~detail in the next section. This section deals with
the availability of adequate time, the provision of
which is argued as being necessary if increased
community involvement in school decision—making

processes is to be successfully implemented.

THE AVAILABILITY OF ADEQUATE TIME

The availability of adequate time was previously
identified as the second of the focusing themes which
need to be taken into account if the changeover to

community involvement in school decision-making
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Figure 2.2: Griteria to be Considered as part of an Overall
Plan to Undertake Change Within Schools

communication
provision of sufficlent money
identifying goals

potentlal rewards wunderstood and meaningful
rewards provided

UNDERTAKING CHANGE tradning for partleipants

WITHIN SCHOOL
providing help
providing system level support
anticipating potential difficulties
access to external consultant

developing flexible timetables

necessity for evaluatlan
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processes 1is to be successful. The arguments for the
availability of adequate time were developed by
applying the notion of time to a variety of strategies
elaborated from the literature. Where the literature
was less than explicit in discussing the need for
adequate time to implement the various strategies,
this section will attempt to elicit information from
the literature. Such information will form the basis
of arguments justifying the necessity of providing

adequate time for undertaking the change process.

The strategies examined in ' relation to | the

évailability of adééuate'time include the formation'df.
‘an  implementation team; the organization of a
timetable; the development, implementation and
consideration of a community analysis; anticipation of
difficulties; the establishment of an effective
communication system; the development and
implementation of specific motivational strategies;
and evaluation of .the change process. Although the
strategies are analysed separately - a task undertaken
for convenience - their applicability are
interdependent upon one another, and such
interdependence would seem to be essential ifﬁéuccess

is to be achieved.
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. The Formaticn of an Implementation Team.

The formation of an implementation team to gquide the
changeover to community participation in school
décision—making processes was an idea proposed by
Chapman (1987:21) and in the Picot Report-(1988:81).
Both Chapman (1987)and the Picot Report (1988)
suggested that the implementatiod team he used at the
system level. ULogically, the formation of such a_teah
at the 1local or school level would facilitate the
implementation of the desired change  to
decision-making processes in schools. | Consequenfly_
the.review of'the literature will concentrate on the
formation of Such an implementation team at the local

level.

The relationship between the .formation of an
-imﬁlemenﬁation team to oversee thé change. towards
community participation in School _deCision-making
proCesses and the availability' of adequate .time has
been examined in a number of respects. Included among
these concerns were the contentiousness which can
arise from deciding on the composition of the
implementation team; the selection of members of the
team; the appointment of a co-ordinator; the role of
the co-ordinator; the determination of the role of the

principal; and the need to clearly establish a goal.



The CompoSition 'th:aﬁ Implementatlon Team._' The_
fformatlon of an 1mplementatlon team, 1n 1tse1f can. be'-
a tlme consumlng task in that 1t can develop 1nto a

_contentlous 1ssue amongst the school communlty. rThet

'j__eontroversial _ aspect _0f : thet_.gormatlon__fofg an

implementation team=.can.:have, as -.its--souroe;._the
Questlon of who should be a member.' fhé'éxéiasiaAfofdt
ha repreSentatlve from one or more groups is- bound to
cause wonderment about or even. accusatlons of blas and

111—conslderat1on 'to: occur. ' For example, fthe

.féxcluSion_:of-;a _staff representatlve would cause o

'resentment amongst the school staff whlle ‘a. majorlty-

"representatlon of the staff on the 1mprementat10n teamh;':

'could _1ncur_ resentment from_ amongst the school
oommﬁnity,f'_Although--the available 11terature - is
berett'of_information.on the.membership'structnre_ofdf
-;;implementation-team33 an idea of-the diverse 0pinions
nWthh exlst in relatlon to the nmmbershlp of schoolh
'_coun01ls demonstrates how contentlous thls 1ssue_can

he;--

._'The'Scottish-Parent.Teacher éoonoil (n d )-reeommends
_equal representatlon of teachers and parents,'with.the
'.pr;_nclpal an ex- offlc1o member.' In New South Wales__

: _(SchOOi= Councrls,--n,d.:Z) it is recommended that no |

',onémlgtonptHShould_.haveo:a majority within the five

__d.identifiedncategories of-gronp members - the prineipal

(ex-officio),  teachers, parents, ancillary staff and
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community members. In Vigtoria (Ministeriél Paper
Number 4, 1983:9) maximum and minimum proportions have
been set for pareht,..teaCher} and wider community
participation, -é_ln_d the .--princi.Pal is a voting member
_for examﬁle, parental mGMbefship was set at no less
than half a ptihafy-séhool counciy ana.oné—thi:d of a
post-primﬁry:- SCh661  .counci1-' | Theﬁ Ministry. of
Education (n.d.:l3j has Providéd vaéue'guidelines'in
relation to  the cbmposition of '-Schooi;based_

_decision—making__groﬁps .in..westérd  Austraiié. ”An

%appfoéfiaﬁé: mémbershi§ St;ﬁéfure 'ﬁaé::desdribed aS'l-
cénsiétihg-of;the.prinéiﬁais ﬁembér(s) of- the Parents'
and _Ciﬁizéﬁs“'xcoun011  éxeéutivé; 'feﬁrééentative(S).
.frdm the school staff; Othef  pareht(g): community
--representétive(s); ~and,  Wwhere apprﬁpriate, students..
Desirable.-proportiOns of membership groups. hqwever,_

" are not mentioned.

Récommeﬁdations on the  size - of '_Sch001ébaéed.
'decisio.n-making gfﬁups were made. bj( the Mihistry of
Education (n.d.:13), in Western Austraiié, and the
Picot Report (1988) in New Zealand, The Ministry of
Education commented that grouPs smaller than 5-7
members and larger than 10-12 members are not
desirable on the grounds ©Of domination in the former
caée, and decreasing opportunities for participation
.in the latter. The Picot Report proposed that the
membership structure of the board of trustees (the

equivalent of school councils) include five parents of
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students at the relevant school, the principal, one
staff member; ‘one student member, other co-opted
'hembers ahd, peculiar to New Zealand, two members
nominated'by the proprietor in the case of integrated
schools. | While the above recommendations may. be
suitable for_ the particular enducational systéms
discuséeq; other local or national educational systems
may prefe:_-alférnative arrangements for the size of

their-school-based decision-making groups.

The divérseness iﬁ thinkingiabout,the COmbositidn of 
school :coﬁnciis.l demonstréted- in  the -litefature
provides plenty of information on which to consider a
dec{sion on the membershiﬁ ‘structure ~of the
implementation team, which will have the executive
responsibilitieS'in.guiding.the change process. The
information also iﬁdicaﬁes'nthe. véribus Eacté which
have beén taken in an attempt to avoid antagohism
bétween “confliéting" community groups;' Clearly a
balanced membership structure of the implementation.
team needs to be in evidence. This task - examined in
detail in Chapter III - will take time to implement,

given its somewhat delicate nature.
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Selection of Members of an Implementation Team.
Members of the school community who are contemplating
joining the implementation team need to be aware of
the responsibilities which the position entails and:
such awareness may influence their attitude or ability
to be part of the team. ' Willingness to.devote time to
the Collection'and analysis of data and to participate
in - the rigorous discussion that is required before a
fully -_infcrmed  decision can be | made are
responsibilities which occur with membership of
decisidn—making‘bodies related to schools, as outlined
by Byrne and Powell (1976);  Chapman (1987) added to
these responsibilities in her discussion on increasihg
parental responsibilities which resulted froﬁ
membership of school «councils in Victoria. She
included préparedness to be contacted at hoﬁe,
attendance at extraordinary meetings and being aware
of previoﬁs éxﬁeriences in relation to the council's
goal as essential pre-requisites to  attaining
membership. It is  logical that if  these
responsibilities are pertinent to membership of an
operating school council, then they are also relevant
to the implementation team which is established to set
up a school council as the implementation team will
participate in similar decision-making processes as a
school council, Consequently the responsibilities
entailed by membership of one will be the same as

pertains to membership of the other.
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The question of availability of time in relation to
selecting members of the implementation team according
to the responsibilities inherited with the position is
answered, in part, by the necessity of publishing the
requirements of the position. This publicity will
take time to disseminate throughout the community and
potential members will need time to ponder the
significance of making a decision to become a member
of the implementation team. The selection of the
members of the implementation team, a process
discussed in  Chapter III, will  also be a

time-consuming undertaking.

The Appointmeht of a Co-ordinator. Appointing a
person to the position of co-ordinator of the
implementation team is a process which will requiré'
careful deliberation. The appointee will need to
demonstrate certain skills and characteriétics
desirable -to be a success in the <chosen role.
Considération of = the desirable skills  and
characteristics of the position indicates the degree
of care required, and therefore the need for

sufficient time, to reach an appropriate decision.

Estes (1974) and Ryan (1976) examined the skills and
characteristics required by an effective educational
leader. Estes {1974) suggested that integrity,

commitment to the goal, ability to build an effective
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working group with known procedures, being a skilled
politician in the good sense of the word and having
stamina and energy to work long hours were essential.
Ryan (1976) devoted more attention to personnel
management and discussed skills involved in building a
partnership and establishing leadership in
discussion. The former category included patience in
hearing what a colleague feels in addition to what he
is saying, willingness to begin ‘where people are' and
patience to find out where that is, being honest and
lucid in expressing oné’s views and willingness to
explbre the 1issues raised. The latter category
includéd asking pertinent questions to advance
discussion, introducing new ideas, elaborating on
ideas that others have suggested, summarizing what hés
been said or what needs to be said, visibly resisting
or tempering members who attempt to 'pull rank', and
encouraging and offering warmth to other members of
the group. Consideration of these skills and
characteristics indicates the depths which need to be
explored before the appointment of a co-ordinator of
the implementation team can be made. Making a
decision on the appointment of a co-ordinator will
therefore be a time consuming operation and is a
process discussed in more detail in Chapter III. 1In a
similar respect the relationship between the
co-ordinator and the chairperscn of the implementation

team will receive attention in the next chapter.
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The Role o¢f the Co-ordinator.. The skillé and
characteristics outlined by Estes, (1974)- and Byrne
and Powell (1976} which need to be displayed by
educational leaders, in this case a co-ordinator of an
implementation team, also need to be . considered as
part of the role of the team co-ordinator. Byrne and
Powell (1976), ”in particular, have applied the
desirable characteristics of an educational leader to
specific roles which they have identified in terms of
group organization and group development. Within the
contexE of group organization, the task of the
co-ordinator is tQ__guide interaction through three
levels of development - involﬁement, working and
'recommendation.. In the involvement level,  individual
and group purposes are clarified. Simultaneocusly, and
very impoftantly, a trusting relationship needs to be
established. At the working level, the group
considers alternatives to the specified problems which
it must.soive; The recommendation stage involves the
brepafation of conclusions ensuring that they have a
factual foundation and the recommendation of the
entire group. The latter comment 1is supported by De
Lellis.  (1979) who argued about the need to seek
consensus in reaching a decision since majority
decisions can alienate the minority, whereas consensus
provides identification and ownership for all group
members. Within the realm of group development Byrne

and Powell (1976) have stated that it is the leader's



.51.

responsibility to quide the group through the working
level and to increase the motivation and capacity of

members for effective interaction.

To apply the skills required to achieve the outcomes
outlined by Byrne and Powell (1976), and De Lellis
(1979), will not only necessitate considerable care
and tact, but also time. Group.ﬁnity, in application
and purpose, cannot be achieved instantaneously due to
the diverse nature of human personalities. The
co-ordinator of the implementation team will be
required to use all his/her variety of skills to mould

the individual members of the group into a "team".

The co-ordinator of the implementation team will not
only require sufficient time to develop a team spirit
but also to undertake other responsibilities inherited_.
with the position. These responsibilities can be
categorized as involving administrative tasks and
expanding personal contacts. Davis and Rimm (1985)
have provided a concise list of administrative tasks
which should be followed. Included in this 1list are
organizing meetings, coping with clerical work and
dealing with problems such as scheduling, budgeting
and supplies. The need to expand personal contacts
with relevant sections of the community was discussed
by De Lellis (1979). Examples of these sections of

the community, as cited by De Lellis (1979), included
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church groups, -civic. associations, community 1leaders
and school personnel. The two categories of the
co—qrdinator's responsibilities, completing
administrative tasks and expanding personal contracts,
will reguire time to undertake. In particular,
meeting and establishing a close and positive
relationship with community groups is an obligation in
which the co-ordinator has ¢to Ee successful if the
goal of the implementation team 1is to be achieved.
Close and positive relationships with community groups
cannot be achieved overnight - such a development
needs to be carefully nurtured before it can be

brought to fruition.

The Role of the Principal. Consideration of the
role of the principal in the change process reveals
the necessity of providing sufficient time for the
change strategies to be implemented. The principal's
role in the change process can be examined in terms of
developing a positive attitude towards the change and
demonstrating this positive attitude in practical

terms.

Trump and Georgiades {(1978) insisted that the
principal must be committed to the change and must be
knowledgeable about what needs to be done. This will
enable the principal to engender confidence among

those affected by the change. The need to support
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participatory management, if it is to be effective, is
an argument forwarded by Kowalski and Bryson (1982)
and they have outlined both subjective and objective
evidence within college environments to support this
claim. Jones (1977) discussed the role of the
principal in - terms of ©providing a communication
channel with the =staff and Pettit {(1980) has
established the importance of the principal as being
the person acknowledged to be accountable for the
school and, therefore, having a kef role to play in

the change process.

The literature has’ fevealed that the roles df: the
principal are complex and demanding and that the
development of a positive attitude towards the change
is complicated by the necessity of working with the
co~ordinator of the implementation team. This working
relationship may cause many principals to perceive
that they have lost control of their school and
possibly result in feelings of anger, jealousy and
suspicion being developed. It is, therefore, of the
utmost importance that the relationship between the
principal and the co-ordinator of the implementation
team be honest, forthright and positive. As with
developing relations with community groups, this is an
evolving process and consequently will take time to
develop. The combination of developing a positive

attitude towards the change, acquiring knowledge about
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what the change entails and completing the additional
Easks which accompany the Change process may require
.attending a retraining or in-service course. - While
the de;ails of the content and operation of in-service
courses is an area that requires further research, the
importance of these courses in the':COntext 'pf the

present research is that they will take +time to
develop and implement, and that principals will need
to be released from their routine activities to attend

the courses

Establishment of a Goal. The establishment of a
goal by the implementation team is_an importanf step.
Mckenzie (1974), Byrne and Powell '(19?6), Bridge.
(1976), De Lellis (1979} and the Scottish Parent
Teacher Council {n.d.) have all stated that the
purpose or goal of the group must be delineéted when
the group is formed and that this purpose must be
communicated clearly and publicly. De Lellis (1979)'
advanced the notion further when he insisted that the
established goal must be attainable. The exposition
of the goal in clear and concise terms is the first
task that the implementation team must complete and
therefore the teams' energy and time must be initially

devoted to accomplishing this assignment.

The Need for Adequate Time to Form an Implementation
Team
From the information discussed iv the literature the

need for adequate time in relation to the formation of
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an implementation team has been justified on a number
- of grounds. The controversy which can'arisé from the
cohposition of the implementation team reqﬁires
carefﬁl consideration before a decision is feached..
Consideration of the requirements and responsibilities
which membership of the implementation team entails
requires a period during whichy the criteria can be
published and Que consideration' given by potentiai
- nominees. The sélection of a chairman, with
contemplation to the skills and characteristics
desirable for the position, is a vitally important
decision and oné which _requires | cohsiderable
refléction. " The effective: discharge of = the
-coQQrdihator'S' responsibilities, .particularly' in
relation to the establishment of a team spirit, is.
another example of the need for adequate time to be
made available. The possibility of the principal
attending in—sérvice'courses, to update knowledge of
the change and/or to assist in developing a positive
attitude towards the change, is a consideration when
planning the use of available time and the derivation
and refinement of the team‘s goal, together with its
public dissemination, also have implications for time
availability. Figure 2.3 provides a diagrammatic
summary of the arguments developed in relation to the
provision of adequate time to form an implementation

team.
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Figure 2,3: The Need for Adequate Time
to form an Implementation Team

Composition of
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The Organization of a Timetable.

_-Devising a timetable.by which the goal can_be_ééhieved
is one 6f the initialn responsibilities of the
implementation team. In undértakihg this task the
implementation team must strike a balance betWéen;“
allowing too 1little time and alioéating téo ;ﬁ&éh
time. Chapman and Boyd (1985),:.and..Chapmah.:(1987)
have shown the difficulties'which can.arise if.change

15 rushed.

Trump and Georgiédes'(1978) approached the question of
devising a timefable.in a twofold manner._'First,:they
indicated the neea-for a:flexible3timetab1e to ensure
‘that éhaﬁgeé are made with various degreeé”of speed in
Eerms of readiness, a ﬁhderstandiﬁg T and
comprehensiveness. Second, timing'is important and any
.initiated aPProach'needs to be consﬁructive;"On the
question of time itself, Bridge (lS?G)Ihas.indicated
that it takes more time to invoive .parents in
constructive inndvatidns than wheﬁ parents_perceive a

threat to their own inteiests. Gorton (1983) §rovided"
- further credence to the comments of Bridge when he
suggested that it takes time, among otheflthings, to
increase community involvement in schools and to

improve other aspects of school - community relations.

The literature has indicated that the timetable needs

to be flexible in catering for the ability of the
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--farget} groups5-toeebe__ready to . understand and to__"
_comprehend theanature of the change. Sufficient time

"should be allowed to overcome any problems whlch may

nﬂjoccur and the tlmlng of any 1n1t1ated approaches ought -

':_to be con51dered 1f maximum returns are to be galned N
'nbev151ng a tlmetable is thus not a simple task. :;?:151
_o’g-process that requlres cogitation whlch, ln_lfaelf,
a'is" a -'time;cOnauming operation, : in.3 addition,s'
_estihating for, and -providing; sufficienﬁ 'time 'to
develop and 1mplement the strategles by which the aim

h of the 1mp1ementatlon team can be attalned oontrlbutes

: to the argument for the nece351ty of allow1ng adequate__’

'f_ t1me in which to undertake the change process '_'Theea'
- arguments_ used to Justlfy the provision or- adequate'
time in which to establish a timetable are illustrated

~in Figure 2.4.

3The Denelopment,e Implementation and Consideration of
f'a.Community'Analysis |
'The | 11terature which is concerned with the-
development, implementation, and consideration of a
oommunity .analysis was reviewed in a- number -of
themes. Initially'the need to undertake a community
'analysis was. ascertained: the type of information
_which should be obtained from a community analysis was
e_discussed; methods by whioh a community analysis

.'COuidfbe implemented were established; interpretation
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and utilization of the information obtained from a
-community'analysis was examined; and the neéd for the
provision of adegquate time in which to undertake a

community analysis was justified.

The Need to Undertake a Community Analysis The need
for a community analysis was déscribed by_Byrne'énd
Powell (1976), Pettit (1980) .and Gorton (1983). Byrne
and Powell (1976), in ekpressing_the thoughts of the
:othér researchers, indicted the_ a community analysis
shduld be undertaken in order .tb uﬁderstaﬁd the
edﬁcational philosophy of ~ the commﬁnity; its
interpretation of administrator and teacher roles, and

its receptivity to change and innovation.

The Type of Information. Obtained from a. Community
Analysis Obtaining information about where parents
~are ‘at' - their attitude, knowledge and .Skills -
before ihvol?ing them in school activities, is
essential for planning according to Pettit (1980).
‘Gorton (1983) also supported this contention in that a
school ﬁill have an insufficient understanding of its
community without a systematic plan to gain knowledge

of the characteristics of its community.

Beacham and Hoadley (1979), in determining information

which should be obtained, suggested that a community
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analysis needs to contain -~ both . hard -data -and
_perceﬁtive. comments Hfrom _a rangé. of = community
' membérs._ More specific types df informatibn were
'_diécﬁs$ed by Gorton (1983); This'ihfo:maﬁibn included
Socib—edonomic': 'badkground,  occupation, welfére
béhé}iciafieé, the  number - of_ wo:king_ _parénts,
identifiéétion of.info;mal leaders, and the number of
single.parents as a basis. -Gorfon (19835 also sFaEed
‘that  additional  information  should . include

identification of:

1)_7”-the different groups_énd ofgani:ations to which -

people belong;

2) the different places where people meet in the

community such as homes, churches, supermarkets;

3) ~the ways in which people receive information

about the school;

4)  the 'educatiohal aspirations and attitude of

Community members;

5) the general expectations and attitudes of
community members, as these form the basis by
which the community ewvaluates the performance of

the school,
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The_literature.has to this point, established the need
for  a'.:éommunity analysis énd  identified the
.infdfmation_which.shbuld”bé gafheréd. The next step
is the implementation'df the community anaiysis, and
the 1iterature has brovidéd some'ideés dn undertéking

this task.

Implementing a Cohmunity 'Ahalysis. _Wélker_'(iéﬂsj_
suggested information banf.bé obtained by 'adaptihg
gallup-poll techniques, while Byrne and Powell (1576)
provided a more detailed discussion of C§ﬁductihgié'
community ahalyéis; and in doing'so identified varidus_'
steps.which should be followed. -They'édviéed'thezheéd
to determine the ekisteﬁce of cdmmuhity ofganizational
structures as well és-staté and.national organizationé
which_have_local divisions in the community. Within -
these  organizations . the  individuals having
'deéisioanaking roles Should'be idéntified; aiéhg ﬁith
the formal structure :bf the organizations to which
they belong. -The'school.may then be able to make use
of any experience and expertise which the identified
N individuais‘ .and 'drganizations possess, in the
compilafion, implementation and interpretation of the
community analysis. Although the suggestion which
Byrne and Powell (1976)' have made appears ¢to be
incongruous at this stage of the execution of a

community analysis - prior to interpretation of
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_ ;resultsy'papg of which wouid have_identifigdﬂformal
and infdrmaihcommunity groups and organizatiqns - it '
is _ﬁot inconceivable 'that. prior knbﬁiedge exists ih
Ithe' implementation team of the felevant t.ype of formal -
; organizatioﬁs._ Pettit (1980) has diséﬁssed the use of
.tertiary 'instiﬁhtiﬁhs .tq assist in the compilation,
'implémentatioh  and ihtétpretation of the ”cﬁmmunity 3
fanalysis: ahd it would be 'unushai. if at least one
member  of . the implemeﬁfatidn team was not aware of
 this -possibility.. Byfne énd Powell (1976), aiso
.suggested théwperusal of_évailable statistics,':ecords
: and_. dOéuments as ; anthef method_ 65 _obtaihiﬁg-
'_infqrmatioh'as part of a community analysis. A study
'pf-_the: media: and .presé gfreatmeht-.ofa the school, -
énother. information gathering method idéntified by
By#ne and _Powell. (1976), might .invoive 'persoha1
éqﬁtécts being made with.nmﬁia repreSentatives im_aﬁ.

effort to discuss any problems and issues.

Obtaining information on the norms and values of the

community requires the development and distributioh of
a survey, an idea supported by Pettit (1980}, Long
(1985) and Deschamp (1986). Pettit (1980), while
acknowledging the advantages of using a survey or
questionnaire approach - purposeful and anonymous -
also discusses the need for careful construction to
avoid  being deceptive, obscure or misleading.

Assuming the use of a tested and reliable instrument,
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statistically valid ‘inferences can be drawn relative

to _(.:o'mrnuh_it:y life,

Aside from the u.se. of a survey :déveloﬁéd ':and._.
administered by the school, Pettit ~(1980) outlined-
other methods of obtaining information. Suggestions
such_. as uéing" én 'O'rgan'izatioh with .éxpert.ise in
| dbt;_iining_ the feéu’ired : i:nfqrmat-:.ioh, _. for _examéle _. a
'_te,rtiar_y institution, have }ﬁerit - though financial
_cbhstra'ints will- _need _{:o Ee ébnsidered; Another
| su'ggestion. made by Pettit (1980) was that the
d_cimxminity could be divid_e;_d ‘into catchment zones and a
mer.nt:)er' of the impieme’nt_ation te.am approach familiés 1n
_.the zone”_*_td ~set up a ._r_neet.irig for the Pl,iréo'sé of B
dbta'.iﬁi.ng" 'inf.or.m_a_tion. H_dwever, ti.me and .th_e
'availability- of -finahcés, for covering items suca as
t.i'a'\'reli.i'ng 'expenses and meal allowances, maj p'rohibit

the use of thlS strateqgy.

Interpretation and  Utilization = of  Information -

- Obtained from a COnﬁnunity Analjrsis. The f\__i'hél stéi:__

in undertaking a community analysis iuvolves making

use of the information which has been obtained. Byrne

and Powell (1976) identified a number of uses that

should be made of the data. First, the data should be
‘the cornerstone of the school's communication program

as action priorities for communications' methods and
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the .medial and means for -commﬁnicatihg; with Ehe-
.COmmunitY will have been revealed. Second, a panoramaﬁ
of _official_.organizations and informal q;oups whose
opinions might  influence education = should be
uhcovefed. .Third; informationfga§s between the school:
and the éommﬁnity"will have been discovered, ﬁhich_
wiil-'fufther _influence the éqhool‘s COmmunication

‘program.

_.Tl_;e _Nééd “Eor 'P_.Ldt-:-.,quate_“'l'i.me to _Undertﬁ"a_ke a Commhni_tjf
Analysiéf.. | - | |

The literature has revealed that the compilation,
'implemehtation and interpréﬁation'.of. a. cbmmﬁnitY'
analysis reptesehts a considef#blel 'undertaking.
CbnSideration of.the type.of infbrmatibn_réquired, for
example,"sqcio - economic backgrouhd,:.o¢cu§atidn,f
mémberShip_xof' formal and ihformél..organiiations;
aspects  of  schooi communications, fo néme. a_ féw;
iﬁdicates: that the compilation of the _cdhmunity”'
. .aﬁalysis .réQuifes' conceptual appiication towards tﬁe.
' fofmat and composition of the community analysis.. In
éhé cése:of a survey questionnaire approach attention
: muSt be paid to the critical aspects of presenting
' [suéh a document, and ensuring that the content will
déli?er-.the required information. Consequently not
: oﬂly will.the physical effort required to construct a

fcbmmUnity analysis instrument, such as typing and
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replization, .také Eime, but- the thinking process
invol&éd also needs to be considered in this respect.
This'ﬁecomeé evén more apparent if Ehe implementation
team is 1liaising with anbtﬁer'.organization in the

compilation process.

Consideratioh of the information ih the literature oh'
_the' various methods of implémenting a community
_ahalysis indicates that the entire procedﬁre éan'be a
timeQCQnsuming operation. Surveys or questionnaireé
have to be distfibuted, collected and sorted.
'Searches - of statistical ihformation, records and:
documents éan_ be iaborioﬁs | taéks. Obtaining
informatidn.by_dividing'the community into a number_of
.datchmént;zones:requires members of the implementatibn
team to'travél-to aﬁd from their allocated_zqnés and
to listen to, and record aﬁy relevant infdrmationr

Liaising with other organizations as part .of: the

implementation process requires representatives of the

implementation team to maintain close contact with the
organization, a task that will, at some stage require
time to be spent in travel and discussion. Each of
the methods which can be wused to collect the
information required from a community analysis need an
adequate amount of time to be made available if they
are to be properly carried out. The case for adegquate
time to accomplish the implementation aspect of a

community analysis is augmented by the arqument that
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as many methods as _poSsible should be employed to
ensure collection of a comprehensive arfay of

information.

The_finél phase of the community analysis process, as
outlined in the literatUre( is the-fconsidefation;
interpretafibn ‘and utilization = of the dbtained
infq;matibn. .Consideration énd-interpretation of the
.resulté of. the _community énalysis wili' require a
series of meetingé "of the implemenﬁatiou team. in
addiﬁion,-meetings between the implementation feam and
fépresentatives-of an external organization, such as:a'
'tertiary _inStitution} may be requifed if assistance
has been sought from such a source. The need for
meetings to considef and interpret the fésults of the
commuﬁity analysis require time, not only for the
_number of . heetings held, but, for the interaction
which will characterize their operation.  The
‘utilization of the informatibn obtained from the.
’commuhity analysis will provide bases on which to
develop appropriate strategies to achieve the goal of
: thé implementation teém. _ Consequently, this
information becomes part of the arguments for the
brovision of adequate time which are developed within
the remainder of this chapter. Thus, in total and
separately, the constituent elements which comprise
the entire community analysis operation contribute to

the arqument for adequate time to be made available if
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the .change to community 'pafticipatioh_ in- school

“_decision-making. is to be successful. Figure 2.5
provides a summary of the arguments which justify the-

-provisidn' of adequate time in ﬁhich to-IUndertake a

community analysis.

-Anticipétion of Difficﬁitiés
 Information obtained from the community analysis will

”Prbvide_the implementation team with an idea of “some

- of _the difficulties whiéh- they 'will. ehcountef in
attempting . to achieve the goal.. While the identified
difficulties will vary from school to school, the

literature reveals some of the 1ikeiY'obstacles which

- can emerge. This section will examine the findings in .

the literature in. this ~respect and conclude by
demohstrating how thé. identification of difficulties

- to achieving thé dési:ed:ﬁoal contributes to the'need

to provide an adequate amount of time_for the'change

to community participation in school decision-making =

'to be implemented._

One of the sources of difficulty'which_can emerge 1is

' the'-parents tﬁemsélves. Beck and Goodridge (1978)'

have identified the relative unavailability of parents

during school hours, as well as perceived futility of
attempting to encourage their involvement given the

dismal attendance history of most Parents' and
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Figure 2.5: The Need for Adequate Time
to Undertake a Community Analysis
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Citizens' Associétions,- Blakers (1980) discussed the
fact-that_parents have a déep-seated awe and_ﬁariness
of schools due go 'thEif _éxperiences as students, as
well as a iaék-of confidence in their adequacy to be
~able to_maké a po#itive contribution. Parent apathy

is yet another problem outlinéd by Gorton (1983).

Vafious cdmmunify chatacteristics can Qemerqe"-as -
sourCés of ﬁroblems.  Blakers (1980) and Gorton.(1983)
outlined aspects sudh. as . changing community
demographies; | empléyment.._charéctéristics  and. the
number of single -paréﬁts; Biakérs (1980) .aiso_
indicétéd - that the .commuhity pefcei#es  séhodls_ as
béing sépatéte'institutidns frq@\society and.theréfofe
cannot ‘see the point of becomiﬁg involved. Criticisms
of the Schdol inagéneral, and the planned change in
particular, shoﬁld'bé expected according to Byrne and
Powell (1976). They also indicated the need to handle
these 'critiCisms with cautious diplomacy to avoid

creating more problems.

Marburger (1976), 'Ryan (1976), Byrne and Poﬁell
(1976), and Pettit (1980) have all discussed the
desirability of preventing one influential community
group from dominating proceedings in school
decision-making bodies. This concept can also be
applied to the work of the implementation team with

the consequent need to inhibit such a development.
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‘The co-ordinator of the implementation team should
 thérefore_take immediate-steps to counter anyuattempt
by one group to domihaté_the policies of the change_

pPYXocess.

Wheeier.(lQ?q)hhas_identified goél ambiguitj;.the lack 
of_an.éffective:change-égentf and £he nbh—existeﬁce_df
any 'eCOnbmic. inééntivé _aé barriers ﬁo' Ehe IChange,
" Beck ~ and - Goodridgg (19?8).: discussed ‘personality
clashes. and the inability of experts to communicate
'théi:= .ideas'_&t6 "the  community as sources = of
difficulty; fTime'.and.”commitment need- to be in :
 abundancé, éccdrding to qufon (1983);.if Changé-is to
 be undertaken sﬁccessfﬁily; _Qorton?s.éommént on tﬁe
need for adequate time_ is ﬁe:tihént in~.thé£ this -
element was identified as one of Ehé'foéusing_themes

identified in the current research.

Ryan (1976) concentrated on attitudiha; prdblems which

.can emerge. . Bans on diSagréement; expectatidns of
instant collaboration; the  development of
“professionalism“' versus _Wiay ignorance*”; the

expectation Sthat.-community members come with common
goals; the use of collaborétion. as a decision-making
tool throughout the change; individual stubbornness
and inflexibility; and the breakdown of the
_involvement of all concerned with the change are

potential obstacles which need to be overcome.
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The Need for Adequate Time to Overcome Difficulties |

Devising solutions to the difficulties which the
literature reveals can ; emerge, could | be ai
time—consuming task, even  more so _ifll'_the
counter- strategles to the problems extend beyond ‘those
developed _ w1th1n - the establishment of effectlve
'communlcatlon_f proceddres land the development " of
specifio'hmtimatiohal 'trategiesl These two aspects'
of the overall strategles can cover. problems such as
'[parent _ apathy, ._warlness 'of schools,:' communlty
demographic characteristics'and parenﬁal wariness of.
schools. However, the-attitudinal problems'identified

- by Ryan (1976) w111 not be countered Wlthln the above

two aspects of the overall strategles - Attitudinal

fprobieme _oao' ber_complex in themselves, but if
] Peraonality 'clashes 'develoP :amodg'_members"of the”
'implementation - team ~ the sltuatioh rmay_ .beCOme.
-funrehable,'maklng the derlvatlon of solutlons to ‘the
.oroblems a very' d1ff1cu1t task. ._ Such a 90551b111ty :
'_adds further oredence to the need for adequate time to '
_ be-_made__ava;lable_ when_ forming the 1mplementatlon
team, as well as'indicating'that devieing solutions ro
problems; eirher. potenrial or: actual,l can; be a long

<. ProCess.

'.Foﬁ;ﬁf.tElf: and as dlscussed prevmously, some of the
identlfied } problems have _solutlons .wlthln'_'the

development of other strategles by ‘which the goal off



.73.

the’implementationateam eanﬂbe_achieﬁed. Specific to
.tﬁese~.strategies' areI_Ehe- eetablishmenﬁ of effective
_ cpmmunieatien p:OCedures .and_ the: development and
implementatidn .ofe spec1f1c mot1vat10nal strategies.

It 1s to these aspects that the next two sectlons w111.
.be devoted. . Figure 2 6 illustrates why adequate time

is needed in whlch to overcome dlfflcultles '

The Establishment_.df. an Effective Communicatidg'
System-e | | H
The establiehment ef anfeffeCtive communieatioh system
was adiscdssed in _a_ number of resbects 'within“ the
_literaﬁd;e. dfhe heedffdr communieation channels to'be:a
effeefive QaSu eStabiiShed} evaluation of cuffehtd
commﬁnication _ practlces . was diseussed: ~ the
'restructurihgd. .f_'.commun1cat10n ' practices, ehich'd
'1nc1uded the 1dent1flcat10n of the characteristics of
- an. effectlve communlcatlon system | and - the-
implementatlon of- effective communication practicee,
ﬁas examined;_- and the relationship between
.estabiishing effectiQe eommunication practices and the

‘need for thefprovision_OE adequate time was vindicated.

' The Need for Effective Communication Channels. The
need to establish effective communication channels has
been identified by Foley (1970), Doherty (1970), Goble

' (1972), Bedley (1977), Rogers (1978,) Goldaber (1980)
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Figure 2.6: The Need for Adequate Time
to Overcome Difficulties

attitudinal problems in
implementation team

DIFFICULTIES TO establishment of
BE ANTICIPATED communication system

davelopment and
implementation of a
specific motivational
strategies
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and Daresh (1986). They all stated that.commﬁnication
needs to be two-way between fhe'.scﬁooi_ and the
community, each providing _infOrmation .to the ...'_other a.r'ld
‘receiving feedback from each ethef; Therefefe,' the
implementatien 'Eeem'-needs;_toigestablieh-_effective

communication channels.

_Eveluation of "Cﬁrrent' ﬁcommunicafieneiTPraetices.f'
Initially, the'implementétion-tea@_shOuld-eVaanteftheJ
effectiveness of current communication practices.

Long (1985) has briefly discuSsed the tWo fofms_which'f

communzcatlon practlces generally' take "~ written and
oral Written communlcatlon [_ usually involves
dlssemlnatlng -and' sollcltlng ; _1nfo:mat10nl - via

newsletters, _news' releases or -questionnaires.' :Oral
_cethnicetions involve speaking-di;eetlyete-ceﬁmunity 
nmmbersuet'n@etings;'dinners or_dtherepublic'forums.
Aﬁ_eyeiuation'ef eufrent'communicafion-ﬁroceduresﬁwiil
probably uncever_ weakﬁesses.. Gor{:on '(1933)“'e'_:'_c'amined_.'
'three likely criticisms of communicatieﬁ_3practiceé;
First, dissemination procedures are ndt_:feliable__ih
_many:iﬁstehces-~.school newsletter not meiied.direcﬁly
home are frequently lost or destroyed by students.
~ Second, 1nsuff1c1ent . use is_ made . of add1t10n31_ 
commuhicatlon  methudef:suchl és “radio, telev151on;
.newspapefs . end'_ regular lpefenéu land-:.communltyf._

visitations to the_school. Third, the school Has not
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-tried hard enough to ascértain'th,e__exterit to wh_ich' its
messages are being received; uhde_r'stobd-- and - acted_upon

by ﬁarents”an_‘d __ .t::he:' _chmu_nitjf as ‘intended by the school.

Rles't;ruct'ﬁ_;ing“" _o.f:'. | Comr:nuﬁ._i_éati'b.n .' _P_re';ctiqes'."_' : 'i'he
.dislcov_e_r.y:' of :any or all 'of i:he ébové ﬁeaknéss_es
necess.it'a_t‘e'_s_ ar_c;tio._r_l.' by the .J'..mpl‘e'rn'en.t.ation_ ~team. . In
. undertaklng a :re—_s_ti‘uctut--i_ng of 't.he'-.. :.(_.:'.OII:I;II'IUI’.liIC;atiOn
o 'pf:aét-ices' _Byrné Cand Péwell’ (197_6) | di.fs'cﬁs'sed'. 'tﬁe'- ne.ed '
- for a ':};ilaﬁned' effort and suggeSté_ed'_'.'_?cr_:i.'{:'e;:'ia which the

'ﬁl'an sho.ul_d' .'d_e.mor.nstrate. In.clud'éd amIOng these were
' _the"'.def_initions' '_of res"p_onsibili.t':i.és q'f the_ individuals
iﬁvo:_l.v_ed; | enei:éefic 'irnplemen'tat.ion: | 'o_pj'ec_t_ive__

evaiﬁatio'n and where necessary, 'c_hange to the plan.

Characteristics of an'.  Effective 'Commun_ication =
S_ys;tem..' To énstu:e that the issue of communications
is tho.roughly. réviewed-,' the irﬁplementation team, -

before initiating any change; _shéuld establish the

desired characteris.tics of an effective communication |

system._ In conduCt_:inQ th_e review the implementation
téam should consider tﬁe work of Andrews (1987) who
o.utl'inéd the inclusion of a..system of routine,
purposive information acquis_ition and techniques for
séan_ning the relevant emﬁironment in order to keep

abreast of issues which may contribute to increasing =
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the distance between schools and Eheir communities, as
being essential to an effectiﬁe_ communication
network. In. doing so, openness - the degree to which'
a school has linkages with its community - is the key
component. Wheeler (1974) provided further support

for the contention of an open communicatior_l _network.
when he discussed the need to estabiiéh both. formal
and informal links between the school and .its

community.

While alluding Eo the | heed for 10pénﬁeSs {?n_
communication pfocedures,.Ryan (1976) is'sﬁecific.in-:
detailiﬁg the characteristics - of an effeétive
communication system. The use of nﬁss media,:school'
publications, involvement of the :-public ) aﬁd
~ encouragement ‘of direct contact with citizens by all
'othér schobl personnel needé. to occur.'to éﬁéufé
.effective cohmunication.- Ryan (19765 also stated fhat
efforts should be made to obtain feedback by 'such
means as analysing gquestions . and complaints,'
monitoring circulating gossip or using.public—dpinion

polls.

Gorton (1983) not only .discussed the need for
communication to be regular, but also identified'the
need to obtain feedback. He suggésted-that one method
to improve communication_effectiveneés_was to devélo?

'a better understanding of the communication needs of
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~the community. Byrne and Powell (1976) Supported'the
need for feedback as a way ofnlevaluating. the
effectiQeness of communications between the school and
its community. They also agreed with Ryan's (1976)
idea of involvement and indicated that the support of
innovative and creative ideas and 'pfécticeé' will
contribute to the establishment _of'  §06d ..SChool

community relations.

.Thg esséhtiéis 6E an'effective:coﬁmmnications system,
ésﬁd15cussed in:the 1iEeratdfe,”cén thus be described
as being:régular, and ihcluding feleﬁant and purposive

'info:mation. ' Thé_ cohﬁUnicatioﬂ network should be
open, an& establish farmaluand informal 1links between
 the scho&l and its_commUnity. Simultaneously, issues
which aréglikely'to'increase Ehe distance between the
school and its community need to be identified and
avoided. %community ihvolvément, the use of mass ﬁedid

“and schooi publicafions, direct contact with school
personnelﬁg and supporting creative and innovative
practices fu#ther ‘enhance communication procedures.
Feedback on..methodé .and impact of communicated
messages neéds to be obtained, thus ensuring
continuing evalﬁation of the mefhpds being used.
Cohsequently, evaluation should result in further
refinement and improvement to the school-community

communication network.
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~ Implementation. of Effective ';Communication
Practices.  The characteristics of ~an effective
communication system having been established, the

-implementation team ought to determinen'5pecifically

'how'to achieve these characteristics Thé literature'-'

prov1des a thorough examlnatlon of the characterlstlcs"

of an effect1ve communlcatlon system, and fronl this
‘source a wealth of 1nformat10n can. be _obtained :oﬁ
which to base the practical implemehtation' of :the

' suggested ideas.

De Lellls (1979) offered.good adv1ce if communlcatlon
channels are to be - effectlvely establlshed begln 
smali;_'partlcularly 1f there has been .relatiVély
'litfle_ éommunication.'betweeh the schpdl and .thé
COmmunity in the past ' Hé .érgued that 'public
' pronouncements tend to be V1ewed with sceptlclsm,'if_
not_outrlght cynlc;sm, the;efore, measu:es to_;mproﬁé?
communication channels .hetweén_ the. schqol énd- the
_COmmunity should: be_ ﬁndertéﬁen .thoroughly,. but _nof

~ loudly.

-Sfragégies to improve communication proéedures overail
.héve:been examined by McNeely (1983), Gorton (1983),
| and Andreﬁs (1987) . Gorton (1983) suggested that a
review of research on parents' preferences for how
'infbrmation about the school should be communicated to.

them be undertaken. = One such piece of  evidence
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ﬁ(Galldp _1979:37):erevee1ed thar seventy per cent{ of :
respondents preferred  word-of-mouth and. .personal'
_involvement 'as their best sources; thlrty seven per_
cent 1dent1£1ed the local newspaper; 51xteen per cent
mentloned local telev151on programm1ng, and seven per.'
'cent 1dent1f1ed_school_publlcatlcns and newslettere:as
theirf7best'sourcee§1df_infcrmation ‘about the school.
_$he implementatidn_teem should fcllow Gortbh's_(1983)
: recommendatioh.and'udderteke'a simiier survef'of the

- school cdmmunity' ae partsof its community' analysis.

g The 1nformat10n obtalned from the survey w111 1nd1cate-

}_communlcatlon procedures - preferred ' and:-_ those'
-_procedures 1east preferred - and probably in need. of N

1mprovement

'_The' establishment' ef -positive iihkages with' the
' :cemmunity_ieea.necessity according to McNeely (1983),
L Gortoni (1983), rand Andrews' (1987).' To. eneure thisr
occurs _the :school needs to identify ahd _eecure
_p051t1ve ~contact with influential community members .
'While7giving these community members different names -
."opinion - leaders" (McNeely 1983) and “key
communicatoré“ (Gorton 1983), both agree on the
importance of such contacts, for they are identified
as having an important role to play. This involves
helping the school communicate important messages,
providing solid support for these messages, and

reducing the incidence of rumours.
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Aﬁdrews (1987)_.edopted_ a someWhat_’different_ approach
towards the_"estabi;ishment' _' of human linkeges with the
schooi com@unity;. ihe ceheepb_oﬁ a ﬁboundary spahneru
is essential to his'SﬁggeEtion. A:boundary spanner is
‘an individual with tfeet" in both Fthe..school] system
and the community~'infrastthdtute...tTo be a:hoﬁndary |
spanner fequires skili'in'compromiee, reeoiﬁtion and
flexibility, and the ablllty to operate in 31tuat10ns:
without formal authorlty where the use of expertlse or
friendship 'is the base of power. Andrews . (1987)
discussed other .charactefistics-'aéj.including .thQ
'7'POSsessiOn3'of“ flnely—honed verbal skilie and the’;
fablllty to represent norms of the school system to the:
_commun1ty in a manner: that does not offend or a11enate5”

epqwer elltes_ln the communlty.

An 1dea1 51tuat10n would be a comblnatlon of the above_-
- bou_ndary_ span_ne_rs working in conjunc:tlon w1th the .
.'in_fluentiel cornmuni.ty ‘members. A combination of the'
 two would_necessitate close internallconsultation,'but
_the rewards of.having messages communicated clearly,
ahd _ﬁith support, to all sectors of the school
'community would be worth the extra effort involved in
maintaining the internal consultation. The
'implementation team should pay close attention to this

idea.

Having considered, and established, a human linkage
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'_netw0rk -the"lmplementatlon team _shonld ”alse pay.
: attention to 1nformat10n avallable in the literatute
about-_ other ways of improving the  existing

communication '=channels' - oOral - and personal

-7e'commun1cat10n can be 1mproved by the adoPtlon of two

iﬁmethods ;accordlng- to_ Gorton (1983) Flrst,- taped
_telephone—meesages canf.be- used to give_:eOmmunity'i
”members 1nfofmatien: about the school .fdf-_example
rhomework ' sehoolf activitieS -and'-school serviees.
°_.secqnd, the neehof a ceurfebua; frlenQIy and.helpful
nagpgeaen_in.eituations,such:as tne:way parent4teacher-
:.eonfereneeEf are _eonnucted,_areeéonees"to 'felephenee

- calls, 'and'-thé' deneral' recept1v1ty of the school

3;offlce to vasltors w111 generate beneflclal outcomes:'n

in terms of communlty attltudes ACCOmpanylng_-thls-_e:

' 1mprovement "in | communlty ' attltude should Dbe a

w1111ngness to part1c1pate more in ‘school. act1v1t1es

Deschamp. (1986) provided another method of improving

‘personal and oral communication by auggesting that the . =

_felephone numbers'of'membersfbf-SChoe1 deeision—making
_grouPS: in this' caSe"members of the implementatiOn
team, - be publlshed and by advocatlng the use of school'*'

assemblles to make announcements

'Improvements'e:te'fawnitten:- communication ‘received
attention from Gbrton (1983), Long (1985){J Deschamp -

(1986) and the Community Participation in Schooling
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_Commitfee " (n.d.).  Gorton- (1983) deséribed Itwo .
 appr0aches which shouid. be adopted - .writteﬁ
i_nf_orrﬁation sent. home should be in an attractiv;tla'.and
~readable form; and important printed ihformatidh.f
should be lnailed.'. Long (1985) outlined a case for
increasing the variety of written infqrmation by using-
Ehe local newspaper and Sending.out speéial letters of
" documents for specific purposés. Deschamp (1986)
agreed with the idea of utilizing newspapers and
‘special létters,.and added.the_suggestion that copies
be placed.in the school library and on school bulletin
"jboards. The Comﬁunify .Pafticipation in .Schooling
TCommiEtee' (n.d.). alSo. dis¢ﬁssgd .the 'use of :bulletin
;_bbards,'and argued fo:'the estaﬁlishment_of'a school
community newspaper, involving éareﬂés and commuity

members in its production.

Obtaining feedbéck on  communication  has - been
idéntified as being important;. -Three methods were.
discussed by Gorton (1983).'-First;'épace fbr‘féedback
comments, suggestions, or questions in the printed
infqrmétioh disseminated. by the ' school shouid be
provided. Deschamp (1986) provided agreement with
thiS'idea by suggesting the use of tear-off slips on
newsletters. Second, Gorton (1983} argued that
parents and coﬁmunity members should be ‘invited to the
school in small groups for the purpose of meeting the

principal and members of the management committee in
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an-informal atmosphere;"From sueh.meetinQS-feedback
can be'solicited;'_Third,:the community analysis could

be used to'obtain feedback'on a more systematic basis.

ﬁsing available mass me'dia-. as e way f 1mprov1ng_
communlcatlons has been postulated by Gorton (1983)

'Suggested activities in this area 1nclude the.
utilization _ef. newspaper supplements -te '.provide-
additional information .about the. scheol'* appearances
by the pr1nczpa1 and/or members of the 1mplementat10n

7team on.:ad1o 'talk—shows and telev151on shows, and

the need to build-up an effective working relationshig'3”'

with the news media.

The importance _off communication has been . vindiceted
_within the literature. In' establishing effectlve

communication channels the 1mplementat10n team has a

number of steps _tO-“follow. Inltlally the. currentfvﬁ

communication precedures should’ ‘be evaluatedf
Weaknesses uncovered by this evaluation needs to be
dealt-with, in doinélso the implementation team must
Jetermine what the cﬁaracteristics of an effective:
communications system are. Having done this, the
necessary improvements should be undertaken in a

planned and thoughtful way.

The implementacion team should begin small, yet in a
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thOrough '_mauner-' j_Determining__ the community's
' preferred method of . rece1v1ng information ébout 'theﬁ'
 schoo1 is a useful flrst step. Improvemehts toﬁ
'communication procedures.can then be undertaken in a
variety of . areas - the' establlshment of human’
1iukages,' oxal_:and personal communlcatlonr-twritteﬁ
communicatioh; obtaining' feedbeck and ethe medie
Specific suggestlons for these areas were dlscussed in
the : llterature | and' should form " the _ba51s__ for
undertaklng any inmrovements However, ccmmeutsrmade
by Byrne and Powell (1976) should 'be .cohsideredt as
' part of | the_t process which contrlbutes to _tthe
'establlshment of ~an. effectlve communlcatlons progrem :
E_They stlpulatai that the exlstence of-the essentlal.
characterlstlcs do not guarantee success - but -they
1are the elements wuthout whlch success can never be

achieved.

'i‘he Need for Adequate Time to Establish -'__sn 'E.f'fect.ive o
Communication System - |
The .-literature has demonstrated- ‘that evalusting_'
_existiug communication practices 'and' restructurlng
.communication channels are essential 'components -tc

improving relations with the schoeol community. In
some respects, parts of these processes can be
subsumed into the community analysis, thereby making

efficient use of available time. However, not all
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aspects of these two processes can be completed in
this manner, as revealed in the summary of the
arguments used to justify the need for adequate time
in which to establish an effective communication

system illustrated in Figure 2.7.

The evaluation of existing communication practices
could be undertaken within the scope of the community
analysis. If a survey or questionnaire is being used
then a section of it could be devoted to the issue of
communication effectiveness. Further information on
community perceptions of school communication
practices can be obtained from the personal contacts
which occur as part of the implementation of the
community analysis. Utilizing the community analysis
to evaluate current communication practices enables
efficient use to be made of the available time - if
this is not done then the implementation team is faced
with the task of developing, implementing and
analysing a second survey instrument, which would not
only contribute to the required amount of time but may
cause a less than positive attitude to emerge among

the receipts of the survey instrument.

From the information in the literature it would appear
that restructuring the communication channels will

require a suitable amount of time to be made
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available. .. The iﬂitial; paft of the festructuring
'ProcéSs involves ‘the .'derivation- of "the desired
.chéracteristics of an effective communication system,
'.Thé_ ideas of Andrews (1987) about information
acquisition and ongoing environmental scanning
contribute to the need for the availability of
adequate _time. Information acquisition about the
characteristics of an effective communication sysﬁem
may 1involve research at a tertiary inétitutiou,
comminication  with business organizations  and
attendance at meétingé to discuss communication
systems which exist elsewhere. Members of the
implementation team'wil_l be. involved in these tas'k's,-'
which_wiil.Contrithe to their overall workloads. In
~a .similar way, _ongoing_ environmental scanning wiil
involve parallel tasks but o¢n a continuing basis,
thereby '.contrib_uting further to the workload of the

_members of the implementation team.

Ryan's (1976) comments on the use of the mass media,
printing'of school publications, involving the public
and establishing direct contacts with the school
community, as examples of desirable characteristics of
an effective communication system, imply the necessity
of considerable 1liaison activities with the relevant
organizations and people. The liaison activities,
comprising discussions and meetings, contribute to the

argument for adequate time to be made available.
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The second 'component of the restructuring of the
communication system, as outlined in the 1literature,
is concerned with enacting effective communication
procedures. Essentially, three sub-components were
uncovered by the literature. First, the comment was
made that the restructuring process needed to be
thorough (De Lellis 1979) which included the
desirability of asqertaining parental preferences on
how information about .= the school should be
communicated (Ryan 1.976, Byrne and Powell 1976, and
Gorton 1983). - Identification of the parental
preferences can be discerned by including the
appropriate items in the communication‘'s section in
the community analysis, thus contributing further to.

the efficient use of time.

The second sub-component of the restructuring process
is the development of personal contacts, via key
individuals, with the school community (Gorton 1983
McNeely 1983, and Andrews 1987). The importance of
the key individuals to the communication channels is
such that they need to be carefully approached to
undertake the inherent responsibilities of the
position, meaning their selection must be a careful
process. The approach to the individuals, and their
eventual selection as linkages in the communication
system, cannot be rushed. Developing an appropriate

relationship between the implementation team and the
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key individuals will also take time. Once the key
individuals commence their “duties”, the close
consultation which needs to occur if they are to be an
effective force, obligates the use of a certain amount

of time.

The third sub-component of the restructuring process
is the improvement of existing communication
channels. Gorton (1983) presented two ideas by which
this could occur and both are time consuming. His .
first idea was the use of taped telephone messages -
which will take time to produce. Gorton's (1983)
second suggestion was the use of a friendly approach
in situations such as dealing with requests and in
parent-teacher conferences. To accomplish this
desired effect may necessitate individuals attending
relevant in-service courses, requiring time to be made
available to allow attendance {o occur. The idea of
Deschamp (1986) to publish the telephone numbers of
the members of the implementation team has

implications of intrusion into their personal time.

Suggestions in the 1literature which would result in
improvements to written communication and the use of
the mass media to widen the communication network will
require time to implement. Improving the standard of
written communication from the school will necessitate

attention being given to the presentation and contents
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of the communication, ideas on which could be gained
by seeking advice from 1local newspaper and magazine
companies. Utilizing the mass media to widen the
school communication network will require building up
a2 relationship with the relevant organizations,
frequent contact being maintained once a working
relationship has been established and “appearances” on
television and radio by delegated members of the

implementation team.

The analysis of the component parts of the evaluation
of existing communication practices and the
restructuring of communication channels has shown that
to carry-out these tasks effectively represents a
considerable amount of work. In some cases the tasks
involved in the process could be subsumed into the
community analysis, thereby making efficient use of
time and energy. However, not all the tasks involved
in the processes can he dealt with in this manner.
Consequently, the 1implementation team requires an
allowance to be made for the necessary time to
undertake the analysis and restructuring of

communication practices.

The Development and Implementation of Specific
Motivational Strategies

The development and implementation of specific
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mot_:ivational strategies are aimed at encouraging
coMunity involvement in the change. Essentially,
these strategies are aimed at previously uninvolved
individuals and groups and this is one of the themes
examined in the literature review. Subseguent themes
discussed in this section include conducting the
initial public meeting to consider the change ¢to
community participation 1in school decision-making;
maintaining the initial enthusiasm which results from
the activities of the implementation team and
attendance at the first public meeting; and outlining
the need for adequate time to be made available to

develop and implement specific motivational strategies.

Strategies Aimed at Previously Uninvolved Individuals
and Groups. The wuse and importance of personal
contact was outlined in the previous section on
communications; and it is also a critical strategy if
previously uninvolved parents are to be attracted into
¢loser involvement and participation in school
affairs. The outcome of the strategies used to
contact previously uninvolved groups and individuals
should be the grouping of a substantial number of
parents and community members willing and able to

contribute their energies to the change process

Byrne and Powell (1976) have identified types of
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parents - who traditionally remain aloof from school
life - the apathetic, the shy and the precccupied. To
attract the apathetic parents to the school it is
necessary to meet them on their own terms by
responding to their interests and needs. Through
social functions and special interest classes, this
type of parent will be encouraged to become nmnmore

familiar with the school,

Shy and preoccupied parents are possibly the most
difficult to deal with according to Byrne and Powell
(1976). Shy parents avoid the school because of an
anticipated feeling of discomfort, while precccupied
parents are more concerned with their own problens and
circumstances. For these parents the school must be
made to be a vital place and involvement must be
rewarded. To do this three alternative steps can be
taken., First, parents can be visited at home where
they c¢an be invited ¢to the school. Transport
assistance could also be provided in this instance.
Beacham and Hoadley (1979) supported this idea, and
also suggested visiting these parents in their places
of work. The use of the telephone was another
possibility discussed by Beacham and Hoadley (1979) as
a method of backing up the home visit. The second
step discussed by Byrne and Powell (1976) is an
alternative which can be utilized if home visits are

impossible. They suggested that the school community
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be divided into zones of responsibility for members of
the implementation team. Pettit (1980) outlined a
similar method when obtaining information as part of
the community analysis. Time could be used more
efficiently by using the one visit for two purposes.
A third method of contacting the shy and preoccupied
parents, according to Byrne and Powell (1976), is to
visit them at community centres, local shops and
churches, thereby maintaining the idea of meeting them

in their own environment,

In addition to contacting individual parents,
strategies should be devised for organizing small
group meetings. Flexibility in the timing of these
meetings is an important component, and Byrne and
Powell (1976) suggested the use of evenings, or even
lunch time meetings. Gorton (1983) alluded to this
concept when discussing methods to obtain feedback on
communication, thus providing another opportunity to

make efficient use of available time.

Blakers (1980) supported the need for flexibility in
holding small group meetings, and extended this idea
to the geographic sense by suggesting the use of
neighbourhood meetings in private homes. Davis and
Rimm (1985) arqued for the use of Saturday morning
meetings as one way of overcoming problems of meeting

during the week.
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Other methods which can be used to motivate community
involvement have already been discussed as part of the
literature which examined the communication systemn.
Briefly, they included the use of mass-media
technigues, such as, posters, news releases,

advertisements, interviews, and sending letters home.

Conducting the 1Initial Public Meeting. Having
established contact and enhanced motivation, the
implementation team needs to devise ways to maintain
these elements. To engender the concept that it is a
school community effort, that is, a team effort, the
implementation team should conduct a meeting to which
all members of the school community are invited.
Individual invitations should be mailed-out, and Ryan
(1976) also suggested the need for a public

announcemnent.

The atmosphere generated at this meeting will be
crucial to the success of the wventure, which has
prompted Beacham and Hoadley (1%79) to outline methods
by which this can be achieved. They indicated the
need to establish an atmosphere of trust and ease 1in
which people feel confident enough to share what they
have to offer. Essential to this are the physical
surroundings, the provision of name tags to facilitate
identification, the following of established meeting

procedures, and the provision of a folder containing
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the relevant information. Beacham and Hoadley (1979)
also emphasized that meeting as a large group should
be kept to a minimum amount of time, the preferable
approach being the establishment of small groups as a
more effective method for disseminating and obtaining
information. In this respect members of the
implementation team have an important role to play.
Their task, during this and subéequent meetings, will
be to move from group to group offering advice and

providing assistance.

At the conclusion of the initial meeting, the parents
and community members should have a precise idea about
the goal of the change, the background work that has
occurred, the proposed future activities, and the

identity of the those whe are managing the change.

Maintaining Enthusiasm, A successful meeting will
have established motivation among those who attended
to participate in the change, culminating in a desire
to share in the decision-making processes of the
school. The initial enthusiasm needs to be nurtured
and maintained. Trump and Georgiades (1978), and
Blakers (1980) suggested developing resource kits and
other materials which will provide assistance and
encouragement to those who wish to become involved in
the change. McNeely's (1983) comment on providing a

room in the school is a useful adjunct to these ideas.
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Trump and Georgiades (1978) also suggested a
psychological approach by developing a halo-effect -
the aura of excitement that exists in meeting
challenges in different ways. Planning ahead with
tentative step-by-step approaches can help to keep the
halo-effect alive, and thereby facilitate the
maintenance of enthusiasm towards, and interest in,

the change,

The literature has revealed that the deveiopment and
implementation of specific motivational strategies
needs to be a careful and well-thought-out process.
Personal contact is an essential method to encourage
participation of previously uninvolved groups and
individuals. In addition to individual approaches,
the arrangement of small-group meetings - either at
school or in a location in the school community - will
assist in encouraging involvement. The initial public
meeting, necessary to engender the concept of a
community effort, must be well-thought-out and
appropriately conducted, Lastly, enthusiasm can be
stimulated and maintained by the provision of relevant
physical facilities and materials, as well as

developing an effective psychological approach.

The Need for Adequate Time to Develop and Implement
Specific Motivational Strategies

In the quest to achieve the desired goal the
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development and implementation of specific
motivational strategies, as outlined in the
literature, are vital components of the overall
approach adopted by the implementation team. Success
in the strategies will ensure that a wide range of
people will be motivated enough to consider membership
of the new school decision-making body. Some of the
outlined strategies can be impleﬁented as part of the
community analysis, but others will require adequate
time to be made available. Figqure 2.8 illustrates the
arguments used to justify the provision of adequate
time in which to develop and implement specific

motivational strategies.

Strategies to contact previously uninvolved groups,
such as the organization of social functions and
special interest classes, will require time for
preparation. The implementation team should also be
represented at the social functions and it would be a
useful tactic if one or two members of the team
cccasionally visited any special interest classes
which had been organized. To carry-out these
responsibilities may require members of the
implementation team to be available at wvarious times

of the day, or various days of the week.

The suggestions of Bytne and Powell (1976), and

Beacham and Hoadley (1979) in regard to visiting
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Figure 2,8: The Need for Adequate Time to Develop
and Implement Specific Motivational Strategies

social functions. special interest

tlasses
Previously visits to residences, places of work
uninvolved community centres {community analysis)
individuals
and groups zones of responsibility {community
analysis)
telephone
small group meetings
advertising, mailing invitations,
parsonal approaches
SPECIFIC Initial public
MOTIVATIONAL meeting
STRATEGIES
arrangement of appropriate physical
surroundings and information
development of resource kits and
other materials
Maintaining
eathusiasm

halo effect
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community members at their residences, place of
employment or various centres in the community could
be included as part of the community analysis
procedures. In a similar respect, Pettit's (1980)
idea on dividing the community into zones of
responsibility could be dealt with in the above
manner. However, this may not always be effective.
Consequently, members of the implementation team may
be required to work during the evenings or on weekends
to ensure that as many parents as possible can be
contacted. The use of the telephone as a back-up to
personal contact, as suggested by Beacham and Hoadley

(1979), can become a time consuming operation.

The organization of small group meetings, an idea
forwarded by Byrne and Powell (1976), to motivate
community participation could also be accomplished
under the auspices of the community analysis. If this
is not possible in every situation then the
implementation team will have to consider alternative
times, such as evenings and Saturday mornings, which
could lead to a 1lengthening of the time needed to

carry-out the specific motivational strategies.

Motivating community participation by using mass-media
techniques comprises part of the communication system
process and therefore allows efficient use of time to

be made in this respect. Use of the mass-media also
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Evaluation of the Change.Process

The review of the literature in this section will
examine neither the history nor the theory' of
evaluation iﬁ any detail. Rather, it will concentrate
on the applicatiocn of evaluation methods to the
strategies adopted Dby the implémentation team.
Consequently the review is concise in nature, but more
than adequate for the current fesearch. The review
commences with a discussion on the need for
evaluation, in which a defirition is outlined, before
proceeding:éo examine three themes which the current
research has revealed as being relevant - ongoing
eﬁaluation.of the strategies; evaluation of the final
outcomes; and demonstrating how the evaluation process
contributes to the argument for the provision of

adequate time.

Methods to Evaluate Strategies of the Implementation
Team. Although the need for evaluation has been
discussed by a plethora of educational researchers,
the definition of evaluation adopted by Caldwell and
Spinks (1986) not only indicates the nature of
evaluation but also ascribes to 1its usefulness.
Caldwell and Spinks {1986) adopted the traditional
definition of evaluation within their research, and,

in doing so, cited the work of Borich and Jemelka
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{1982) who defined evaluation in the following
terms*...... the primary purpose of evaluation has been
to provide deci<ion-makers with information about the
effectiveness of some program, product or
procedure..... Despite differences in the conceptual
frameworks used by oractitioners there has been basic
agreement about thz decision-making role of
evaluation" {Borich and Jemeika 1982:1). Caldwell and
Spinks (1986) also arqued’ that the information on
which evaluation decisions can be based include both
quantitative and qualitative types and that value

judgements are at the centre of decisions.

Evaluation of any change can be both formative
(on-going) and summative (based on final outcomes) but
possibly the most controversial aspect of any
evaluation procedure relates to who is responsible for
collecting the information and making the evaluative
decisions. Nicholls (1983) has argued the need for
on-going evaluation in educational innovations and
also discussed a number of alternatives by which
evaluations can be undertaken. Her first alternative
involved the use of an external consultant, a method
which has the advantages which include the
consuliant's possession of skills and knowledge in
evaluation, as well as impartiality and objectivity

about the evaluation. However, the advantages could
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be countered by problems which include acceptability
of an outside person by those involved in the
inﬁovation and doubt as to whether the consultant is a
specialist in the particular area to be evaluated.
Nicholl's (1983) second alternative involved the use
of teachers in the school, with specialist
gualifications or expertise in evaluation. Such a
solution increases the chances of the evaluator being
accepted by those carrying out the change, while
maintaining the advantages of skills, knowledge,
impartiality and objectivity outlined above. Absence
of knowledge about the particular area to be evaluated
could still be a problem, while this arrangement also
places considerable responsibility on one person with
a consequent imposition of pressure, The third
élternative postulated by Nicholls (1983) outlined the
evaluafion responsibilities being given to a group of
teachers not involved in the innovation. Advantages
ofl .this_ alternative include impartiality and
objectivity, but the disadvantages of lack of
expertise in evaluation and the particular area to be
evaluated and, in the case of the current research,
acceptability by the implementation team (which
comprises both teachers and non-teachers) may preclude

its use.

The three alternatives discussed by Nicholls (1983)
provide a useful background on which to base a

decision in regard to allocating the responsibility
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for undertaking evaluation. Nicholls {1983),
'herself, presented an arrangement which brings the
advantages of all the alternatives and eliminates the
disadvantages, §She argued that the responsibility for
evaluation should be shared between those who are
involved in Ehe innovation and those who are not. The
arrangement would work best if the group were to
include at least one expert in evaluation, whether a
staff member or an external consultant. The solution
provided by Nicholls (1983) appears to be sound and
well-balanced, its effectiveness can only be judged
upon practical implementation. As the literature
search revealed an absence of information on the
evaluation criteria relevant to the specific
strategies needed to be utilized by the implementation

team, this topic is discussed in Chapter III.

In evaluating the result of.- a change to the school
decision-making process, Hughes (1981) discussed two
criteria which should be apparent 1if the overall
change has been successful. The evaluation criteria
were identified as an improvement in the delivery of
services and the development of a more flexible
decision-making process. Hughes'®' (1981) criteria
provide those undertaking the evaluation of the change

process with an initial "yard-stick” for measurement.
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The Need for Adequate Time to Evaluate the Strategies
of the Implementation Team

From the evidence in the 1literature it is apparent
that the completion of an evaluation process requires
an adequate amount of time if a meaningful outcome is
to be achieved. Time needs to be available to enable
a decision to be reached on choosing those to whom the
responsibility of the evaluation is to be given. If
an external consultant is to be used as part of the
evaluation process, and Nicholls (1983) has presented
a persuasive argument in this respect, then some form
of correspondence will be required. Reaching a
decision about the on-going evaluation <criteria
specific to this particular change process will
involve discussion, so that even before the evaluation
process commences a considerable amount of time will
be required. Arguably, the practical aspects of
evéluation, involving collection of data (when
applicable), observation, interviews, discussions and
so on, are time-consuming operations and the
interpretation of the acquired information will
require substantial discussion. Implementation of
changes, which the evaluation has identified as being
necessary, 1is a process which contributes to the
argument for the provisicn of adequate time. Figure
2.9 provides a diagrammatic summary of the above

arguments.
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Figure 2.9: The Need for Adegquate Time to
Evaluate the Change Process
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Throughout the discussion which examined some of the
strategies available to the implementation team and
the development of arguments to substantiate the
provision of adequate time to implement the
strategies, allusions to the need for adequate
financial support were apparent. Strategjes which
involved members of the implementation team in travel,
correspondence, or research have a cost factor, while
those which suggested the use of external consultants
may prove to be expensive. It is towards developing
arguments for the provision of sufficient financial
resources that the next section of the literature

review is devoted.

THE PROVISION OF SUFFICIENT FINANCIAL RESOURCES

The provision of sufficient financial resources was
identified in Chapter I, as the third of the focusing
themes which need to be taken into account if the
changeover to community  involvement in  school
decision-making is to be successful. The arguments
for the provision of sufficient financial resources
were developed by applying the notion of financial
resources to a variety of strategies elaborated from
the literature. Where the literature made inferences
to costs associated with the implementation of

strategies, attempts have been made to discuss these
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costs in more explicit terms. As a result of the
detailed examination of the strategies in the previous
sections only brief descriptions of the aforementioned

strategies will be made in this section.

The strategies examined in relation to the provision
of sufficient financial resources include the
formation of an implementation téam; the development,
implementation and <consideration of a community
analysis; the establishment of an effective
communication system; the development and
implementation ©f specific motivational strategies;
and evaluation of the change process. Although the
strategies are analysed separately - a task undertaken
for convenience - their applicability are
interdependent, and such interdependence would seem to

be necessary if success is to be achieved.

The Formation of an Implementation Team

The argument for the provision of sufficient financial
resources in relation to the formation of an
implementation team will be developed £from the
information obtained from the 1literature review in
various themes including responsibilities of team
members; the appointment of a person to the position
of co-ordinator of the implementation team; the role

of the co-ordinator; and the role of the principal.
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Chapman (1987) commented that among the
responsibilities acquired as a result of belonging to
a school council, and an argument was presented in the
previous section in this chapter that such
responsibilities would also be apparent with
membership of the implementation team, was
preparedness to be contacted at home. Acceptance of
membership of the implementation team would seem to

incur expenses such as telephone and travel costs.

The appointment of the co-ordinator of the
implementation team can involve the use of financial
resources in two respects. If the idea of McNeely
(1983), and Davis and Rimm (1985) is followed then a
professional, with the necessary expertise, will be
appointed to the position. Arguably, to attract a
professional consultant to the position will require
an attractive remuneration package, consequently
provision would have to be made for this when
considering the overall finances of the change
process. In the second respect other associated costs
such as those resulting from advertising the position
will be incurred. However, 1in some contexts where
financial constraints could be an inhibiting factor it
may be necessary to consider alternatives other than
the appointment of a professional. Such alternatives

will be discussed in Chapter IV,
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Once the co-ordinator of the implementation team has
been appointed, this person's role in relation to the
responsibilities associated with the position will
become apparent. The administrative tasks of the
co-ordinator, as outlined by Davis and Rimm (1985),
included organizing meetings, coping with clerical
work and dealing with problems such as scheduling,
budgeting and supplies. To effectively cope with
administrative tasks it would seem to follow that the
co~ordinator should be provided with office space,
telephone, stationery and other necessities, and
thought could be given to the employment of a
secretary on a part—-time or full-time basis. Costs
incurred by the co-ordinator in carrying out his/her
administrative tasks such as telephone calls and mail
costs contribute to the overall budgetary
requirements. De Lellis (1979) suggested that in
addition to the administrative tasks, the co-ordinator
needs to expand personal contacts with the relevant
sections of the school community, such as church
groups, civic associations, community leaders and
school personnel. The cost implications of expanding
personal contacts includes 1items such as travel and
entertainment allowances, further contributing to the

co-ordinator*s budget.

The importance of the principal in the change process

has been acknowledged by Pettit (1980) in that the
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principal 1is the ©person acknowledged as being
accountable for the school. Trump and Georgiades
(1978) elaborated on Pettit's (1980) claim by
insisting that the principal must be committed to the
change and must be knowledgeable about what needs to
be done. Although not explicitly stated in the
literature it can be argqued that in addition to these
extra responsibilities the prinéipal must effectively
maintain the discharge of his/her daily administrative
tasks. It can be inferred that the successful
accommodation of these regquirements by the principal
may necessitate attendance at retraining or in-service
courses. Registration fees may be an integral part of
course attendance and provision should be made for
meal and travel costs incurred by the principal.
Therefore, provision for costs substantiated as a
result of the principal attending retraining or
in-service courses must be made in the overall
budget. Figure 2.10 provides a diagrammatic summary
of the arguments which justify the provision of
sufficient financial resources to form an

implementation team.

The Development, Implementation and Consideration of
a Community Analysis

The review of the literature has indicated a number of
ways in which the development, implementation and
consideration of a community analysis will result in

the need for the provision of financial resources.
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Figure 2.10: The Need for Sufficilent Financial Resources
to form an Implementation Team
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Essentially, the costs attributed to a community
analysis will be examined in the development and
implementation phase, followed by the consideration
phase.The development and implementation of a
community analysis will incur costs in a number of
respects. The amount of information which a community
analysis should collect, as suggested by Beacham and
Hoadley (1979), and Gorton (1985), indicates that a
lengthy process will be required. Beacham and Hoadley
(1979) argued that both hard data and perceptive
comments. from community members should be collect,
while Gorton {1983) outlined aspects such as
socio-economic background, occupation, the number of
working parents and the number of single parents. To
incorporate the ideas of Beacham and Hoadley (1979},
and Gorton (1983) into a survey instrument .s
suggested by Pettit (1980), Long (1985) and Deschamp
(1986), will incur costs in printing, replication and

distribution.

Further implementation costs could occur in the
implementation of a community analysis if the
information collection methods discussed by Byrne and
Powell (1976), and Pettit (1980) are utilized. Byrne
and Powell (1976) made three suggestions by which
additional information ¢ould be obtained about the
community. Briefly these included determining the

existence of community organizations with expertise in
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information gathering for .thke purpose of liaison
activities, a suggestion also made by Pettit (1980);
carrying-out a study of the press treatment of the
school, possibly involving personal contact being made
with media representatives; and researching available
statistics, records and documents. Complying with the
suggestions of Byrne and Powell (1976) could incur
costs such as consultancy fees, telephone calls and
travel and entertainment allowances. Pettit's (1980)
idea in which the community is divided into catchment
zones, and a member of the implementation team then
approaches families in the zone to set up a meeting
for the purpose of obtaining information, may also
involve some form of rebate for travel costs. The
final phase of a community analysis is the

consideration, interpretation and utilization of the

obtained information, Interpretation of the
information may involve liaising with other
organizations - an idea presented by Beacham and
Hoadley (1976), and Pettit (1980) - which could

involve costs in relation te travel, consultancy fees
and the use of computer technology. The utilization
of the obtained information is incorporated into the
strategies developed by the implementation team to
achieve their goal, such as communication and specific
motivational strategies, and could consequently become
part of the cost structure of the strategies. Figure

2,11 illustrates a summary of the arguments which
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Figure 2.11: The Need for Sufficient Financial Resources
to Undertake a Copmunity Analysis
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justify the provision of sufficient financial

resources to undertake a community analysis.

The Establishment of an Effective Communication

System

The establishment of an effective communication system
involves evaluating existing communication practices
and restructuring communication channels. The
literature review will examine these two aspects in
relation to cost implications and a summary of the
arguments used in this respect is presented in Figure

2.12,

According to Long (1985) communication between the
school and its community generally takes two forms -
written and oral. It is to these two methods of
communication that the implementation team must apply
evaluation procedures and it can be argued that the
cost of the evaluation could be subsumed into the cost
of the community analysis. The use of a survey
instrument to gather information about the community
was suggested by Pettit (1980), Long (1985), and
Deschamp (1986) and a section on school communication
practices could be incorporated into the instrument.
Similar cost savings can be made if informatioa about
the school's communication practices is obtained when

members of the implementation team approach families



.118.

Fipgure 2.12: The Need for Sufficient Financial Resources
to Establish an Effective Communication System
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in their particular catchment zone, as suggested by
Pettit (1980). <Consequently, the community analysis
can be a cost-efficient procedure in that its

information-gathering network can be multi-faceted.

The 1literature indicated that restructuring the
school's communication channels with its community
requires a number of almost simultaneous steps to be
followed which include obtaining information on
parents' preferences on how they prefer to receive
information abtout the school; establishing positive
links with the community through Kkey individuals;
using taped telephone messages at the school; adopting
a friendly approach to school visitors; publishing the
telephone numbers of the members of the implementation
team; making improvements to written communications;

and continually monitoring feedback.

Gorton (1983} indicated that a review of research be
undertaken on parents' preferences on how information
about the school should be communicated to them. Such
a review can become part of the community analysis in
both the survey instrument and as part of the
information gathered from personal contact with
community members. Again, the community analysis

reveals its cost-efficient nature.
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.Establishing positive linkages with the community, via
key 1individuals, is a necessity if communication
practices are to be effective according to McNeely
(1983), Gorton (1983), and Andrews (1987). Developing
a positive relationship between the key individuals
and the implementation team is a necessary adjunct of
these practices and it can be deduced that costs in
relation to travel and entertainment will  be
incurred. However, the comment can be made that the
potential results of the work of the key individuals

make any expenditure worthwhile.

Within the school itself Gorton (1983) suggested that
communication with the community can be improved in
two ways. First, taped telephone messages containing
information about the school be used and second the
use of a courteous, friendly approach to visitors to
the school be adopted. Taped telephone messages will
cost money in their production and utilization and the
adoptiorn of a friendly approach to school visitors may

require attendance at in-service courses.

Widening the communication <channels, particularly
throughout the implementation of the change
strategies, can bhe facilitated, according to Deschamp
(1986), by publishing the telephone numbers of the
members of the implementation team. If this idea is

adopted then some form of recompense should be made
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available to the members of the implementation team.

Improvements to written communication received
attention from Pettit (1980), Gorton (1983), Long
(1985}, Deschamp {1986) and the Community
Participation in Schooling Committee {(n.d.).
Collectively the ideas of these researchers included
upgrading the gquality of presentation, mailing
important printed information, sending out special
letters or documents, making use of school bulletin
boards and establishing a school community newspaper -
a suggestion also made by Byrne and Powell (1976), and
Ryan (1976), who <discussed the need to support
innovative and creative innovations. Upgrading the
quality of written material can have cost implications
in the form of the use of better standard paper and
changes to printing techniques. Mailing important
printed information and sending out special letters or
documents could result in increased postal charges.
Making use of school bulletin boards will probably
involve construction and instailation costs.
Establishing a school community newspaper will incur
costs in relation to production and distribution of
the final product, as well as contributing ¢to
electricity tariffs if the newspaper is produced on

school premises.
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The continual monitoring of community feedback on the
school's communication practices as suggested in the
literature, will provide further information on which
the restructuring process can be based. Use of the
community analysis in relation to the evaluation and
restructuring of communication practices has already
been discussed and the savings to costs indicated, but
Gorton (1983) has suggested two other methods by which
feedback <can be obtained on a continuous basis.
First, space for feedback comments, suggestions, or
guestions in the printed information disseminated
about the school should be provided, a suggestion also
supported by Deschamp (1986). Second, parents and
community members should be invited to the school in
small groups for the purpose of meeting the principal
and members of the implementation team in an informal
atmosphere. Feedback on the school's communication

practices can be sclicited at such meetings.

Obtaining feedback on communication practices from
parents and community members is not necessarily a
costly item. Providing space for feedback 1is
virtually a cost-free exercise as, in most instances,
written communication from the school rarely makes use
of the entire paper space available. Meeting parents
in small groups forms part of the information
gathering process for the community analysis,

therefore obtaining feedback on communication becomes
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incorporated into the topics of discussion. Although
the cost of obtaining continual feedback on the
school's communication practices is apparently
minimal, it still needs to be accounted for within the

overall budget of the change process.

The Development and Implementation of Specific

Motivational Strategies

The development and implementation of specific
motivational strategics are aimed at encouraging
community participation in the change process. The
necessity for the provision of adequate funding in the
development and implementation of specific
motivational strategies will be discussed in relation
to attracting previously uninvolved individuals and
groups into the school; conducting the initial public
meeting to outline the nature of the change; and
maintaining enthusiasm towards “he change which 1is
engendered from previous contact with individuals, and
at the initial public meeting. A summary of this

discussion is illustrated in Fiqure 2,.13.

Methods to attract previously uninvolved individuals
and groups into the school were examined by Byrne and
Poﬁell {1976). They suggested initiating social
functions and special interest <c¢lasses to attract

parents who have traditionally remained aloof from
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Figure 2.13: The Need for Suficient Financial Resources
to Develop and Implement Specific
Motivational Strategies
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school 1life, as well as home wvisits followed by
invitations to the school - with the possibility of
transport assistance - to attract the shy and
pre-occupied parents, Beacham and Hoadley (1979) also
suggested visiting parents in their places of work to

encourage participation in school life.

Initiating social functions could be a relatively
costly straéegy although it may be possible to reduce
their costs by ensuring that previously uninvelved
parents are invited to the informal meetings discussed
as part of information gathering in the community
analysis and obtaining information on communication
practices. However, it is unlikely that all
previously uninvolved parents would be able to respond
if such gatherings were held during normal school
hours. To overcome the inability of some parents to
attend functions at school during normal school hours,
Byrne and Powell (1976), and Davis and Rimm (1985)
suggested the use of evenings and Saturday mornings,
while Blakers {1980) extended the concept of
flexibility to the geographic sense by discussing the
use o0f neighbourhood meetings in private homes.
Conducting meetings outside the school, in both a time
and a geographic sense, immediately attracts the
possibility of increased funding if recompense 1is
provided for travel expenses and to costs incurred by

the provision of sustenance for those attending the
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meetings. - The suggestion of Byrne and Powell (1976)
to inaugqurate special interest classes to attract
previously uninvolved individuals and groups has cost
implications in the form of wages, materials and
electricity charges which result from the use of a
room in the school. Whether the wages of the
instrucfor of the classes are paid by the central
education autheority or the school itself could develop
into an interesting argument. However, the provision
of funds may have to be considered within the overall

budget if special interest classes are conducted.

With contact established and motivation enhanced, the
implementation team needs to devise ways to maintain
these elements. One method 1is to conduct a public
meeting to discuss the change process and Ryan (1976)
had advocated the use of a general announcement to
advertise the meeting. The wuse of a public
announcement could incur costs in relation to
advertising and posters and, if invitations are mailed
out, postal charges will need to be considered. The
meeting itself will also involve a cost structure,
particularly if the 1ideas of Beacham and Hoadley
(1979) are utilized. They indicated that to establish
an atmosphere of trust and ease in which people feel
confident enough to make a contribution, attention

must be given to the physical surroundings, the
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provision of name tags to ‘facilitate identification,
the following of established meeting procedures and
the provision of a folder containing the relevant
information about the change. The provision of a
comfortable meeting place should not incur any costs
as rooms such as the school library or a classroom
block can be utilized. However, the distribution of
rame tags and information folders could incur costs in
the form of materials used in their preparation.
Consequently these items should be considered within

the overall budget for the change process.

The enthusiasm which results from previous contact
with individuals and the initial public meeting can be
maintained by using a number of methods. Trump and
Georgiades (1978), and Blakers (1980) suggested the
development of resource kits and other materials which
will provide assistance and encouragement to those who
wish to become involved in the change. To adopt the
ideas of Trump and Georgiades (1978), and Blakers
(1980) may incur costs in relation to the manufacture
or purchase of such materials. McNeely (1983)
discussed the provision of a room in the school for
parents and community members in which resource kits
and materials could be maintained, and 1in which
discussions could occur. Consequently, furnishing and
maintaining such a room will contribute to the schools

operating costs.
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Trump and Georgiades (1978) ’have also suggested a
psychological approach to the maintenance of
enthusiasm by the development of a halo-effect - the
aura of excitement which exists in meeting challenges
in different ways. The use of meetings and small
social functions could be one way o©f maintaining the
halo-effect, with consequent cost implications in the

form of refreshments.

.Evaluation of the Change Process

Evaluation of the strategies adopted by the
implementation team, and the effectiveness of the
implementation itself, 1is a necessary operation to
ensure that the goal of the c¢hange process is
achieved. The relationship between the provision of
sufficient funding and the evaluation process will be
explored by reference to the research of Nicholls
(1983) who discussed alternative methods by which
evaluation of educational innovations could be

undertaken.

Nicholls (1983) outlined three alternative evaluation
methods before suggesting another alternative which
combined the best aspects and eliminated the worst
aspects of the three initial methods. Briefly,

Nicholls (1983) three initial alternatives included
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the use of an external evaluator; the use of a teacher
in the school with specialist qualifications or
expertise in evaluation; and giving the evaluation
responsibhilities to a group of teachers not involved
in the innovation. The solution derived by Nicholls
(1983) from the three alternatives involved sharing
the responsibility of evaluation between those who are
involved in the innovation and those who are not,
while including at least one expert in evaluation in
the group, .whether a teacher or an external
consultant. Logically, if an external consultant is
involved then funding must be made available for any
fees charged for the consultant's participation in the

evaluation process.

A QUALITATIVE META-ANALYSIS OF THE LITERATURE

Descriptive literature reviews are 1limited in the
amount of detail which can be included, particularly
when the body of 1literature 1is relatively large.
Glass (1976) suggested a solution to this problem in
relation to experimental research by proposing the use

-

of guantitative meta-analysis procedures. The

application of similar principles to non-experimental
research which contains a large body of literature
based on litativ data has received limited
application. Two successful attempts were those of

Deschamp (1983), who applied the principles to
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research on teacher's instructional planning, and Hyde
(1985), who applied the principles to research on the
development of a structural model for the analysis of
school-based decision-making. The procedures used in
the present research were adopted from these sources,

and are described in Appendix 1.

The aim of a gqualitative meta-analysis was described

by Deschamp (1983: Vol 2:7) as:

“To portray a body of research ...containing
studies ranging from reports of individual
case studies to large scale inquiries...in an
open, systematic, and concise way, whereby the
essence of the combined findings c¢an be

apprehended.™

In addition to the synthesizing property of a
qualitative meta-analysis, other characteristics of
the literature are revealed. Such characteristics, as

applied to the present research, included:

(1) trends in research interest in the topic

over time and geographic area;

(2) balance between types of studies;
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(3) relationship between types of
studies, aspect of increasing
community participation in
school decision-making, and

geographic area;
(4) findings of the studies;

(5} determining categories 1into
which the findings could be

examined.

Other aspects of the literature, which the use of a
qualitative meta-analysis allows to be discerned,
include the identificafion of sections of the topic
which have received 1little or no attention; tend to
make the findings more specific; and suggest areas
which require research. Due to the absence of
statistical information in the research literature it
was decided not to examine aspects of the topic such
as research methodologies which had been used and the

scale of studies reviewed.

The procedures used to undertake a qualitative
meta-analysis of the literature reviewed in the
present' research are discussed in Appendix 1I. The
results of the meta-analysis are displayed in tables

contained in Appendices II, III and IV.
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The Theoretical Literature

The analysis of the theoretical literature was based
upon categorizations according to some  of the
variables used in the meta-analysis of the literature
as explained in Appendix 1. The basis of the
information for the meta-analysis was the system of
card index references. In essence, the theoretical
literature was categorized according to the type and
year of publication, country of origin and major
focus. The major focus was described in relation to
various aspects of increasing community participation

in school decision-making processes.

Within the literature search, documents were also
obtained which yielded information on structuring a
thesis. This was considered worthwhile for a number
of reasons. First, the relative inexperience of the
present researcher in undertaking such a task.
Second, helpful hints were obtained not only on the
overall structure of a thesis, but on the structure of
chapters and presentation of information in a variety
of forms, Third, the methodology involved 1in
undertaking a qualitative meta-analysis of the

literature needed to be examined.

Overall twenty-five items of theoretical literature
were reviewed within the total 1literature search.

Although this may appear to be a relatively small
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amount, reference to Tables 2.3 and 2.4 in Appendix Il
reveals that many of the theoretical works discussed
more. than one aspect of increasing community
participation in school decision-making processes.
Thus, an apparent dearth of references within the
theoretical literature is compensated by the extensive

amount of information covered by that literature.

In respect of the type of document reviewed, Table 2.1
in Appendix II indicates that eighteen (72% of the
total) were texts, one (4%) was a conference paper,
and six (24%) were classified as government reports,
unpublished papers, microfiche or mimeos. The absence
of journal articles and research reports arquably is
not unusual. These types of documents are generally

concerned with research rather than theory.

An examination of the years of publication of the
theoretical literature (Table 2.2 in Appendix 1II})
reveals some identifiable trends. Only one document
(4% of the total) with a publication date prior to
1373 was reviewad as part of the literature search.
By contrast, in the mid- and late- 1970's nine (36%)
of the theoretical documents were published, and
fifteen (60%) of the documents had a publication date

after 1980. The relatively large number of
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publications since the mid-1970's probably reflects
the increasing movement, throughout a wide range of
education systems, towards some form of community
participation in school decision-making processes in
this period. It could be envisaged that if this
movement continues then the number of theoretical
publications on this topic may increase in <the

forthcoming years.

The theoretical texts reviewed as part of the
literature search were published in relatively
consistent numbers across the designated year groups
(Table 2.1). This trend could be expected to continue
as education systems grapple with the change towards
the decentralization of the decision-making process in
schools. Of some apparent significance is the number
of government reports published since 1983. Reference
to Table 2.2 in Appendix II indicates that these were
all published in Australia or New Zealand. The topics
covered by the government reports discussed system
level education and concerned planned developments in
the decentralization of the school decision-making
pProcess. The comparatively recent development of
community participation in school decision-making
processes in Australia and New Zealand possibly
explains the 1lack of govermment reports from ti ~se
countries prior to 1983. A 1lack of government reports

from North America and the United Kingdom may reflect
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the already localized nature of education in these two

geographic areas.

Documents published in North America comprised 60% of
the total theoretical 1literature (Table 2.2 in
Appendix 1I1I). Publications from Australia and New
Zealand contributed 32% to  the total, while
publications from the United Kingdom made up 8% of the
total theoretical 1literature. Analysed by type of
document and_ geographic area, fourteen of the texts
(77.7% of the total texts) were published in North
America (of which two were relevant to structuring a
thesis), compared to two texts (11.1%) each from
Australia or New Zealand, and the United Kingdom.
Such figures probably reflect the greater experience
in North 2america with community participation in
school decision-making when compared to the other two
geographic areas. 1£ the trend towards
decentralization of school decision-making processes
experienced in North America is followed in Australia
and New Zealand an increase in the number of texts
published in these countries could be expected. The
dominance  of government reports emanating from
Australia and New 2ealand has been previously

discussed.

Table 2.3 in Appendix II summarizes the frequency of

the references located in the theoretical 1literature
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categorised into the various aspects of increasing
community participation in school decision-making
processes. The analysis of this table will be
undertaken in conjunction with the information
indicated in Table 2.4 which lists the authors of the
theoretical documents broken-down into the aspects
previously discussed. From these two tables it can be
ascertained that two of the texté covered six aspects,
two discussed five aspects and one discussed four
aspects, four covered two aspects, and eight discussed

one aspect.

The sole conference paper referred to information
relating to structuring a thesis. Of the documents
classified as government reports or unpublished
papers, one considered two aspects of increasing
community participation in school decision-making,

wiiile the remaining five discussed one aspect.

Probably the greatest weakness exposed by the
meta-analysis is the 1lack of theoretical research
undertaken in Australia and New Zealand on increasing
community participation in school decision-making
processes. The significance of this apparent weakness
becomes magnified when the findings of Chapman and
Boyd (1985), and Chapman (1987) are recalled. An
argument could be proposed that a greater amount of

theoretical research into the issue of
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decentralization of school decision-making may have
helped to aveoid some of the problems discussed by the
above authors. Schools in New Zealand may face
similar problems if the recommendations of the Picot

Report (1988) are enacted.

The Research Literature

Sixty-two research documents were reviewed within the
total literature search. In respect ©of the type of
documents reviewed seven (1l1.3% of the total) were
texts, thirty-two (51.6%) were classified as journal
articles, six (9.6%) were research reports, three
(4.8%) were conference papers, and fourteen (22.6%)
were identified as government reports, microfiche,
mimeos or unpublished papers. A large proportion of
the research literature (98.4% of the total) has been
published since 1970, and, of these, fifty documents
(80.6% of the +total) were published after 1977.
Almost half of the research documents (48.3%) were

published after 1983.

Most of the text books were published between 1974 and
1982, with the period from 1977 to 1979 comprising the
-majority of the texts (see Table 3.1 in Appendix
IIiI). Reference €0 Table 3.2 in Appendix III
indicates that all of these texts were published in

Australia or New Zealand. The dates of publication
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are consistent with early developments towards
community participation in school decision-making
processes, particularly in the Australian Capital
Territory. The absence of any research texts
published in North America is an interesting feature.
However, the large number of journal érticles appears

to "compensate" for this occurrence.

The trend in the number of journal articles published
was relatively consistent over the designated year
groups between 1970 and 1987. The period 1983-1985
was the exception to this trend with a comparatively
large number of publications. This c¢onsistent trend
could be expected to continue, and, with the movement
towards decentralization of school decision-making
processes gaining momentum throughout Australia, the
number of journal articles published in this country
should increase. A similar trend could be expected in
New Zealand if the recommendations of the Picot Report

(1988) are enacted.

Reference to Tables 3.1 and 3.2 in Appendix TIII
indicates that five of the six research reports were
published after 1983, and that all of the research
reports have been published in Australia or New
Zealand. Such a trend may be the result of the
relatively recent movement towards decentralization of

school governance in these two countries.
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Three conference papers were reviewed as part of the
literature search. Table 3.2 in Appendix III reveals
that two of these were published in Australia, and one
in North America. The conference paper published in
North America had an Australian contribution
{Chapman), and the Australian conference paper
published in 1987 was an update of the 1985 HNorth

American publication.

Fourteen research documents were classified as being
government reports, mimeos, microfiche or unpublished
papers. All of these documents were published after
1977 (see Table 3.l1l), and Tables 3.2 and 3.4 1in
Appendix III reveal that all of the identified
government reports were published in Australia or New
Zealand. This trend 1is again consistent with the
relatively recent movement towards community
participation in school decision-making processes in
these two countries. As this movement continues it
could be expected that government reports on the
community participation issue will continue to be

published.

Table 3.3 in Appendix III describes the frequency of
references as related to aspects o©of increasing
community participation in school decision-making

processes. The analysis of this table will be
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undertaken in conjunction with the information
displayed in Table 3.4, which 1lists the document

authors broken down by the aspects previously outlined.

Four of the research documents (all unpublished
papers) were referred to for information on
structuring a thesis. Within the references
categorized as texts, four discﬁssed two aspects of
increasing community participation in schdol
decision-making, while three texts discussed one
aspect. Four journal articles discussed three aspects
of community participation, one journal article
covered two aspects, and the remaining twenty-seven
journal articles referred to one aspect. Of the three
conference papers, one discussed three aspects of
community participation, while the remaining two
covered two aspects. Within the category containing
government reports, microfiche, mimeos, and
unpublished papers, one discussed three aspects of
community participation, four covered two aspects, and

eleven referred to one aspect.
The Research and the Theoretical Literature

Information relating to the total literature search is
located in Appendix IV. An informative overview of
the entire literature base can be obtained by

combining the statistics on the research and
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theoretical literature. Table 4.1 reveals that,
overall, eighty-seven documents were reviewed.
Twenty-five (28.7% of the total) were  texts,
thirty-two (36.8%) were journal articles, six {(6.9%)
were research reports, four (4.6%) were conference
papers, and twenty (23%) were classified as government

reports, mimeos, microfiche or unpublished papers.

Eighty-five (97.7% of +the total) documents had a
publication date after 1970, and since 1980 fifty-four
(62.1%) documents have been published. Such figures
confirm the trend, and reasons for this trend,
previously identified about the predominance of
‘relatively recent publications in the overall

literature.

An examination of the 1literature broken-down by
document type and geographic area of origin (Table 4.2
in Appendix IV) demonstrates the dominance of North
American publications. Fourteen texts (56.7% of the
total) emanated from North America, compared to nine
texts (36%) and two texts (8%) from Australia o1 New
Zealand and the United Kingdom respectively. The
North American dominance 1is even more evident in
journali articles where twenty-nine (90.6% of the
total) were published in this area. Such dominance
could be explained by the dgreater experience with

community participation in school decision-making
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processes in North America when compared to the other

two geographic areas.

The relatively recent movement towards
decentralization of sqhool decision-making processes
in Australia and New: Zealand is evidenced by the
number of research reports of recent origin published
in these two cduntries. Deséite the upsurge in
Australian publications in the ‘last few years, it
could be argued that the paucity of research prior to
these dates is a critical fggtor. . Apparently
researchers ére ignoring the_ issﬁe of increasing
community participation in school decision-making
processes, even though the number of government
repprts on this issue indicate substantial pressure in
féQbur of decentralizihg the decision-making process
in schools. However, such criticism bf researcheré
should be moderated for two reasons, First, there may
be articles or texts currently awaiting publicafion.
Second, financial réstréints have caused a
rationalization process within libraries which has
redtced_ the availability of academic journals, with

consequent implications for educational researchers.

The origin of conference papers .is eQenly divided
between North America and Australia or New Zealand.
Within the li_terature category containing government
reports, mimeos, microfiche, and unpublished papers,
' eighteen (90% of the total) were published in

Australia or New Zealand. Reference to Table 4.1 in
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Appendix IV indicates that seventeen (85%) of this
classification of documents have been published since
1980, further evidence of the movement which has been

previously discussed.

In addition to 'emphasizing the dominance of North
American publications, Table 4.2 in Appendix IV
reveals the lack of documents'published in the United
Kingdom (4.5% of the total) which were relevant to the
present research. A possible explanation for this
occurrence is the already localized nature of
“education in the ﬁnitai Kingdom. However, a similar
situation in Nofth America has not prevented exfensive
ddcumentation on community participation 1in school
decision-making processes. Educational researchers
and theorists in the United Kingdom would appear to

have a relatively unexplored area to investigate.

Identifying the freqﬁency of the overall literature
broken down by éspect nof increasing community
participatibn in school decision-making processes may
yield some information on the relative importance of
each aspect. Fifty-six documents contained background
information about the present research. Such a
relatively large number of documents could be expected

as a first step towards the identification of relevant
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If the importance of each aspect could be measured by
the attention given in the 1literature then, the
formation, composition and function of the
implementation team; eétablishing an effective
communication system; and developing and implementing
specific motivational strategies appear as the most
important..' Hoﬁever, it is the contention .of the
present reseaccher that definite conciusions based on
such statistics cannot be reached. Two arguments
validate this statement. First, Table 4.3 in Appendix
IV does not reveal the depth or "richness" of the
'information discussed in the various documents.
Second; throughout Chapter III the interdependent
nature of the strategies to. increase community
participation in school decision-making processes,
rather than the importance of individual strategies,

was emphasized.

SUMMARY

The purpose of this chapter was to review the
literéture which provided the research base for this
study. The review was initially discursive in nature
followed by the conducting of a qualitative

meta-analysis of the 1literature. The discursive
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review of the literature was undertaken within the
context of the three focusing themes, the need for an
overall plan, the availability of adequate time and
the provision of sufficient financial resources,
identified in Chapter I. Such themes should be in
evidence if the change to community participation in

decision-making is to be successful.

Initially, the discursive review examined pfoﬁosed
strategies to increase community participation in
another human service organization, the Health Systems
Agency Scheme in the United States of America. The
information discussed provided an interesting
comparison with attempts to increase community

participation in schools.

The literature pertaining to the first focusing theme,
the need for an overall plan, was reviewed in two
aspects which were deemed to be pertinent to this
_study. These two aspects were developing community
involvement in various school activities and
functions, and undertaking change within schools.
From the review of the literature, as directed towards
the two aspects, a number of criteria which should be

considered as part of an overall plan were determined.

The 1literature which discussed information on the

second focusing theme, the availability of adequate
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time, was reviewed within the context of a set of
strategies which could be used to increase community
participation in school decision-making processes.
These strategies included the formation of an
implementation team; organization of a timetable; the
development, implementation and consideration of a
community analysis; anticipation of difficulties; the
establishment of an effective communication system;
the development and ihplementation of specific
motivational strategies; and evaluation of the change
process., Where the literature was less than explicit
in emphasizing the need for adequate time to
successfully implement these strategies, attempts were
made to elicit such information: From this elicited
information a series of reasons on the need for
adequate time to be made available for each of the
strategies was deduced and presented in diagrammatic

forms.

The literature which contained information relating to
the third focusing theme, the provision of sufficient
financial resources, was also reviewed within the
context of a set of strategies which could be used to
increase community participation in school
decision-making processes.  These strategies included
the formation of an implementation team; the
development, implementation and consideration of a
community analysis; the establishment of an effective

communication system; the development and
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implementation of specific motivational strategies;
and evaluation of the change process. In some
instances the literature did not present explicit
arguments on the need for the provision of sufficient
financial resources to successfully implement these
strategies. Where this occurred, attempts were made
to elicit the reguired information form the
literature. From this information a series of reasons
on the need for sufficient financial resources to be
made available for each strategy were deduced and

presented in diagrammatic forms.

The qualitative meta-analysis provided - further
insights into the literature. The 1literature was
analysed in two categories, theoretical and réseérch,
before a discussion of the total literature was
attempted. The qualitative meta-analysis revealed
trends in the type of document reviewed, date of
publication, and geographic area of origin. An
analysis of the 1literature by aspect of increasing
community participation in school decision-making
probesses was also undertaken, Probably the most
important issue to emerge from the qualitative
meta-analysis was the lack of ©publications from
Aﬁstralia. Such a trend is surprising given the
reletively recent move towards community participation
in school decision-making processes in Australia, and
the problems which some schools are encountering in

undertaking this change.
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CHAPTER III
I@LEIENTATION OF STRATEGIES
INTRODUCTION

This chapter will examine the implementation of
strategies available to school 'administrative teams
which should enable the achievement of the goal of the
change process - increasing community participation in
school decision-making processes. In Chapter II the
need for an overall plan was identified as one of the
focusing themes. Within that plan a number of
individual strategies were found which were designed
to achieve the school's goal. Although each strategy
is discussed on an individual basis, it has been
previously arqued that each is interdependent on the
others if success 1is to be achieved, In presenting
the strategies to be implemented it is assumed that
the three focusing themes outlined in Chapter II - the
need for an overall plan, the availability of adequate
time and the ©provision of sufficient financial .

resources - are in existence.

The evidence derived from the 1literature suggested
that a 1logical move would be the formation of an
implementation team to manage the change process. The

implementation team, once formed and in operation,
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should then develop strateqgies appropriate to
achieving the identified goal. One of the initial
strategies which the implementation team should
consider is the organization of a timetable. Within
this timetable allowance should be made for the
development, implementation and consideration of a
community analysis; anticipation of difficulties; the
establishment of an effective communication System:
the development and implementation of specific
motivational strategies; and evaluation ©of the change
process. Figure 3.1 provides a schematic overview of
the strategies which should be used in the change
process, as well as attempting to demonstrate the
relationship and interdependence between the
individual strategies. The contexts in which the
suggested strategies are suitable include most
government and independent school situations which
have access to sufficient financial resources. The
chapter concludes by summarizing the main points of
the discussion and presenting a linear diagram of the

suggested strategies.
THE FORMATION OF AN IMPLEMENTATION TEAM

The need for an implementation team to oversee the
change to community participation in school
decision-making processes at the system level has been

discussed by Chapman (1987) and in the Picot Report
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(1988). The formation of an implementation team at
the school level was a logical extension of the
discussion presented in Chapter II. Consequently the
formation of an implementation team seems to be the
initial step which 2 school has to take in the move
towards community  participation in the school
decision-making process. It is the implementation
team which has the responsibility for the fofmulation
and implementation of subsequent strategies by which

the goal of the change process is to be achieved.

The formation of an implehentation team involves a
number of aspects which must be considered. Among the
aspects to be examined are the composition of the
implementation team; the appointment of a
co-ordinator; the selection of members of the
impleméntation team; the role of the co-ordinator; the

role of the principal; and the establishment of a goal.

The Composition of the Implementation Team

The contentiousness which can arise from the
composition of the implementation team was discussed
in Chapter II. 1In brief, the issue is concerned with
achieving a balanced representation of the various
groups in the school community. Any perceived

imbalance from one or more of the groups comprising
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the school community, such as parents, teachers and
business organizations, could lead to claims of bias
and discrimination. Thus the importance of achieving

a balanced membership composition becomes a key issue.

Guidelines for the membership structure of an
implementation team were found in proposed membérship
structures of school councils. Suggested membership
structures from Australian state 1level education
authorities in New South Wales, Victoria, and Western
Australia, and ideas originating overseas from .New
Zealand and Scotland, indicated a variety of
proposals. Using the ideas presented in Australia and
overseas, the composition of an implementation team at
the local level can be established with the view to
minimizing controversy. A membership structure of an

implementation team could therefore include:

.(1) the principal - included in all the proposals
previously outlined and an
essential member of the team as
this person 1is perceived as
being the main avenue of school
—~ community communication and

the focal point of the school;
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(2) two members of the school staff -~ ensuring staff
representation and preventing any animosity from

this source;

(3) two members of the school community - at least
one of whom should be a parent of a student at
the school and the other could possibly be a
representative of 1local organizations, thereby
ensuring equal representation with school staff
(and overcoming potential conflict in this

respect);

(4) the co-ordinator of the implementation team - an
external agent appointed to direct the
implementation team in the gquest to achieve its

goal.

The implementation team should also be able to co-opt
any individuals who have knowledge or skills which
would prove useful in particular strategy
implementation procedures, such as compilation of a
survey questionnaire or forming a working relationship

with representatives of the mass media.

Awareness of the sugéested gquidelines for the
composition of the implementation team should be the

responsibility of the school executive, the executive
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of the school's Parents' and Citizens*® Association and
the co-ordinator of the team. The members of the two
exécutive bodies should have the responsibility of
choosing the co-ordinator of the implementation team
and, together with the co-ordinator, selecting .the

other members of the team

The Appointment of a Co-ordinator

The appointment of the co-ordinator  of the
implementation team ought to be undertaken prior to
the establishment of the implementation team due to
the role which the co-ordinator should have in the
membership selection process. Employing a
professional consultant in the position of
co-ordinator was an argument proposed in the
literature, consequently applications for the position
should be called for and an appropriate advertisement

placed in the media.

The skills and characteristics required by an
effective educational leader, in this case the
co-ordinator of an implementation team; were examined
in the literature. Essentially, the successful
applicant for the position of the co-ordinator should
be able to demonstrate skills in relation to personnel

management, such as building a partnership and
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providing leadership; commitment to the goal of the
change; and to possess the necessary energy to

efficiently discharge the duties of the position.

The appointment of the co~ordinator of the
implementation team. is arguably a crucial  decision,
for the co-ordinator will have a tremen&ou& influence
on the effectiveness of the impiementation team, and
its strategies. Consequently the process to appoint
the co-ordinator should follow the formalities of any
professional appointment, with the attendant

'consideration to detail.

Selection of Members of the Implementation Team

The selection of members of the implementation team
should be the responsibility of the members of the two
school executive bodies and the cd-ordinator of the
implementation  team. The co-ordinator has an
important role to play in the selection process for
two reasons. First, the relevant expertise possessed
by the co-ordinator will make this person’'s judgements
on applicants' worth a valuable contrinution. Second,
as the co-ordinator will have to closely work with the
chosen members, then this person ought to play a part

in the selection process.
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The selection panel should call for expressions of
interest by placing appropriate notices in school
newsletters and the media available to members of the
school's community. Willingness and/or ability of
individuals to become a member 6f the implementation
team will be constrained by the responsibilities which
such a position fegtailsﬁ ~The selection panel, in
conducting- the selection proceés, - should make the
responsibilities of the position clear to the
prospective members. In doing so it should pay
attention to the opinions of Byrne and Poﬁell (1976),
and Chapman (1987) who outlined responsibilities
incurred as a result of membership of school
decision~-making bodies, ‘and  an implementation team
belongs to this category by wvirtue of the nature of
its task. Cnllectively the membership
responsibilities, as discussed in the 1itera£ure,
inclhded preparedness t+ be contacted at home; being
aware of previous experience 1in relation to the g.al
of the implementation team; willingness to devote time
to the collection and analysis of data; and being able

to participate in rigorous discussion.

The ability  to accede to the 'requirements which
membership of the implementation team entails will
limit the field of prospective candidates. However,
there should still be a relatively significant number

of community members who would be able to commit
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themselves to the responsibilities of the position.
ConSequently, the selection banel should carefully
consider the merits of each applicant and in making
its final decisions remember to adhere to the
principle of a balanced membership composition within

the implementation team.

The Role of the Co-ordinator

With the establishment of an implementation team to
guide the change process, the role of.the co-ordinator
becomes apparent. The co-ordinator's role involves a
number of ~issues which were described in the
literature as including administrative tasks;
expanding personal contacts; and in the domain of

group dynamics.

Administrative tasks which the co-ordinator needs to
effectively deal with include organizing meetings,
cdping with clericél_ work and solving issues which

involve scheduling, budgeting and supplies. Probably,
the. provision of office space, with the necessary
equipment and access to sedretarial assistance, are
essential requirements if  the duties. of ?ﬁhe

co-ordinator are to be effectively discharged.
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Expansion of personal contacts allows the co-ordinator
to form a wide ranging perspective of the school's
community. Sections of the school community which
should be included in the expansion of personal
contacts, as outlined in the literature, were church
groups, civic associations, community 1leaders and
school personnel; The co-ordinator's role in the
implementation of the community analysis and specific
motivational strategies will ensure some degree of
expansion of personal contacté, but efforts should be

made outside of these contexts.

The co-ordinator's role in relation to group dynamics
is a somewhat complex 1issue by comparison with
administrative tasks and the egpansion of personal
contacts. Essentially group dynamics, as discussed in
the 1literature, can be examined in terms of group
organisation and group development. Group
organisation involves the building up of a “"team
spirit" by guiding the group through stages which
include <c¢larifying the tasks and establishing a
trusting relationship; considering alternatives to
identified problems; and preparing recommendations or
conclusions based on gathered factual data. Group
development involves guiding the group through the
working level and facilitating motivation by
displaying skills such as leadership in discussion,

assisting with group procedures, managing conflict,
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setting standards, and co-ordinating the group’'s

efforts.

To successfully organize and develop the
implementation team the co-ordinator should provide
strong 1leadership, preferably by example. Within
discussions the co-ordinator should actively elicit
information from team members aﬁd indicate that such
information is regarded as a valuable contribution.
In an attempt to establish confidence and trust among
the implementation team the co-ordinator should resist
the temptation to continually monitor progress of
strategy implementation in an obtrusive manner, but
use a casual and informal approach towards team
members., A method which could be adopted to overcome
difficulties in strategy implementation 1is to conduct
a pilot study, an approach particularly applicable to
the community analysis. An evaluation of the pilot
study will enable the co-ordinator to 1initiate
discussion on overcoming any problems which were

encountered.

Critical to the development of the implementation team
as a working unit is the ability of the co-ordinator
to resolve conflicts, The co-ordinator should
emphasise the desirability of team members not
allowing personality conflicts to inhibit the

establishment of a working relationship. However, if
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Team members are unable to resolve their differences
the co-ordinator may suggest that those involved
tender their resignations. The maintenance of
motivation within the implementation team may
neceésitate the adoption of creative approaches by the
co-ordinator, Ideas such as the provision ©of
refreshments at the conclusion of meetings, inviting
guest speakers to discussions, and organizing informal
social gatherings could be considered as methods to

maintain enthusiasm towards the change.

The co-ordinator should, in whichever activity the
implementation team is involved, set the standard in
aspects such as completing tasks, demonstrating
initiative, encouraging others, ahd being honest.
Under no circumstances should the co-ordinator allow
any sense of frustration to become public, but rather
maintain a sense of humour whenever unplanned delays
or interruptions occur. Overall, the impact of the
efforts of the co-ordinator should be the development

of an effective team unit.

The successful fulfilment of the role which the
position entails will require the expenditure of
considerable time and energy on behalf of the
co-ordinator. Consequently this person should adopt
an approach which is consistent in relation to the
amount of hours worked each day, rather than an ad hoc

manner. The latter could result in a situation where
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some days are extremely busy, while others nmerely
require routine administrative tasks to Le completed.
A possible result of such an uneven approach could be
that the co-ordinator becomes "burnt out" before the

goal of the change process is achieved.

To ease some of the pressure on the co-ordinator it
may be worthwhile for another member of the
implementation team to assume the responsihilities of
the chairperson of the group. Such a move could occur
after the co-ordinator has developed the team inteo an
effective working unit. Relinquishing the position of
chairperson would enabhle the co-ordinator to
concentrate on the other responsibilities which the

position entails.

The Role of the Principal

The literature indicated that the principal, as well
as being responsible for the smooth functioning of the
school, should also be implicitly and explicitly
committed to the change, and be knowledgeable about
what needs to be done. The latter tasks may require
considerable reading and research. In addition ¢to
these tasks, a discussion was presented in Chapter Il
that the principal should be a member of the

implementation team, although not the co-ordinator.
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Acceptance of the increased responsibilities in being
 a member of the implementation team and the necessity
of publicly supporting the activities of the
implementation team, while continuing to effectively
administer to the day-to-day functioning of the
school, will considerably challenge the administrative

skills of the principal,

As a result of these additional tasks it may be
necessary for the principal to attend in-service or
training courses in an effort to learn better how to
cope with the increased workload. Furthermore, it may
be desirable for the principal to delegate some
routine administrative tasks to the deputy principals
in an attempt to ease the burden which the extra

responsibilities may impose.

The relationship between the principal and the
co-—ordinator_ will need to be positive throughout the
change process to ensure effective results.
Maintaining a positive relationship with the
co-ordinator may prove to be difficult for some
principals, particularly if they perceive the
co-ordinator as representing a threat to their
authority. Nevertheless, the principal should attempt
to overcome these fears because of the negative impact

this <¢ould have on the change process. Perhaps
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in the absence of the co-ordinator, the principal
could have to respond to inquiries and questions about
the change process. If a positive relationship has
not been developed between the two individuals, the
principal's responses to such inquiries may not be iﬁ
fhe best interests towards achieving the goal of the
change. Consequently, every effort should be made by
the two individuals concerned to develop an open and

honest relationship between each other.

The role of the principal in the change process can
thus be described in a number of modes. First, the
smooth functioning .of the school should be
maintained. Second, the principal ought to be
committed to and knowledgeable about the change.
Third, the principal will incur the responsibilities
consistent with being a member of the implementation
team. Fourth, the principal should develop a positive
relationship with the co-ordinator to facilitate the

achiévement of the goal of_the change process.

Establishment of a Goal

The purpose or goal of the implementation team should
be clearly defined when the team is formed. In
relation to the current research, the goal of the

implementation team is to increase community
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participation in the school decision-making process.
The strategies adopted by the implementation team will

be aimed at achieving this goal.

Summary

The formation of an implementation team involves more
than gathering together a group of people to guide the
change process. The composition of the implementation
team should be balanced to ensure that accusations of
bias can be dismissed. The selection of a
co-ordinator of the implementation team ought to be a
carefully conducted activity, as will the selection of
members  of the implementation teamn. Once the
implementation team 1is formed the role of the
co-ordinator becomes more defined as the team grapples
with the task of achieving its goal. The role of the
principal has been identified as complex and will
challenge that person's administrative skillé.
Finally, the goal of the implementation team should be
clearly defined and understood by its members. To
facilitate the achievement of the goal of the change
process, the implementation team should give
consideration to the organization of a timetable by

which its strategies could be implemented.
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ORGANIZATION OF A TIMETABLE

After clearly establishing the goal of the change
process, the implementation team should devise a
timetable by which the goal is to be achieved. In
doing so, the implementation team should consider the
information in the 1literature which indicated that
difficulties are likely to occur if change is rushed.
Furthermore, the literature revealed that it takes
time, among other elements, to increase community
involvement in schools and to improve other aspects of
school~commﬁnity relations. Consequently, the
implementation team should strike a balance between
allowing too little time to implement the strategies
and too much time, which could have a negative impact
on the maintenance of enthusiasm towards the change.
The timetable should also make provision for the
incorporation of the ideas of Trump and Georgiades
(1978) on flexibility and timing of initiated

approaches.

In devising a timetable the implementation team has to
consider a number of important issues. First,
sufficient time should be allocated to develop and
implement the desired strategies. Second, the
timetable ought to be flexible enough to deal with
difficulties which may arise, while catering for the

ability of the target groups to be ready and
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comprehend the nature of the change, Third, the
timing of any initiated approaches needs to be

considered if successful outcomes are to result.

In the absence of detailed information in the
literature, Table 3.1 indicates a time-scale which
could be appropriate to schools implementing the

change.

The suggested timetable allows two months in which to
appoint the co-ordinator and select members of the
implementation team. Once the team is established, a
number of tasks should be undertaken during the third

month:
(1) the goal should be c¢learly defined;
(2) the timetable should be organized;
(3) the methodology by which the community
analysis is to be implemented should be

developed;

{4) the evaluation of existing communication

practices should commence;

(5) the evaluation team should be appointed.
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Month four should be characterized by the following

activities:

(1)

(2)

(3)

During month

suggested:

(1)

(2)

(3)

implementation of the community

analysis, including a survey
questionnaire; determining the
existence of organizations;

researching available records; and
studying media treatment of the

school;

continuing to evaluate existing

communication practices;

commencing formative evaluation

procedures,

five the following activities are

continuing to implement the community

analysis;

interpreting the results of the

survey questionnaire;

continuing to evaluate existing

communication practices;
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continuing formative evaluation

procedures,

Throughout the sixth month activities could include:

(1)

(2)

(3)

(4)

(5)

(6)

During month

continuing to implement the community
analysis {(with the exception of the

survey questionnaire);

continuing the interpretation and
commencing utilization of the results

of the community analysis;

continuing to evaluate existing

communication practices;

determining the characteristics of an

effective communication system;

commencing specific motivational
strategies, particularly those aimed

at uninvolved community members;

continuing formative evaluation

procedures.

seven the timetable reveals that the

following activities occur:
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(2)

(3)

(4)

(5)

(6)

(7)

.170.,
completing the community analysis;

completing interpretation while
continuing utilization of the results

of the community analysis;

continuing to evaluate existing

communication practices;

éontinuing to 'identify the
characteristics of an jeffective

communication system;

commencing the implementation of a

more effective communication system;

continuing specific motivational

strategies;

continuing formative evaluation

procedures.

Month eight could include the following activities:

(1)

continuing to evaluate existing

communication practices;
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(3)

(4)
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continuing to implement an effective

communication system;

continuing specific
strategies;

continuing = formative
procedures..

motivational

evaluation

buring month nine the following strategies should be

considered:

(1)

(2)

(3)

(4)

(5)

(6)

continuing to evaluste communication

practices;

continuing to implement an effective

communication system;

continuing specific

strategies;

motivational

conducting the initial public meeting;

commencing strategies

enthusiasm;

continuing formative

procedures.

to maintain

evaluation
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Months ten, eleven, and twelve should be characterized

by activities such as:

(1) continuing to evaluate communication

practices;

{(2) continuing to implement an effective

communication system;

(3) continuing strategies to maintain

enthusiasm;
(4) continuing formative evaluation
procedures,

In month'twelve the new decision - making body of the
school should be formed, a process which reqﬁires
fﬁrther research beyond this study. The timetable
also made no recommendation for the timing of
suhmative evaluation procedures. As discussed in the
literature, summative evaluation is concerned with the
effectiveness of the new decision-making body, a task
which cannot be undertaken until the new system has .

been in operation.
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The information in the literature which discussed the

necessity of striking a balance. between allowing too

little, and too much, time in which to implement the

strategies

formed the gquidelines in devising the

suggested timetable, Maximum times were allocated for

the various strategies, but it could eventuate that

the suggested periods of time may not be needed.

Twelve months was considered an appropriate period in

which to complete the change process for a number of

reasons:

(1)

(2)

(3)

stability of the school Staff;

stability of the membership of the
two executive bodies in the school-
the principal, deputies and senior
staff; and the Parents' and Citizens’

Association;

one year should bhe acceptable to all

. those involved as it means the change

' process ought to be completed before

commencing the long summer-holiday

break.
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THE DEVELOPMENT, IMPLEMENTATION AND CONSIDERATION OF

A COMMUNITY ANALYSIS

The strategy of using a community analysis will be
examined by discussing the development and
implementation of such an analysis; and the
consideration of the obtained information, including
interpretation and wutilization of the information.
Without a community analysis the implementation team
will have an insufficient understanding of the school

community.

The Deﬁelopment and Implementatibn of a Community
Analysis -

In developing a community analysis the implementation
team should consider the type of.information about the
community which it requires. The literature indicated
that from a community analysis the implementation team
should discover the educational philosophy of the
community, its interpretation of administrator and
teacher roles, its perception of school-community
communication, and its receptivity to change and
ir.formation. The collection of hard data and
pérceptive comments should also uncover information
including socio-economic background, occupations of

community members, the number of welfare
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0000000Jaries, the number of working parents,
identification of informal leaders, tﬁe number of
single parents, -~ informal meeting places in . the
community, and identification of local business and

community organizations,

The type of information required should be applied to
appropriate methodology for collection. There are a
variety of methods available and the implementation
team should give consideration to all of them. Within
the ideas discussed in the literature a similarity
exists beﬁweeh the adoption of géllup—pollntechniques'
and the deveiopment and distributioﬁ of a survey.
These two approaches have the advdntages of being
purposeful and anonymous but require careful
construction to ensure wvalidity of the obtained
information. An example of a  ready-to-use
guestionnaire is the Baseline Item Bank on community
involvement and participation in decision making
developed by the Research Branch of the Education
Department of Western Australia (now the Ministry of
Eduéation). Consideration could be giVen to printing
the survey questionnaire at the school, particularly
if the processes involving printing form an integral

part of one of the courses taught in the school.

Three other collection methods were discussed in the

literature, all of which should be considered by the
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implementation team. First, the existence of
community organizations and local divisions of state
~and national organizations, can be determined. Such a
move could have merit in that these organizations may
have expertise in obtaining the type of information
requiréd by the implementation team, The .
implementation team could then liaise with such
organizations in the implementation and consideration
phases of the community analysis. Further benefits
which may accrue as a result of discovering 1local
organizations include sponsorship for activities Such
as quiz nights, fetes, and a school-community
newspaper. Businesses such as printers and newspapers
could also provide assistance in relation to a school
community newspaper and the development of other
written communication nmthoﬁs; Organizations such as
Apex and tertiary institucions may have the expertise
and be willing to facilitate the development of
decision-making skills among community members who
indicate a desire to serve on the proposed school
decision-making body. Local sporting groups contacted
through the community analysis could be persuaded to
conduct activities, such as using children from the
school to form teams in local competitions.
Subsequent parental involvement in these teams could
be developed into more active participation in the

school,
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The second information gathering method suggested in
the literature, which the implementation team could
utilize, 1involves researching available statistics,
records and documents pertaining to the economic,
political and educational trends in the community.
Conducting a study of the media and press treatment of
the school in an attempt to uncover problems and
issues is a third possible information gathering
method. Potential sponsorship, as previously
discussed, may result from establishing contact with

the media.

To reach as many people as possible in obtaining
information the implementation ~ team should pay
attention to the suggestion of Pettit (1980) who
argued that the community be divided into catchment
zones. Members of the implementation team could then
be allocated the responsibility of approaching
families in the wvarious zones to set up a meeting for
the purpose of gathering information. Sﬁch a meeting
need not be held at the school, but could be organized
at a mutually convenient time and place within the

catchment zone.

The importance of the community analysis in relation
to making efficient use of time and money was

discussed in Chapter II, so the allocation of
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responsibilities to members of the impleméntation team
should ensure that such efficiencies will be
maximised., At the same time, the co-ordinator should
make use of as many information gathering techniques
as possible in an effort to obtain a broad information
base. Thus, members of the implementation team may be
involved in developing, distributing and collecting a
survey; liaising with other organizations which have
expertise in information gathering; researching
available statistical and documentary records;
travelling into allocated catchment zones to arrange
meetings with community members; and 1liaising with
media representatives to uncover any problems and
issues. The importance of the community analysis
cannot be overemphasized. The informétion obtained
has implications for all the other strategies which
the implementation team will develop. Consequently,
the development and implementation of the community
analysis requires careful planning and organization by
the co-ordinator and members of the implementation

team.

Interpretation and Utilization of Information
Obtained from the Community Analysis

The information obtained from the community analysis
should form the basis on which other strategies will

be developed. Interpretation of the information
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should therefo;e be a thorough operation and one which
may involve liaison with other organizations such as
tertiary institutions, as well as rigorous discussion
within the implementation team itself. While the
results. of the interpretation phase may vary from
school to school, the 1literature disdﬁssed three
possible uses which could be.made of the information
obtained from the COmmunitf analysis. First,
shortfalls in communicétion practices may have been
uncovered. Second, and partly as a consequence of the
identified shortfalls in communication practices, the
community analysis should be the cornerstone of the
Schooi's communication progfam. The community
analysis should have revealed priorities for methods
of communication; and the media ahd means for
communicating with the community. Third, official
organizations and informal community groups with
influential opinions on education could have been
iéentified. The impiementation team should attempt to

establish a positive rapport with such organizations.

A further effect of the community ahalysis could be
the establishment of  an improved relationship between
the school and its community. Personal contacts made
during the implementation of the. community analysis
should demonstrate to community members that the
school 1is concerned with people, and is not merely a

"faceless"® institution., The community should become
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aware that the school welcomes visitors, and should
not be placed in the same perceived category as are

some bureaucratic organizations.

With the school, as an organizatioh, being considered
more positively, the community image of staff and
students at the school should also be improved.
Community members may become aware that teachers do
work more than six and a half, or seven hours a day;
and that perceived mis-behaviour of young people in
the local area is not entirely attributable to
students who attend the school. Overall, the attitude
that the school is an integral part of the community,
and that it has an active role to plaj' in 1it, may
begin to be developed. Members of the community

should become aware that they can have an influence on

the school, and that consequently the image of the

school will be a reflection of their own attitudes ahd

efforts,

Summary

The development, implementation and cdnsideration of a
community analysis is arquably one of the most
important strategies available to the implementation
team. Its imﬁortance relates to the variety of

information which can be obtained, and the
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interpretation and utilization of this information in
respect to the development of other strategies. Ah
argument was presented in ~which the community
analysis, as a strategy, could be efficient in terms
of both finance and time. Consequently, all phases of
its operation <should be carefully planned and
implemented. Members of the implementation team
should therefore be particularly pedantic in
discharging their allocated responsibilities within

the entire community analysis process.

ANTICIPATION OF DIFFICULTIES

Difficulties which the implementation team could
encounter in attempting to attain the goal of the
change process can have their sources both within the
school community and the implementation team itself.
Many of the difficulties associated with the school
community will have been identified by the
- interpretation of the community analysis and can be
solved within the scope of the communication system
and specific motivational strategies. Problems which
occur within Ehe implementation team are the
_ responsibility of the co-ordinator, with consequent

implications for that person's role.

Characteristics of the school community which c¢an

emerge as difficulties for the implementation team
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were outlined in the 1literature. Essentially the
problems can be described as including the relative
unavailability of parents during school hours; the
perceived futility of attempting to encourage parent
involvement, given the dismal attendance records of
most Parents' and Citizens' Associations; the
deep~-seated awe of schools experienced by many
parents; lack of confidence among parents about their
ability to make a positive contribution; changing_
community demographies; parental perceptions that
schools are separate institutions from society; .and

criticisms which will emerge about the change process.

Overcoming Ehe _ problems associated with the
characteristics of the school community are among the
main thrusts of the deveiopment of an effective
communication system and specific motivational
strategies. Consequently, the relevant information
concerning attempts to solve problems which can emerge
from the charécteristics of the school cohmunity are

discussed in the appropriate sections of this chapter.

All the evidéﬁce from the literature would suggest
that difficulties which can emerge within the
implementation team c¢ould, if unchecked, have a
devastating impact on the change process. One of the
difficulties discussed in the 1literature was the

danger of allowing an influential group to dominate
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proceedings. If the implementation team selection
panel heed  the recommendations on menbership
composition, the likelihood of this problem déveJOping
is diminished. However, pressure from various
community groups on members of the implementétion team
could still occur. In the event o©f such pressure
beconming evident, the co-ordinator has the
responsibility of negating any ‘undue influence and
preventing its reoccurrence. This may entail a
‘Giscussion with the team member concerned, a
spokesperson of the group, or both. The result of
this discussion should 1leave no doubt that the
co~ordinator is unwilling to allow the functioning of
the implementation team to be influenced by an

external group.

Other sources of difficulty which can emerge within
the implementation team, as outlined in the
literature, included personality clashes,
communicétion misunderstandings between the team and
the community, and attitudinal problems of team
members. Suggestions to solve the problem of
personality clashes have been previously discussed.
Communication misunderstandings may occur,
particularly during the initial stages of the <hange
process, as the implementation team attempts to
ascertain the appropriate level of vocabulary and

style of presentation to use in communicating with the
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community. The co-ordinator may need to take an
active role to ensure that communications emanating
from the team are acceptable in terms of wusing
appropriate vocabulary, clarity and conciseness. This
could require the co-ordinator having to approve all
written communications, and to discuss with team
members, prior to making personal contacts, approaches
which should be taken. In attempting to overcome
communication difficulties, the co-ordinator should
use problems which have occurred to illustrate the
basic tenets of communicating effectively with the
community. Information in respect to effective
communication may also be gained when the
implementation team ascertains the characteristics of
an effective communication system. Such information
should be uncovered as part of the process to

restructure the school's communication system.

Attitudinal problems among members of the
implementation team could be caused by the large
workload, the amount of +time which should be
committed, or loss of interest in the task. TIf the
emergence of an attitude problem is evident then the
co-~ordinator should immediately consult with the
relevant team-member. If the problem relates to the
workload or time commitment, the co-ordinator could
either modify the team-member's responsibilities or

co-opt another person to assist. The ultimate
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possible solution, and one which may also be necessary
if the team member has lost interest in the task, is

to suggest resignation from the implementation team.

Another difficulty discussed in the literature was the
lack of an economic incentive to undertake the
change. This could be overcome by the implementation
team issuing statements which clearly indicate the
advantages associated with the change, such as the
potential cost-effectiveness which should result from

the new and more efficient administrative process.

Summary

Potential difficulties which the implementation team
could encounter were identified as emanating from the
community, within the implementation team, and due to
a lack of economic incentive to change. Difficulties
emanating from the community should be countered by
the development of an effective communication system
and specific motivational strategies. Problems which
could emerge from within the implementation team
require the active involvement of the team
co-ordinator. The perceived lack of an economic
incentive to change could be overcome by indicating
the cost effectiveness of the proposed administrative

process.
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THE ESTABLISHMENT OF AN EFFECTIVE COMMUNICATION

SYSTEM

Two broad phases encompass the establishment of an
effective communication system. Phase one involves
the evaluation of existing communication practices ,
while phase two incorporates the re-structuring of
communication practices, which include the
identification of the characteristics of an effective
communication system, followed by the implementation

of effective communication practices.

The literature identified communication as generally
being either written or oral, and it is towards these
forms that the evaluation of existing communication
practices should be directed. The evaluation process
could be undertaken within the context of the
community analysis. In the case of a survey
questionnaire being used, a section could be devoted
to communication. Where personal approaches are made
in the community analysis, either in visits to
catchment zones or 1in small group meetings at the
school, comments about the effectiveness of the

school's existing communication system can be elicited.

The results of the evaluation will wundoubtedly
discover weaknesses in existing communication

practices, which the literature identified as possibly
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including unreliable dissemination procedures,
insufficient use being made of alternative
communication channels, and lack of feedback on
communication effectiveness. In addition to the
weaknesses discussed in the literature, other
criticisms of the existing communication practices may
include the use of inappropriate vocabulary, a lack of
clarity and conciseness in written and oral
communications, insufficient notice being given for
events or meetings, inattentiveness to personal
inquiries, the unavailability of staff members on
visits during school hours, and an inadequate number
of parent-teacher evenings. The criticisms and
weaknesses which the evaluation process has uncovered
should receive attention within the restructuring

phase of communication practices.

The restructuring of communication practices
incorporates two sub-components -~ the identification
of the characteristics of an effective communication
system, and the implementation of these
characteristics. The 1literature identified several
characteristics of an effective communication system
including openness, which can be described in terms of
the degree to which a school has linkages with its
community; using a wide range of communication
channels; obtaining feedback; involving the public in

communication practices; and encouraging direct
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contact between the school and its community. Further
ideas on communication effectiveness could be obtained
by research at tertiary institutions, liaising with
media companies, and meeting with representatives of
other schools and organizations which have developed

effective communication practices.

‘The second sub-component of the restruc&uring phése'
“involves the implementation of the characteriSticé of 
an effective communication system. In undertaking
ﬁhis task the implementation team should recall the
- advice of De Lellis (1979), who suggested that any
restructuring efforts should begin small and
quietly. By following De Lellis' advice the
implementation team may prevent the school com@unity'

from becoming cynical or scepticél about  the':neq;

communication practices. -

In developing the characteristic of.openness in .the
school's communication system the implementation team
should establish positive linkages with the community
through key individuals. The literature discussed two
possible methods of wusing key 1individuals in this
respect. The first alternative was to use influential
community members, who were identified as “opinion
leaders” or "key communicators®. The second
alternative was to use "boundary spanners”, that is,

individuals with “feet® in both the school system and
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the community infrastructure. Discussion in Chapter
II indicated that a combination of the two
alternatives outlined in the literature would be an

ideal method by which openness couid be developed.

The application of the conceﬁt_ 0of “"boundary spacnere"
working in conjuncticn.'.w_'ith_ influential community
members should establish an _.in_fo.rmatiox_\l ._:__af.:"cic.isition_
and dissemination network involving a number of key
ingividuals. The effect of such a metwork should
guarantee the 'cla;ity_'_qf_'_'ccmxﬁunicat:::ecl.'_'r:r'ie's_s'ages' and the
' 'acqu:.s:.t:.on Of_" accurate feedback 'Ind'ivid.u'als. who -

: 3"'"'could---'--be approached to ass:.st : this .manner -rﬁa'y- -
) 1nc1ude off:.c:.als of local orgamzatlons such as Apex,

'}.Llo_ns __-__c:_]._ubs, "_a'nd _s_por_ts_ clubs, loca_l and state_."

o g'o.vernn.le.nt : r_eﬁ:resenta_{_;ives; the 1local med:.a, _ahd_ o
"_members of the_'_ .:scho“oll's. i’atenfs"_- and C1t1zens

| -'_"'-Assoczbatlon 'The-" concept of a “"boundary spanner__." L

_._co_uld__._. :be . applled -'_E'o .members' of" ‘the 'Pareht's; and .

_'Citiktens‘- Assoc:Lat:r.on", '--'ah’d 1t may be worthwh:l.le for:_;'f-_-'

."'llthe school pr1nc1pal to adopt a hlgher pro..lle 1n the_

'_.commun_lty 1n. an attempt to- perform- _a -s:_Lm:L__lar_ rele.

Aside from .. using "boundary spanners" _and. ké_Y ‘53‘:-_-;_‘
individuals; _the irnplementatioh tzam should be awa"_r..e__“
of other. avail_able methods to obtain feedback. In

“this _respect analysing questions and complaints, USlng

pebii'c' .-'op_i'nion_"'po_lls;. _pr0vidin:g tear-off slips on '
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newsletters, inviting small groups to the school on an
informal basis, and using the community analysis were

discussed in the literature.

One of the results of the feedback should be the
identification o¢f the ways in which the community
prefers to receive information about the school. The
literature revealed the result of one survey (Gallup
1979) which indicated a high degree of preference for
personal contact. The implementation team should pay
attention to community preferences on receiving
information and incorporate them into the restructured

communication system.

The use of taped telephone messages, displaying a
courteous and friendly approach towards séhool
visitors, and publishing the telephone numbers of
implementation team members were discussed in the
literature as methods to improve oral and personal
.communication. The taped telephone messages could be
produced by students as part of their media study
program and, in doing so, would widen school
involvement in the change process. Ensuring that a
courteous and friendly approach is adopted towards
schoel visitors may necessitate staff at the school
attending an in-service course. The in-service course
could be the entire agenda of a staff meeting, and be

conducted by the staff themselves. Such a move would
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further widen total school involvement in the change

process.

The implementation team  should consider other
alternatives to improving oral and personal
communication. It could suggest that the number of
parent-teacher evenings be increased. Copies of
teacher's timetables could be Kkept by the school
receptionist so that it becomes possible for parents
toc make contact with teachers during normal school

hours.

A variety of methods to improve the standard of
- written communication have been suggested in the
literature. Written information sent home should be
attractive and readable, with important printed
information, such as special letters, to be mailed.
Improving the standard of written information presents
another c¢pportunity to encourage school involvement.
The art, media and computing departments could become
involved in the presentation of various aspects of
written information, while the possession of an
off-set printer, or similar machine, would allow the
material to be produced by students enrolled in
relevant courses at the school. Seeking information
from media companies could also be considered as part
of the process to improve the standard of written

communication.
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In conjunction with improving the presentation of
written communication, the implementation team should
also direct the school's attention to the content of
the communication. Conciseness, clarity, and the use
of appropriate vocabulary ought to be considered,
while ensuring that adequate advanced notice is given
cf proposed events or meetings. Attention to these
matters can be undertaken by staff and students at the

school as part of the teaching and learning programs.

The literature suggested the use of the local media as
an opportunity to disseminate information about the
school in alternative forms. This may involve writing
a regular column in local community newspapers,
ensuring that the achievements of the school receive
adequate exposure, the occasional feature in the state
newspaper, and appearances on television and radio by

the principal or delegated staff members.

On the school premises, the literature suggested that
improvements to communication could occur by utilizing
bulletin boards, inviting parents to school
assemblies, and establishing a school-community
newspaper involving parents and community members in
its production. The Dbulletin Dboards could ©be
constructed, installed and maintained by students as
part of their manual arts program. School assemblies

could be conducted by students, and parents or
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community members invited to address the school on
topics of interest. The inception of a school
community newspaper may involve media, art and
computing students in its presentation, and other
students 1in its production. One of the overall
results of adopting these suggestions should be
greater school and community involvement in the change

process.

Summary

The establishment of an effective communication system
follows a clearly delineated path. The implementation
team should initially evaluate the school's existing
communication practices and note any weaknesses.
Restructuring communication practices involves the
identification of the characteristics of an effective
communication system, before enacting the desired
characteristics. The result of the process should be
an effective and efficient communication system which
disseminates information to, and receives feedback
from, all sectors of the community. The implementation
team should attempt to involve staff and students at
the school, and community members, in as many possible
aspects of the process to change communication
practices. Throughout this process the implementation

team should also remember the advice given by Byrne
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and Powell (1978) who insisted that, while the
existence of the characteristics of an effective
communication system do not guarantee success, they
are the elements without which success can never be

obtained.

THE DEVELOPMENT AND IMPLEMENTATION OF SPECIFIC

MOTIVATIONAL STRATEGIES

The development and implementation of specific
motivational strateqgies have three broad aims which
include involving previously wuninvolved individuals
and groups, conducting a public meeting, and
maintaining enthusiasm. The effect of the specific
motivational strategies should be the grouping of a
number of individuals willing to serve on the
decision-making body which will be created as a result
of the change to community participation in school

decision-making.

The literature identified a variety of strategies by
which previously wuninvolved individuals and groups
could be attracted to the school. The crux of these
strategies was the importance of personal contact, a
fact which the implementation team should consider.
Previously uninvelved parents could be approached at

their homes, places of work or community centres.



.195.

Alternatively, telephone calls or initiating small
group meetings in the 1local area could be used.
Puring these approaches parents could be invited, with
the offer of transport assistance, to visit the
school. One of the effects of contacting previously
- uninvolved parents should be to give them enough
confidence and interest to become more involved in the
schobl. Meeting in their own énvironment should be
the first step towards developing this confidence and
interest, thereby overcoming feelings of trepidation

experienced by some parents.

To facilitate the development of a group of
individuals willing to participate in the proposed
decision-making process, the implementation team may
consider producing a video. Such a video, which could
be viewed at meetings with parents, should contain
portrayals of school life. Comments from the
principal and the co-ordinator of the team, as well as
members of the Parents' and Citizens' Association,
should promote a message on the need for community
participation to further +the development of the
school. Involving staff and students in the
production of the video could be another example of

wider school participation in the change process.

The formation of a voluntary parent group to assist in

the process to contact a broad range of community
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members is a strateqy which ought tc be considered by
the implementation team. The voluntary group could

supplement the work of the implementation team in the

realm of personal contacts. Being parents may also
contribute to breaking down barriers to
participation. The inclusion of voluntary parent

groups promotes community “ownership® in the change
process. Contacting previously uninvolved
individuals, by either members of the implementation
team or parent volunteers, could possibly be partly
accomplished within the community analysis. Where
this is not appropriate, alternative arrangements may

have to be considered.

Further attempts at encouraging involvement 1in the
school, as discussed in the literature, could be made
by organizing social functions or special interest
classes, Social functions, which could be either
informal lunches at the school with the principal or
organized by parents in the local community, should be
attended by at least one member of the implementation
team. Special interest classes may prove a useful_
adjunct to the specific motivational strategies
previously discussed, and it could prove beneficial if
menbers of the implementation team were to
occasionally visit the classes as a public relations

and information gathering exercise.
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Apart from individual strategies, the implementation
team could also use mass media techniques to attract
previocusly uninvolved community members. The use of
the mass media has been previously discussed, and its
use 1in relation to specific motivational strategies
demonstrates the multi-faceted role of the media in

the change process.

Having established contact with members of the school
community, the implementation team should attempt to
reinforce motivation to participate in the change.
The 1literature suggested that an effective method of
accomplishing this was to conduct a public meeting.
All members of the school community should be invited
to the meeting. In an attempt to ensure optimum
attendance, the implementation team could adopt Ryan's
{(1976) idea about sending invitations through the mail
and advertising the meeting in the media. Thought
could also be given to making personal approaches in
individuals, such as the local mayor, prominent
business figqures and local politicians, who the
implementation team desire to be present at the

meeting.

The impact of the initial public meeting could be
crucial to the success of the change process.
Consequently, evexry effort should be made to ensure a

positive outcome. The implementation team
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should therefore consider the following suggestions as
outlined in the literature. Establishing an
atmosphere of trust and ease, in which people feel
confident enough to share their thoughts, can be
facilitated by ensuring the provision of appropriate
physical surroundings. The availability of name tags
and provision of an information folder should further

contribute to constructive dialoque.

Within the format of the meeting the 1literature
suggested that large group discussions should be kept
to a minimum, the preferable method being the creation
of small groups to consider the agenda. In deciding
the order of agenda items the implementation team may
adopt the notions of Jay (1984), who outlined criteria
which should be remembered when conducting a committee
meeting of up to twelve members. The more relevant of
these criteria, in relation to the current issue,

include:

(1) items requiring mental energy should be

placed high on the agenda list;

(2) the meeting should start with items which
will unite the participants in a common

front;
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(4)

(5)

(6)

(7)

(8)
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the meeting should not dwell too long on
trivial but urgent items, to the
exclusion of subjects of fundamental
importance whose significance 1is 1long

term rather than immediate;

few business meetings achieve anything
of value after two hours, and an hour
and a half is enough time to allocate

for most purposes;

state the finishing time of the meeting
on the agenda as well as the starting

time;

if papers are produced at the meeting
for discussion, they should be brief and

simple, since everyone has to read them;

all items should be thought of and
thought about in advance if they are to

be usefully discussed;

the chairperson, in going through the
agenda items in advance, can usefully
insert his/her own brief notes of points
he/she wants to be sure are not omitted

from the discussion.
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In addition to the suggestions outlined in the
literature there are other ideas which the
implementation team may consider. Student councillors
could be in attendance to indicate car parking areas
and to escort the participants to the meeting place.
Prior to, and at the conclusion of the meeting, liquid
refreshments and light snacks could be made
available. These informal gatherings may provide
opportunities to disseminate and obtain information.
The responsibility of providing the refreshments may
be given to the home economics department, if such a
department exists at the school. 1Involving staff and
students in these two instances provides another
opportunity to increase school involvement in the

change process.

In deciding on the venue for the meeting the
implementation team should ensure that there will be
adequate 1light and ventilation, the provision of
comfortable chairs, and sufficient room to allow the
occurrence of small group discussions. If deemed
necessary, a sound system may have to be installed, a
task in which students could be involved. Possible
meeting venues available at a school include the
library, lecture theatre, and gym. Small group
discussions could occur in nearby classrooms. Name
tags and information folders could be compiled by
students working in conjunction with the

implementation team.
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The chairperson of the meeting should be familiar with
all aspects of the change process, which appears to
suggest that the best candidate for the position is
the co-ordinator of the implementation team. In
organizing a small group format as the basis of the
meeting, thought could be given to the use of a
problem-solving approach by posing a series of
questions for each group to discuss. While small
group discussions are occurring, members of the
implementation team should circulate among the groups,
offering advice and gathering information. Before
concluding the meeting, the chairperson could
distribute a brief evaluation questionnaire in an
attempt to obtain participants’ Ehoughts on the

effectiveness of the meeting.

Attempts should be made to enhance the motivation
established at the initial public meeting and from
personal contacts made during the implementation of
the community analysis and strategies to involve
previously uninvolved individuals. Attention to the
ideas discussed in the 1literature will provide the
implementation team with some methods by which
enthusiasm can be maintained. Material incentives,
including the provision of a room in the school in
which community members can gather and in which
resource kits and other materials are available, could

be considered. Psychologically, enthusiasm could be



.202.

maintained by the development of a halo effect - the
aura of excitement which exists in meeting challenges

in different ways.

The implementation team may also consider alternatives
other than those suggested in the literature. Parents
and community members could be invited to participate
in school activities, such as acting as resource or
library aides, or where members have particulﬁr.
skills, assist in some of the more practical subject
areas. Activities such as parent-children carnivals,
quiz nighﬁs, and school fetes could be designed
.specifically to encourage and maintain parental
involvement in the school. The concept of a school
community newspaper has been previously discussed.
'Special interest classes, which have been identified
as a strategy to involve parents, could also be used
tb-maintain enthusiasm. An alternative application of
these classes could be for the development of skills
which will enable community members to effectively
participate in the proposed decision-making process.
Marsh (1988) has identified these skills as

encompassing:
(1) knowledge of the educational system;

(2) developing positive attitudes towards

participation;
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(3) developing specific skills including
interpersonal, communication, and
organizational skills, as well as the

ability to organize and chair meetings.

The idea of_aﬁﬁ:oaching local sports’ clubs to form
school based teams 'hés been previously discussed.
'This concept could be used iﬁ an attempt to maintain
pafental motivation to participate more in both school
activities and the change process. The formation of
voluntary parent groups, previously discussed as a
strategy to enhance participation, could also be used
to maintain enthusiasm through thé organization of
social functions and other similar | actiﬁities.
Conducting additional public meetings, .in which
progress reports could be made, suggestions:'elicited._
and tasks set for those participating in the change,
could be considered aé another strategy by the

implementation team.

Summary

Throughout the attempts to initiate and maintain
enthusiasm among members of the school community to
participate in the change process, the implementation
team should be prepared for a loss of interest among

some individuals. However, such occurrences may be
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balanced by other members of the school community
showing a willingness to participate at later stages
of the change process. The development and
implementation of specific motivational strategies,
while aimed at generating and maintaining a positive
attitude towards the change process, also provides
opportunities to increase wider school involvement in

the project.

Some of the specific motivational strategies could be
undertaken as part of the community analysis and the
_establishment of an effective communication system.
Conducting the initial public meeting and maintaining
enthusiasm towards the change generally involves
consideration being given to physical and
psychological aspects. Overall the successful outcome
of the specific motivational strategies may depend
-upon the implementation team developing <careful

planning procedures.

EVALUATION OF THE CHANGE PROCESS

In discussing the evaluation of the change process,
the purpose of evaluation, allocation of
responsibility for evaluation, and determination of
formative and summative evaluative criteria emerge as
three broad issues which should be considered. A

working



.205.

definition of evaluation, which incorporated its
purpose, was outlined in the literature. Comment was
also made on the desirability of obtaining both
gqualitative and quantitative data, as well as using

value judgements, in making an evaluative decision.

Within the evaluation process, one of the most
controversial issues relates tb the allocation of
responsibility for undertaking the evaluation. In an
attempt to overcaome any controversy, the
implementation team may consider it wise to adopt
Nicholl's (1983) suggestion that the responsibility
for evaluation should be shared between those involved
in the change, and those who are not involved.
Critical to the formation of an evaluation group,
according to Nicholl's {1983), is the presence of at
least one expert in evaluation, regardless of whether

or not this expert is a member of the teaching staff.

The selection of an evaluation group could be
determined by discussions between the implementation
team, the executives of the school administration and
the Parents' and Citizens' Association. The
evaluation expert appointed to the group could be
either a member of the school staff or an external
consultant. If a staff member is appointed,
consideration should be given to the provision of

relief from some teaching duties. In the latter
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instance an expert could be employed from either
educational consultancy agencies or tertiary

institutions.

The determination of formative evaluation criterisa
should reflect the effectiveness of the strategies
adopted by the implementation team, as well as the
operation of the team itself. In the absence of
relevant information in the 1literature; suggested
criteria by which the effectiveness of the operation

of the implementation team could be judged include:

(1) the effectiveness of the co-ordinator as
ascertained by the discharge of
administrative duties, expansion of
personal contacts with the community, and
the development of the implementation team

as an effective working unit;

(2) the effectiveness of members of the
implementation team as ascertained by
their approach to individual tasks and

responsibilities.

Evaluation of the effectiveness of the timetable could
involve the wuse of the following criteria for

comparative purposes:
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(1) allocation of appropriate time for the

completion of identified strategies;

{(2) the degree to which unforseen events can

be accommodated;

(3) the degree of flexibility which enables

changes to be inmplemented.

The effectiveness of the methods used to obtain
information about the community could be evaluated by
an analysis of the gquality and quantity of the

information obtained. This may include:

(1) statistical procedures being applied to

the questionnaire survey;

{(2) making wvalue judgements on the gquality of
information obtained by methods such as

interviews and discussions.

Pifficulties which could occur have been previously
identified as originating from the  community and
within the implementation team itself. 1In the former
case, such difficulties could be solved by the
establishment of an effective communication system,
and the development and implementation of specific
motivational strategies. Consequently, the evaluation

of these two particular strategies will vield
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information on their effectiveness in solving any
emergent difficulties. Observing the degree to which
the implementation team develops as an effective unit
could be considered as an evaluative criteria in the

latter case.

Evaluation of the <communication system could be
undertaken by the continual monitoring of feedback
obtained from the community. The effectiveness of the
specific motivational strategies could be ascertained
by:

(1) the number of previously uninvolved
community members who are observed more
frequently at the school or who attend the
initial public meeting, and from value
judgements made by members of the

implementation team;

(2) written and oral comments made by the
members of the school community who

attended the initial public meeting;
(3) the net rate of gain, or 1loss, of
community members willing to participate

in the change process.

The summative evaluation criteria of the change to
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community participation in school decision-making have
been described in the literature as an improvement in
the delivery of services and the development of a more
flexible decision-making process. A judgement, based
on these criteria, would proebably not be possible
until the new decision-making body had been in

operation for a period of time.

Summary

Evalugtion cf the change process should be undertaken
with An awareness of the purpose of evaluation. The
group given the responsibility for undertaking the
evaluation should be comprised of individuals involved
and not involved in the change process, and contain at
least one expert in evaluation. The process of
evaluation should be both formative and summative in
nature, although summative evaluation judgements may
not be possible until the new decision-making

structure has been in operation for a period of time.
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SUMMARY

The purpose of this chapter was to present a set of
strategies which school administrative teams could use
to increase community participation in school
decision-making processes. The strategies were deduced
from evidence derived from the 1literature. In
presenting the strategies the aséumption was made that
the three focusing themes outlined in Chapter III would
be in evidence. Essentially, the set of suggested
strétegies included the formation of an implementation
team; the organization of a timetable; the development,
implementation and consideration of a community
analysis; anticipation of difficulties; the
establishment of an effective communication system; the
development and implementation of specific motivational
strategies; and evaluation of the change process. The
strategies developed in this chapter were considered
appropriate for most government and independent school
situations. A schematic diagram which showed the
relationship between, and interdependent nature of, the
strategies was presented at the beginning of the
chapter. A 1linear diagram of the conceptual framework

of strategies is revealed in figure 3.2.

The formation of an implementation team was discussed
in relation to the composition of the team,

appointment of a co-ordinator, selection of team
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Figure 3.2: Conceptual Framework of Strategies to Incrcauc
Community Participation in School
Decision-Making Processes
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members, the role of the co-ordinator, the rqle of the
principal and the establishment of a goal. ﬁo}mally an
implqmentétion team which comprises six members, the
principal, two members of the school staff, two members
of the schorl community, and the co-ordinator, should
'be sufficient to undertake the task. The iméortance of
maintaining a balance of representative community
) grﬁups in the implementation teaﬁ was also emphasized
.as part of the discussion on the composition of the
implementation teém. An argument was outlined in which
the responsibility for the appointment of the
co-ordinator should be given to the members of the
school's two executive bodies, namely the school
administration and the Parent's and Citizen's
Association. The members of these two bodies, together
with the co-ordinator, would then be responsible for

selecting other members of the implementation team.

The appointment of a professional consultant to the
position of co-ordinator was suggested, and the skills
and characteristics required by the successful
appointee were outlined. In choosing the other team
members; potential nominees for the positions should be
made aﬁare of the responsibilities inherent in such
positions. Although the ability to accede to the
requirements of membership of the implementation team
may prevent some individuals from applying, it was

postulated that =& - significant number of community
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members would still be able to apply.

The role of thé co-ordinator was discussed in terms of
administrative tasks, expanding personal contacts, and
group dynamics. Suggestions were outlined on how these
roles could be successfully fulfilled, and the
possibility of another team-member  assuming the
responsibilities of chai:person at the regular team
meetings was mooted. The role of the principal was
discussed in = relation to maintaining the smooth
functioning of the school, being committed to and
knowledgeable about the change, as well as being a
membér of the implementation team._ Ideas by which the
principal could fulfil these roles were proposed, and
the importance of establishing a positive relationship

with the co-ordinator was emphasized.

With the formation of the implementation team completed
it was suggested that the goal of the change process
should be clearly delineated. In the case of this
study, the goal of the implementation team was stated
as increasing community participation in school

decision-making processes.

In organizing a timetable of strategy implementation a
suggestion was made that the implementation team should
consider a number of criteria. These included allowing

sufficient time for strategy development and
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implementation, flexibility, and timing of initiated
approaches. A timetable appropriate to schools
implementing the change to increasing community
particigation in decision-making processes was then

outlined.

The use of a community anralysis was discussed in terms
of development, implementatioh and consideration
{interpretation and utilization) of the obtained
information. The purpose of a community analysis was
discussed as being necessary to obtain a variety of
information about the school community. Suggested
methods to collect the information included a
survey-questionnaire, working with organizations in the
community, researching available statistics, conducting
a study of media treatment of the school, and personal
contact, Interpretation of the acquired information
should be a thorough process and may involve 1liaison
with organizations such as tertiary institutions. The
utilization of the obtained information was discussed
in relation to its influence on communication practices
and the identification of organizations 1in the
community which have influential opinions on
education. The suggestion was also forwarded that
another effect of the community analysis could be an
improvement in the relationship between the school and

its community.
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Sources of difficuities which the implementation team
could encounter were identified as being nested within
the school community and within the implementation
team, Overcoming difficulties within the implementation
team was seen to be the responsibility of the
co-ordinator. The difficulties associated with the
community should be overcome by the establishment of an
effective communication system, ahd the development and

implementation of specific motivational strategies.

The establishment of an effective communication system
was discussed in two broad phases, evaluation of
existing practices and restructuring of communication
practices. An argument was proposed that evaluation of
existing practices could be undertaken within the
context of a community analysis. Possible criticisms

and weaknesses of existing practices were then cutlined.

Restructuring of communication practices was discussed
in two sub-components, the identification of
characteristics of an effective communication system,
and the implementation of these characteristics. The
characteristics of an effective communication system
could be obtained from appropriate literature, research
at tertiary institutions, liaising with media
representatives, and examining other organizations

which had developed an effective
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communication system. To implement the effective
characteristics the implementation team should begin
quietly to avoid cynicism. A further important element
was identified as “openness®, and that to instigate
this concept positive linkages with the community, via
key individuals should be established. The importance
of feedback 1in the restructuring process was also
discussed. Practical ideas on improving aspects of
oral and written communications were outlined and it
was proposed that the involvement of community members
and school personnel (teachers and students) in the

restructuring process was important.

The development and implementation of specific
motivational strategies were discussed in relation to
three bread aims. These were 1involving previously
uninvolved individuals and groups, conducting a public
meeting, and maintaining enthusiasm  towards the
change. A variety of strategies to attract previously
uninvolved individuals and groups to the school were
outlined, with the importance of personal contact being
emphasized. The use of an audio-visual presentation
and a voluntary parent group was also discussed. The
incorporation of these ideas contributed to the
widening involvement of various individuals 1in the

change process.
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An emphasis on the provision of appropriate physical
surroundings when conducting the initial public meeting
was discussed. Ideas were then outlined by which this
could be achieved. Attention was also given to ensuring
that an appropriate meeting structure was followed.
Maintaining enthusiasm towards the change, following
the initial public meeting, was discussed in material
and psychological terms. Ideas specific to each of
these two aspects were then suggested. The importance
0f carefully planning and implementing the specific
motivational strategies was deemed to be important if

such strategies were to be successful.

The discussion on the evaluation of the change process
centred on formative evaluation procedures and the
formation of an evaluation group. The formation of
such a group was suggested as being the subject of
discussions between the implementation team and members
of the two school executive bodies (the school
administration and the Parents' and Citizens®
Association). The necessity of having an evaluation
expert as a member of the evaluation group was also
suggested. Formative evaluation criteria were outlined
in relation to the effectiveness of the implementation
team, the timetable, the community analysis, the
communication system and specific motivational
strategies. Within the discussion on evaluation a
comment was made that a summative evaluation judgement

would not be possible until after the new
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decision-making body had been in operation for a period
of time, Although the strategies were discussed
individually this was done for convenience. As
indicated in the discussion the strategies were
interdependent in nature, and such interdependence was
deemed to be necessary for the successful

implementation of the strategies.
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CHAPTER IV

VERSATILITY OF THE CONCEPTUAL FRAMEWORK

OF STRATEGIES

INTRODUCTION

The purpose of this chapter is threefold. First, there
is a need to highlight the applicability of the
conceptual framework of strategies discussed in Chapter
ITI. A second purpose is to indicate where and how
modifications should be made to the conceptual
framework as it relates to particular school
situations, Third, there is a need to elicit further
insight 1into the wvalidity and reliability of the

developed conceptual framework.

The conceptual framework of strategies discussed in
Chapter III should be operable for the great majority
of school situations, such as, urban high schools, high
schools located in large rural centres (for example,
Albany, Geraldton and Bunbury), and most urban primary
schools. However, by their very nature all schools are
different, each with their own particular
characteristics. In situations where the school's
characteristics are significantly different to the
majority of schools, the conceptual framework of

strategies can be readily modified. Two examples of
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such variations are the small urban primary school
situation and the isolated rural high school
situation. Outlining how the conceptual framework can
be modified in these two school situations demonstrates
the wversatility of this framework,. This chapter
focuses on the application of the conceptual framework

to those two school situations.

In each of the two school situations the relevant
school will be described in terms of administrative
structure, staff numbers, staff experience, staff
turnover, student numbers, geographic location, size of
the school community, and any other relevant
characteristics., Following the description of the two
school situations the versatility of the strategies
discussed in Chapter III will be examined. These
strategies include the formation of an implementation
team; the organization of a timetable; the development,
implementation and consideration of a community
analysis; anticipation of difficulties; establishment
of an effective communication system; the development
and implementation of specific motivational strategies;
and evaluation of the change process. Table 4.1
represents a summary of how the strategies might appear

as they apply to each of the two school settings.



TABLE 4_1: SUMMARY OF MODIFICATIONS TO STRATEGIES

STRATEGY

UR3AN PRIMARY SCHCOL

RURAL HIGH SCHOAL

Formation of thz Implemantatian
T2am

{a) Compasition and size

(b} Appointmant of co~ordinater

(c) Sz2laction of mambars

(d) Rala of co-ardinaktar

{2} Role af principal

Passibility of smallar sized implemzntation tzam, Propartion of reprasankativa
graups to b2 maintained.

Salactad from:

Fallow suggastad proéedures.

past graduats studanis; Saleciad from: parants;

taachers an extendad leave; communi bty membars;
retired taachers; schaol principal.
m2mdars of szhool skafd;

ratired businzssaman;

carmunity mambars;

parants;

szhool principal.

Follow suggzested procaduras.
Raprasentative from local tndustry
should be includad. .

As suggastad in Chaptar [1I.

As suggastad in Chaptar IIL, excep:t the school principal may also assume
the ralz of co-ardinator.



TABLE 4.1: SUMMARY OF MODIFICATIONS TO STRATEGIES (cont'd)

S$TRATIIY LI3AN PRIMARY SIHOOL fuRal HI3H SIHCO

Orzanizaties of a Timsiatla As suzzastad ia Chaptar [il

Davazlapmant and Imalawangtisg Atms and mashods of datz calliastion as Aimg and marthods gF daty eailaztion 23

of a Communizy Azalysis s in Cnma:z 17 T2 enliss . Sugjyastad '—'I Casprar IIf. Could ealis:
a o ' and assisnintz from mamiars of Parants' and
C R on eof Citirans' Ass:ma"wn Rapiizatian of
G 2 acs from guastignaaiszs may reguira assissanzs from
n -, agianal edugation Tazal industry or T6cal nawszagzar,

’ c2air2 o= lecal businsssas.

‘zeee



TABLE 4.1: SUMMARY OF MODIFICATIONS TO STRATEGIES (cont'd)

STRATEGY

UR3AN PRIMARY SCHOOL

RURAL HIGH SCRHOQL

Davalopment and Implemantation
of Specific Motivational Stratagies

Evaluation of Changz Procass

passible reliance on
cormunity “contacts" for soma rasourcas

As suggested in Chapter IIl excapt
may lack faciliitias to produca a
vid2a and a school community
newspapar; may hava to rely on
cormunity “"contacts" for some
rasources.

Formation of evaluation group and
gviluativz criteria as suggestad
in Chapter [II except evaluatien
exaart may have to b2 chasen from
mam=ar of staff, retirad teachars,
tzachars on extandzd l2ava or
post-graduata studant.

As suggastad in Chapter III although
isolation may be an influancing factor,
for exampia: raliance on lacal
assistance if unadle to producs vidag
with own fazilities;

mass madia may bz limitad to newspapar
and radio;

importanca of Jocal dignitaries;
impaortance of role of sports’' ¢lubs.

Formation of evaluakion group and
evaluativa critaria as suggsstad in
Chaptar [If excapt possibla prablam
in finding an evaluation expart,
Possibility of self-avaluation,

-
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Small Urban Primary School

The small urban primary school, located in a central
mekropolitan area, which is discussed in this chapter
is administered only by the principal. The size of the
school population would not, according to the relevant
education authority, warrant the appointment of any
deputy-principals. Approximateiy twelve teachers,
including the principal, comprise the total school
staff. Most of the staff are experienced teachers,
with more than five years experience, and staff

turnover is low.

Less than three hundred students attend the school,
with minimal year by year change to the student
population, Pue to the deregulation of school
boundaries the school community is relatively
widespread. As a result of its location the school is
in relatively close proximity to a high school and to a

wide range of other educational centres.
Isolated Rural High School

The rural high school, which is discussed in this
chapter, would be located in a geographically isolated
area. Such a school is administered by a principal and
two deputy-principals. Approximately twenty-one

teachers, including the three administrative staff,
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comprise the total school staff. The administration of
subject departments is the responsibility of senior
masters or senior mistresses. Most of the staff are
inexperienced, with 1less than five years teaching
experience, There 15 a high staff turnover, the
typical length of time at the school being two years,
and as many as half the staff leave in any one year.
Two primary schools, staffed by inexperienced teachers,

are located in close proximity to the high school.

The school caters for students from Years 8 to 12, but
is characterized by a low student retention rate in
Years 11 and 12. The total school population is
approximately twe hundred and fifty, while the
population of the local area is between three and four
thousand., One industry dominates the local economy and
provides most of the employment opportunities in the
area. Because of geographic isolation, the high school
has very limited access to education resources other

. than those available in the local area.

MODIFICATIONS TO THE STRATEGIES

Introduction

The initial reaction in each school, to the task of

widening the school's decision-making structure, would

probably be a series of discussions Dbetween the
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principal and the staff,_the principal and the ?arents'
and Citizens' Association, among the staff, and among
members of the Parent's and-citizens; Association. The
aim of these discussions could be to delineate clearly
the goal of the desired change, namely the ﬁidening of
the school's decision-making structure to include
members of the community, and to suggest methods by
ﬁhidh the goal could be achieved. A decision could be
reached in which the school decides to adopt the
. étrate@ies outlined in Chapter III. However, such a
deéision may require modifications to the suggested

strategies because of the peculiarities of the school.

The Formation of an Implementation Team

The formation of an implementation team to manage the
change process incorporates a number of issues
including the composition and size of the team; the
appointment of a co-ordinator; selection of team
members; the role of the co-ordinator;_and the role of

the principal.

Although the relatively smaller-sized school community
of the type of urban primary-school under discussion
may appear to obviate the necessity of having an
implementation team of the suggested size, equal
proportions. of representative groups should be

maintained. In general, this could mean obtaining a
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balance between membership representation vf the school
staff and the school community. If the co-ordinator of
the implementation team is a member of either group,
appropriate adjustments to the composition of the team
may have to be considered. Notwithstanding the
composition 1issue, the implementation team should be
able to co-opt individuals when such a move 1is

considered appropriate.

The relatively smaller-sized community of the isolated
rural high ‘school may also appeal as a reason for
reducing the size of the implementation team. However,
staff numbers woﬁld permit the recommended number of
teacher representatives on the implementation team.
Consequently the number of community members on the
team should be kept to a similar proportion. The
dominance of one industry in the area may make it
.prudent, and advantageous, to invite a representative
from this industry to become a member of the
implementation team. The advantages which could result
from such representation relate to the provision of
resources and use of facilities not possessed by the
school, The industry may also benefit from the
positive public relations which result because of its
participation in the change. Suggested proportions of
the implementation team of the isolated rural high
school should be maintained, as should the ability to

co-opt individuals to the team.
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The selection of the co-ordinator of the implementation
team for both schools should be the responsibility of
the school principal or the school adminisﬁrative team
and the executive of the Parents' and Citizens'
Association.f Financial constraints, within a small
urban primary school, may prohibit the employment of a
professional consultant. Nevertheless the position of
co-ordinator should still be ad§ertised. Applications
could be received from a number of sources inciuding
post-graduate students, teachers on extended leave,
retired teachers, members of the school staff, retired
businessmen, interested community members, and parents
of children at the school. <Consideration could also be
given to the appointment of the school principal to the
position of co-ordinator of the implemeﬁtation team,
As previously discussed the final decision on the
appointment of the co-ordinator may have implications
for the compositicn of the implementation team if a
balance between representative community groups is to

be maintained.

The appointment of the principal of the primary school
to the position of co-ordinator may necessitate
provision having to be made for some administrative
relief. This could involve the appointment of a member
of the teaching staff to the temporary position of
deputy-principal, and the appointment of a part-time

teacher to teach that person's class. In a similar
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respect the appointment of a member of the teaching
staff to the position of co-ordinator would require a
replacement teacher. Approval for the appointment of
an additional teacher, in either of these cases, would

be required from the relevant education authority.

The isolation of the rural high school, combined with
financial restraints, will pfobably preclude the
appointment of a professional consultant to the
position of co-ordinator of the implementation team. A
number of factors may also narrow the availability of
individuals possessing suitable skills to serve in the
position of co-ordinator. Among these factors are the
inexperience of the school staff and the employment
characteristics of the community. Those individuals
who possess the necessary skills required by a
co—-drdinator would probably be employed in an executive
capacity in either the local industry or the governing
body of the area. The demands of these occupations may
prevent the relevant individuals from being able to
accept the position of co-ordinator of the
implementation team. The isolation of the area would
probably not appeal to most people as a place for
retirement. This would preclude the availability of
retired teachers or retired businessmen as possible
appointees to the position of co-ordinator. However,
despite these factors, the position of co-ordinator of

the implementation team should be advertised to enable
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as wide a range of applicants as possible to be
considered. If the situation occurs that no suitable
applicatiorn for the position of co-ordinator is
received, it may be necessary for the principal to be
appointed. Such a move would be consistent with the
findings of Chadbourne et.al. (1987) who discovered
that, in rural areas, the principal is perceived by the
community as being responsible' for everything which
occurs in the school. Appointing the principal to the
position of co-ordinator would, in the eyes of the
community, gnsure a continuation of this
responsibility. In the 1likelihood of the principal
assuming the position of co-ordinator, an appropriate
adjustment should be made to the number of community
members on the implementation team. This adjustment
should be aimed at maintaining equal proportions of
community groups being represented on the

implementation team.

The appointment of the principal of the rural high
school to the position of co-ordinator may result in
the deputy-principals having to assume a greater
administrative workload. Such a move is made even more
desirable due to the additional responsibilities which
are acquired by the principal in the role of
co-ordinator. If the deputy-principals had some
teaching commitments, consideration should be given to

employing a part-time teacher on a relief basis. As in
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the case of the small urban primary school approval for
the appointment of a part-time teacher would have to be

obtained from the relevant education authority.

After the appointment o©f the co-ordinator of the
implementation team has been finalised, the process to
select members of the team should commence. For both
the school situations with wﬁich this chapter |is
concerned such a process should follow the ideas
outlined in Chapter III. The selection of members, as
discussed in Chapter III, should be the responsibility
of the co-ordinator, the school administration and the
executive of the Parents' and Citizens' Association,
and should follow the ©procedures o©of any formal

appointment.

The role of the co-ordinator was clearly outlined in
Chapter III in terms of administrative
responsibilities, expanding personal contacts, and in
the realm of group dynamics. A proposal was also
outlined that attention should be given to the
provision of office space, secretarial assistance, and
access to a telephone. In the event of the principal
being appointed to the position of co-ordinator the
provision of extra secretarial assistance may be
necessary due to the increased workload acquired by
that person. As discussed in Chapter III, the
possibility exists of easing some of the pressure on

the co-ordinator by appointing another member of the
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implementation team to the position of chairperson at

the regular team meetings.

The role of the principal in the change process has
been identified as including the maintenance of school
administration procedures, and being committed to and
knowledgeable about the change. In Chapter III a
suggestion was made that to effectively satisfy these
requirements - the principal may consider attending
relevant in-service courses and delegating some of the
administrative responsibilities to the
deputy-principals. In addition, the establishment of a
positive relationship with the co-ordinator of the
implementation team was viewed to be essential to the

attainment of the goal of the change process.

In the case of the small wurban primary school the
principal may have been appointed co-ordinator of the
implementation team. This situation would almost
necessitate the appointment of a person to provide some
administrative relief. Even if the principal is not
appointed to the position of co-ordinator, the
additional tasks confronting this person, combined with
the absence of any deputy-principals in the school,
presents a substantial argqument for the appointment ~f

a temporary deputy-principal.
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The role of the principal of an isolated rural high
school is likely to become that of the co-ordinator of
the implementation team. The principal 1is thus
presented with a situation in which dual roles have
been acquired. Such an occurrence, as previously
discussed, almost necessitates the school's
deputy-principals assuming a greater share of the

administrative responsibilities.

Organization of a Timetable

Although the size of each of the school's communities
may be smaller than the communities of the type of
schools for which the strategies discussed in Chapter
I1T were developed, the possibility of a smaller-sized
implementation team would maintain a similar relativity
in respect to the workload. Therefore, the suggested
timetable, over a twelve month perioed, with due
consideration being given to flexibility and timing of

initiated approaches, should be followed,

The Development, Implementation and Consideration of a

Community Analysis

The aims of a community analysis, as discussed in
Chapter III, were to gather information about
characteristics of the community. Such community

characteristics include its educational philosophy; its
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interpretation of administrator and teacher roles; its
perception of school-community communication; its
receptivity to change; socio-economic background;
occupations of community members; the number of welfare
beneficiaries; the number of working parents; and the
identification of local business and community
organizations. These aims are relevant to a community
analysis conducted in any school.and are applicable to

both the school situations in these case studies.

Suggestions on methods to collect the required
information included the distribution of a
questionnaire, researching available statistics,
conducting a study of the press, and dividing the
community into =zones of responsibility to enable
members of the implementation team to gather
information on a personal basis. The implementation
teams, of the school situations under discussion, may
also request assistance from members of the Parents'’
and- Citizens' Association in the organization of
informal meetings either in a community setting or at

the school.

As discussed in Chapter 1III, organizations in the
cemmunity may be able to assist in some aspects of the
implementation of a community analysis. In the case of
a small urban primary school a lack of suitable

facilities may necessitate assistance being sought in
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the replication of a questionnaire. Possible sources
of aid could be a nearby high school, the regional
education centre, and 1local businesses. If suitable
printing facilities are not available at the rural high
school, 1its 1isolation may prevent assistance being
requested from regional education centres. The small
size of the primary schools in the area would suggest
that these schools are also. lacking 1in suitable
facilities. A possible solution to this problem is
that the regional industry may have the necessary
resources to assist in the replication of a
questionnaire. ‘If a local newspaper is produced in the
immediate area, assistance may be sought £from this

source.

Interpretation of the information obtained by the
community analysis should follow the procedures
suggested in Chapter III. The small urban primary
school c¢ould be in close proximity to tertiary
institﬁtions. This may enable assistance to be
requested from these organizations in the analysis of
the obtained information. If a suitable approach is
made to tertiary institutions, such assistance could be

provided free of cost.

Isolation of the rural high school may prevent close
contact with tertiary institutions in relation to

interpretation of the data obtained from the community
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analysis. If computer assistance is required for data
interpretation two possible solutions to overcome the
problem of isolation could be to approach the 1local
industry or to liaise with a tertiary institution
during a school wvacation, In a similar respect,
discussions with tertiary institution staff on the data

obtained may have to occur during a school vacation,

Anticipation of Difficulties

Previous discussions have determined that the
difficulties which could emerge during the change
process may emanate from the community and within the
implementation team. Any difficulties associated with
the community should be solved by the establishment of
an effective communication system and the development
and implementation of specific motivational
strategies. Problems which may occur within the
implementation team should be the responsibility of the
co-ordinator of the team. These ideas, outlined in
more detail in Chapter III, should apply in the case of
both a small urban primary school and an isolated rural

high school.
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The Establishment of an Effective Communication System

Chapter III discussed the establishment of an effective
communication system as comprising two broad phases,
the evaluation of existing practices, and the
restructuring of communication practices. To
accomplish the second phase the characteristics of an
effective communication system ‘would be identified,

followed by the implementation of these characteristics,

The general thrust of the methods to establish an
effective communication system is applicable to both
the small urbah primary and rural high school.
However, the characteristics of the urban primary
school may prohibit certain suggested features of the
restructuring phase from being utilized. For example,
the school may not have the facilities to produce taped
telephone messages. To overcome this problem 1liaison
with an organization such as a nearby high school or
tertiary institution, which is able to provide the
required facilities at 1little or no cost, may be

necessary.

The presence of a media department in a small urban
primary school is unlikely. Consequently, previous
suggestions about the involvement of such a department
in the production of oral and written communication 1is

inapplicable., A member of the teaching staff may have
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skills or an interest in media, which would compensate
for the lack of a media department. If there are no
members of the teaching staff with the required
interest or skills, the implementation team may have to
rely on "contacts" in the community to obtain advice on
improving and producing aspects of oral and written

communications.

Computing skills in primary school students may not
have been developed to the extent where use could be
made of these skills in the production of written
communications. A staff member may have the requisite
skills, but not have the time to participate in the
production process. In an attempt to overcome this
difficulty it may be possible to persuade the nearby
high school to allow its students to contribute their
skills, while ensuring that appropriate accreditation
is received for their contribution, Otherwise
"contacts" in the local community may have to be

utilised.

Although the small urban primary school may possess the
facilities to print one or two-page newsletters, it is
unlikely to have the capability of prclucing a regular
school-community newspaper. Approaéhes could be made
to the nearby high school, regional education centre or
local businesses for assistance in this respect. If

such assistance is unavailable, the production of a
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school-community newsletter may provide a compromise

solution,

Student involvement in the production and installation
of bulletin boards may be inappropriate, in a small
urban primary school, due to the lack of appropriate
skills among the students. In this situation the best
alternative may be to persuade .parents to contribute

their skills to the provision of these hoards.

Despite these apparent deficits in the facilities and
resources available in a small urban primary school,
the suggested alternatives should ensure that an
effective communication system will be established.
Every effort should be made to involve staff, students
and community  members in the restructuring of

communication practices.

The resources available at an 1isolated rural high
school should allow the suggestions, outlined in
Chapter III, on the restructuring of communication
practices to he implemented. In addition  the
implementation team should consider the role of the
local media in its efforts fo improve the school's
commun@cation system, The isolation of the school,
although impairing access to television exposure,
probably makes the use of the available local media

(newspaper and radio) more important than in the case
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of a school located in a large metropolitan area.

The Development and | Implementation of Speéific
Motivational Strategies | |

The development and implementation of specific
motivational strategies are | aimed at involving
previously uninvolwved individualé and groups in school
life, conducting a public meeting to publicize the.
change prOCesé, and maintaining enthusiasﬁ towards the
change. With two excebtions, the suggestions outlined
in Chapter III about = the specific motivational
strategies are applicable to a small urban primary

school.

First, the school may have neither the facilities nor
the expertise to produce a video about the school and
the change process. In this case assistance could be
sought from the regional education centre. Another
alternative may be. to approach a local tertiary
institution with the proposal that media students
produce the 'vided as part of their course. A third
éltefnative could be the use of any "contacts" in the
media industry. However, if none of these ideas are
applicable then the implementation team may have to

forego the use of a video as a motivational strategy.

Second, and as previously discussed, the production of
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a school-community newspaper {as a method of
maintaining enthusiasm tdwards the c¢hange) may be
prevented by the lack of appropriate facilities.
Attracting sponsorship may allow a newspaper to be
produced, or facilities at other educational
institutions, such as high schools, could be utilized.
However, a compromise in the form of a newsletter may

eventuate as the only practical alternative.

The suggestions outlined in Chapter III are applicable
for an isolated rural high  school, but the
implementation team should éonsider the implications of
the school's isolation, If the school does not have
the facilities to produce a video about the change
process the team's only alternative is to seek 1local
assistance, In the case of the local economy being
dominated by one industry, it would appear that this
industry may have an important role to play in the
production of a video., If the primary schools in the
immediate locale are also undergoing a similar change
process, it could be possible to produce one video for
all the schools. As in the case of the small urban
primary school, if the assistance is not forthcoming in
the production of a video, such a motivational strategy

may not be able to be used by the implementation team.

The use of the mass media in the implementation of

specific motivational strategies may be limited to the

-
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local newspaper and radio station. Maximum use should
therefore be made of fhe available facilities, and the
production of a school-community newspaper may assume a
more important role .than it would in a metropolitan
school. To maké maximum use of time, energy and
finances it may be desirable to liaise with the area's
primary schools in the production of a school-community

newspaper,

The isolation of +the school may mean that the
involvement of.local dignitaries in the change process
is of greater importance than at a metropolitan
schocl. Every effort should be made to ensure that the
local dignitaries are invited to the initial public
meeting and other evehts organized to publicize and

maintain support for the change.

Isolation may also contribute to the importance of the
role of local sports’ clubs in the change process. The
imporﬁance of sporting activities as one of the few
sources of recreation available to 1local residents,
presents the implementation team with an excellent

opportunity to widen its publicity campaign.
Evaluation of the Change Process

The essence of the d4discussion in Chapter III about

evaluating the change process included the formation of
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an evaluation group énd suggestions regarding
‘evaluative criteria. The evaluative criteria, and
methods of measurement, are appropriate for both a
small wurban primary and isolated rural high school.
However, the formation of an evaluation group for the
small urbah primary school may require_ some
modification. The suggestion of employing an external
agent on the evaluation group éould be prohibited by
lack of funds. The solution to this problem is to find
a person, possessing the necessary expertise to fulfil
the required role, who is prepared to volunteer.for the
position. Such a person could be a member of _the
teaching staff, a retired teacher, a teacher on
extended leave or a post-graduate student. If a member
cf the school staff is appointed as the expert in
evaluation, consideration should be given to the

provision of relief from some teaching duties.

In the case of an isolated rural high school, finding
an ‘“"expert” for the evaluation group c¢ould be a
problem. The inexperience of the teaching staff at the
school may prohibit the appointment of a staff member
as the evaluation expert. The use of a person from.the
regional education centre would probably be
unsatisfactory due to the desirability for continual
monitoring of progress. Locating an external agent
possessing the required evaluation skills would be made

improbable due to the isolation of the school.
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The search for an evaluation expert could thus be
difficult. A ?ossible solution is to approach one of
the principals of the area's priméry schools to act as
this evaluation expert. However, this may be
comélicated by the fact that the primary schools could
be undergoing a similar change, with the principals
acting in the role of co-ordinator of their school's
implementation team, Consequently, the implementation
team of the rural high school may have to rely on a

process of self-evaluation.

SUMMARY

This chapter has highlighted the applicability of the
conceptual framework of strategies developed in Chapter
III. The discussion indicated where, and how,
modifications should be made to the conceptual
framework as it relates to particular school
situations. The suggested modifications demonstrated
not only the versatility, but alsc the validity and

reliability, of the conceptual framework of strategies.

From the discussion on the modifications to the
strategies a number of issues emerged. The
implementation teams of both school situations face the
likelihood of financial constraints. To overcome such

constraints the implementation team may have to
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demonstrate creative enterprise, have a sound knowledge
of resources 1in the 1local area, and realise the
importance of goodwill in obtaining resources from
outside the school. Examples where creative
enterprise, sound knowledge of resource availability or
goodwill are important include the appointment of the
co-ordinator; the development, implementation and
consideration of a community analysis; establishment of
an effective communication system; the development and
implementation of specific motivational strategies; and

evaluation of the change process.

The implementation team of a small urban
primary-school, in attempting to overcome financial
constraints, may also face the problem of obtaining
resources from outside the school. Examples of where
such resources c¢ould be obtained include the nearby
high school, the regional educational centre, tertiary
institutions and “contacts® in the community. As
previously discussed, successful approaches to obtain
assistance from these sources are almost entirely
dependent upon goodwill, if substantial costs are to be

avoided.

Financial constraints in an isolated rural high-school
are further complicated by the isolation of the
school. This additional factor is noticeable in the

appointment of a co-ordinator; the development,
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implementation and - consideration of a community
analysis; and the importance of local media in the
establishment of an effective communication system. In
relation to the development and implementation of
specific motivational strategies, isolation of the
school may contribute to the reliance on 1local
assistance if a strategy such as the production of a
video is to be utilized. Othef aspects of specific
motivational strategies which could be influenced by
isoclation include the 1limitation of the use of mass
media to the local newspaper and radio, the importance.
"of involving local dignitaries in the change process,
and the role .of local sports' clubs in maintaining
ihterest in the task of the implementation team,
Isolation may also require modifications to the
suggested evaluation process by contributing to the
possible preclusion of the appointment of an evaluation
expert, thereby.causing the implementation team to rely

on a process of self-evaluation,
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CHAPTER V

SUMMARY, IMPLICATIONS AND RECOMMENDATIONS

FOR FURTHER RESEARCH

INTRODUCTION

The purposes of this chapter are to present a summary
of the study, examine the implications of the study in
relation to the two problem questions identified in
Chapter I, and to make recommendations for further

research.

SUMMARY

The aim of this study was to develop, by a deductive
approach, a conceptual framework of strategies which
schaool administrative teams could use to implement
school-based decision-making groups. In particular,
the strategies were designed to increase the
participation of non-school-based community members in

school decision-making processes.

The review of the literature was structured around
three focusing themes - the need for an overall plan,
the availability of adegquate time and the provision of
sufficient financial resources. In addition to the

review of the literature based on the three focusing



" l248.

themes, a qualitative meta-analysis was undertaken to
determine other characteristics of the literature.
Such charaéteristics included whether the 1literature
had a theoretical or research basis; the date and
geographical area of publication; the style of
presentation (text, Jjournal article, unpublished
thesis, conference paper); and a break-down by aspect
of increasing community participation in school

decision-making processes,

Within the themes used to structure the 1literature
review a number of strategies relevant to the purpose
of this - study were revealed. These strategies
"concerned aspects related to the formation of a
school-based decision-making group and in the field of
school-community relations. Using a deductive
approach the separate strategies were assembled into a
conceptual framework. The conceptual framework would
seem to enable school administrative teams to increase
community participation in school decision-making
processes. The devised strategies should prove
suitable for most school situations in those systems
where added responzibilities for school administration

have been devolved to the school level.
Despite the applicability of the conceptual framework

of strategies to most school situations, there could

be school situations where modifications may bhe
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necessary. Two sSchool situations - a small wurban
primary-school and an 1isolated rural high-school -
were considered in this respect. The suggested
modifications not only highlighted the versatility of
the conceptual framework of strategies, but also its

validity and reliability.

IMPLICATIONS

In discussing the implications of this study reference
will be made to the two problem questions which
provided the skeletal framework of the study. These

two problem questions were:

1) wWhat is the nature of the process (strategies) of
implementing a school-based decision-making group

in relation to non-school-based community members?

2) How might these implementation processes be useful
to those involved with decentralized

administration?

A discussion of the implications of this study in
relation to the first problem question should refer to
the ability of the conceptual framework of strategies
to overcome problems which schools have encountered in
the formation of school-based decision-making groups.

To undertake this task reference is made to the
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problems encountered by Victorian schools as outlined

by Chapman and Boyd (1985), and Chapman (1987).

The problems uncovered by Chapman and Boyd (1985), and
Chapman (1987) included the provision of inadequate
support; the imposition of an non-feasible timetable
under which the change should occur; a neglect of the
need for retraining and in—serviee courses designed to
foster the 1learning of new attitudes and roles
fundamental to the new style of management; inadequate
transformation of sources of power and resources from
the traditional Dbureaucracy; principals not being
given sufficient detail pertaining to the advantages
of devolution; animosity caused by the government's
perceived disrespect for principals; and the failure
of the Victorian State government to give attention to
decentralization processes and logistical issues due

to the lack of an organizational implementation team.

Two o0f these problems are outside the realm of the
conceptual framework of strategies. The inadequate
transformation of sources of power and resources from
the traditional bureaucracy, and the government's
perceived disrespect for principals are issues which
should be dealt with at the system level. However,
the latter problem may be overcome by the generation

of a “team spirit" at the school 1level by the
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implementation of the conceptual framework  of

strategies.

The problem of 1lack of financial support has been
considered within the conceptual framework., One of
the focusing themes on which the set of strategies was
developed included the proviéion of sufficient
financial resources. These financial resources would
be used to cover the costs necessary for
non-school-based persons to becomé involved in the
school-based decision-making group. Costs of a
general administrative nature such as stationery,
entertainment, advertising, promotion, and even some
secretarial assistaﬁce are likely to be
non-contentious and readily agreed upon by the
initiators of the change. However, the framework of
strategies also regquires a commitment on the part of
the initiators to undertake substantial financial
expenditures. High profile advertising campaigns and
the appointment of a professional c¢onsultant as
co-ordinator of the implementation team represents,
for many schools, a venture into new domains of
allocating limited financial resources. Such
high-level expenditure will probably generate dilemma
situations which will need to be resolved. On the one
hand, such resources might be used for upgrading
teaching resources and learning materials, or the

provision of teacher relief. On the other hand, from
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the long-term goal viewpoint, the advantages of having
large-scale community involvement, support and input
into the affairs of the school could be argued with

equal vehemence.

One can envisége the debate which would ensure on this
basic issue,. The provision of sufficient financial
resources from the Ministry of Education would seem to
constitute a costly option. Realistically, the notion
of the Ministry of Education covering the entire costs
of professional consultants for all schools would seem
to be non-feasible. Just as realistically the notion
of each school assigning one salaried positioﬁ_ for a
professional co-ordinator would be untenable.
Logically a commitment will need tc¢ be made by both

parties.

For the Ministry of Educatioh to achieve its blueprint
for effective, well-represented school-based
decision-making groups, a reasonable contribution
toward the costs of a professional co-ordinator
should be made. In this way the Ministry of Education
would not only be appeasing the conéern expressed by
Chapman and Boyd (1985), and Chapman (1987) about one
of the major breakdown points in the Victorian
situation, but also heeding the research of

Casner-Lotto (1988) who indicated that the provision
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of money contributed to the success of a school

improvement program in Indiana. Likewise, 1if the
school administrative team undertook some
belt-tightening or re-allocation of duties, some

staff-time cost should be transferable toward the
professional co-ordinator position. Understandably,
each school will need to rationalize the kind of

proportionate staff-member cost Iagainst the size of
the school, the availéble teaching expertise of the
staff, and the scale of the task. confronting the
school ﬁith regard to the readiness of the community
to become involved. All this will need to occur
against a backgfound of awareness and appreciation of
the worth in having a wvital, dynamic, ongoing
non-school-based community pafticipation in  the

school~based decision-making group.

As was discussed in Chapter IV some school situations
are such that the appointment of a professional
co-ordinator is simply non-affordable. Obviously each
school will have to assess 1its capacity to expend
along the part-time to full-time continuum. However,
as this study has deduced, schools and the Ministry of
Education will have to accept that money is necessary
to implement the school-based decision-making
component of the Better Schools in Western Australia:
A Programme for Improvement (1987) document. All the

evidence from systems elsewhere which have undertaken
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this change, indicates forcefully that school-based
decision-making groups characterized as  being
superficial, non-productive and weakly-manned tend to
result from little or no input of financial support.
To ensure that school-based decision-making groups are
both viable and effective, sufficient fihancial

resources will have to be provided.

The timetable proposed to implement the conceptual
framework of strategies was designed to allow an
" appropriate amount of time to ensure successful
implementatioh; The twelve-month period was argued to
be appropriate.in terms of stability of school staff,
stability of membership of the two executive bodies in
the school, and completion of the task prior to the
long summer | holiday-break. In additioﬁ, the
twelve—moﬁth period would :eem to be compatible with
the timetable of implementation suggested in "“A
Document for Discussion. School Development Plans--
Schooi— Based Decision-Making Groups"”  (Ministry of
Education, n.d.), which allocated to schools a period
slightly exceeding twelve months in which to establish

'school-based decision-making groups.

sufficient time was -allocated in  the suggested
timetable to enable the strategies to be effectively
implemented. For example, the development,

implementation and consideration of a community
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analysis was allowed a period of five months. The
timetable also ensured that the interdependence of the
stratedies was maintained. In this instance the
development of specific motivational strategies was
not timetabled to commence until the information
obtained from the community analysis was considered.
To have timetabled these two strategies simultaneously
would have been a worthless activity since the
development of specific motivational strategies is
dependent upon information obtained from the community
| analysis. Adopting the proposed  timetable will
overcome the time problem as identified in Victoria,
be compatible with the directives of the Ministry of
Education in Western Australia, allow sufficient time
for the effective implementation of each of the
.strategies, and ensure that the interdependent nature

of the strategies is maintained.

The two problems of 'neglect of retraining and
in-service courses, and the failure to inform

principals of the.advantages of the change, are taken
into account within the conceptual framework of
strategies through the section which discussed gfhe
role of the principal. This discussion outlinéé:the
desirability of principals attending in-service
courses.which.would'aésist them in their role in the

change process.
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The ‘organization and operation of the in-service
courses will require some fiscal expenditure. The
responsibility bf providing the necessary funds will
lie with the initiator of the change. As previously
discussed in this chapter, the initiatﬁr of the change
must be prepared to allocate funds to ensure that the
change process is smoothly implemented. Any
in-service course should make use of
economies-of-scale by being conducted for a number of
principals in the same-}district.' In this way
information will be disseminated to a relatiﬁely 1arge
numbef of pfincipals, thereby making efficient use of

both money and time.

The attendance of principals at in-service courses may
prove disruptive to the daily functioning of schools.
To minimize any disruption the deputy principals or
other senior staff will have to temporarily increase
their worklcads. To further minimize any disruption
some in-service courses could ‘-be scheduled after
school, at week-ends or during school vacations.
However, a compromise should be reached in that some
in-service courses could be held during school time,
while pthers could occur during out—of-school hours.
If all in-service courses were conducted during
out-of-school hours some principals may become jaded
if they do not enjoy a sufficient amount of leisure

time. Alternatively, to schedule all in-service
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coursés during school hours may prove o be too
disruptive to the functioning of schools. Obtaining a
balance between the two ©presents an acceptable
compromise - the initiator of the change is funding
“the in-service courses and the principals are using
some of their own time to familiarise themselves with

the change process.

The problem of a lack of;;an implementation team to
manage the change process has been overcome, at least
-~ at the schodl level, by the formation of such a team.
The composition. .- of +the implementation team was
designed to overcome any claims of prejudice by
ensuring that no community group will be able to
dominate the change process. The thoroughness of the
membership selection process ensures that only those
who express an interest, and are aware of the
requirements, become members of the teamf Employing a
professional consultant to manage the team contributes
to the successful implementation of the change because
of the skills such an individual would possess. In
school situations which prevent a professional
consultant ffom being employed, Chapter IV outlined
other alternatives which included, among others, the
school principal, a post-graduate student, and a
retired businessman. The roles of the co-ordinator
and the principal were carefully defined. The

co-ordinator's role included
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administrative tasks, expanding personal conﬁacts, and

in the area of group dynamics. The principal's role
was described as maintaining the smooth functioning of
the school, being implicitly and explicitly committed
to the change, and being knowledgeable about what
needs to be done. Above all, the relationship between
the co-ordinator and the principal should be empathic
and positive. Essentially, the suggestions discussed
in relation to the formation of an implementation team
were designed to ensure that the team would be

effective in undertaking its designated tasks.

In addition to considering how the concéptual
framework of stratégies could overcome difficulties
which researchers have uncovered as schools deal with
the issue of decentralized decision-making, the
interdependent nature of the strategies should be
stressed. Throughout the discussion on the conceptual
framework such interdependence was emphasized, as
revealed diagrammatically by Figure 3.1 in Chapter
ITI. Essentially, to be effective, the strategies
within the conceptual framework should not  be
implemented in isolation, and their implementation
should be carefully scheduled, For example,
developing an effective communication system requires
information on the methods of communication most
preferred by the - community. Such information will

only become available from the community analysis.



.259.

Consequently, the development of an effective
communication system has been timetabled after the
information obtained from the community analysis has

been considered.

In relation to the second problem question, "How might
these implementation processes be useful to those
involved with decentralized édministration?", the
i.mplications of this study are twofold. First, the
conceptual framework of strategies provides a
check-list for schools which have already formed a
school-based decision-making group. Such a check-list
could be used to determine the origins of any éroblems
which  schools have encountered. For example,
school-community communications may not be effective.
The conceptual framework indicates possible causes of
such ineffectiveness, and suggests solutions to the
problems. Among the solutions suggested to overcome
problefns with written communications were to ensure
that such communications were easy to understand,
attractively presented and used appropriate
vocabulary. In addition, the conceptual framework
provided suggestions on how oral communication
practices could be improved. These suggestions
included the adoption of a courteous, friendly
approach toward school visitors and the use of taped
telephone messages. Furthermore, the conceptual

framework indicated that openness in the communication
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system could be developed by the establishment of
“positive linkages with the community through key

individuals,

Second, schools which have yet to form a school-based
decision-making group can use the conceptual framework
in their planning processes. School administrative
teams (the principal and seniof staff) can refer to
the conceptual framework as a starting point. In some
cases school administrative teams may not have
considered the formation of an implementation team or
the use of a community analysis as part of the change
process. The conceptual framework indicates, in some
detail, how these and the other strategies, should be
developed and wutilized in the process to establish

school-based decision-making groups.

In the absence of prevailing theory on the formation
of school-based decision-making groups, the two
problem questions  which provided the skeletal
framework for this study, required the development of
new theory. Consequently, this study has used a
deductive approach to evolve such theory. The basis
of the developed theory was the information which
researchers have discussed on various aspects of
schools and their communities. Included among these
aspects were school-community relations; undertaking

change in schools; problems encountered by schools in
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the implementation of school-based decisioh-making
groups; school-community communication; and developing
community involvement in various school activities and
functions. In addition, information was obtained on
developing community involvement in another human
service organization, namely the Health Systems Agency
Scheme in the United States of America. While the
information obtained examined individual aspects which
could be related to the formation of a school-based
decision-making group, no overall plan was discerned.
This study therefore developed, from this
information,an overall set of strategies which would
be used to form a school-based decision-making group.
The developed sttategies concentrated on

non-school-based community members.

Essentially, this study has been a theory building
exercise. The developed conceptual framework of
strategies does appear to be functional and workable.
From a logical analysis the framework would appear to
he worth testing. However, this study has not
advanced into the practical implementation stage of

the conceptual framework.
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RECOMMENDATIONS FOR FURTHER RESEARCH

The previous section concluded with the comment that
the conceptual framework of strategies has not been
advanced 1intoe the practical implementation stage.
Therefore, the practical implementation of the
conceptual framework is an area 1in which further

research should be pursued.

While the current study had deduced a conceptual
framework of strategies to increase the participation
of non-school-based community members in school
decision-making processes, a similar approach could be
used to develop conceptual frameworks for increasing
the participation of teachers and students in school

decision-making processes.

A third area for further research is developing the
content of in-service courses which will assist school
administrative teams, and principals, in particular,

to establish school-based decision-making groups.

The development of skills and knowledge awareness
courses for individuals who wish to serve on a
school-based decision-making group is another area in

which further research could be required.
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Another area which c¢ould require further research is
the development of evaluative criteria, and the
allocation of responsibility for evaluation, for the

effectiveness of a school-based decision-making group.

Finall}, schools and their communities should be
provided with guidelines on the actual formation
process of a school-based decision-making group. Buch
qguidelines could be established through the pursuit of

further research.
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APPENDIX ONE
QUALITATIVE META-ANALYSIS

Appendix one contains details of the procedures
adopted for the qualitative meta-analysis of the
literature which relates to community participation in
school decision-making processes. Thié type of
analysis was undertaken because it can be argued that
a discursive review is, on its own, a restricted way
of presenting a variety of literature with different
emphases, findings, foci, and research methodologies.

Procedures for undertaking a gquantitative

meta-analysis are well documented {for example: Glass
1976; Glass et al., 1981). However, few systematic
proéedures, with a similar organizational power, have
been devised for the accumulation and integration of
the findings of a body of research which |is
non-experimental. The procedures adopted 1in the
present research were based upon techniques, devised
by Deschamp (1983) and Hyde (1985), for the
aggregation of information about non-experimental
research studies and their findings in a way which

permits re-analysis of the data.

The literature meta-analysis attempts to overcome the

high 1level of subjectivity, notwithstanding any
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attempt at categorization, which appears to be the
main disadvantage with discursive literature reviews.
Although these reviews provide the reader with a
substantial amount of information about each study,
they are 1low on synthesizing power. The element of
synthesizing power 1is considered important to case
study reports, which attempf to provide a detailed
description of the phenomena at tﬁe focus of the
inquiry. However, when a body of literature is
relatively large, and contains a variety of report
modes, a comprehensive discursive review becomes
difficult. In the present research an appropriate
compromise was reached .in that a discursive and
illustrative review of some of the 1literature was
combined with a more detailed analysis of the total
body of 1literature reviewed during the —research

Process.

Glass et al. (198l) proposed techniques to undertaking

a guantitative meta-analysis which inveolved a number

of Jliterature analysis techniques. One of these,

directly relevant in gualitative meta—analysis, was
the use of a coding schedule which had categories
appropriate to a range of information about each
study. The purpose of the coding exercise was to
provide a method by which components of a study could
be analyzed according to pre-determined factors. The

coding schedule included such factors as:
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(1) year and style of publication;
(2) number, age and sex of subjects;
(3) treatment characteristics;

(4) design of the study:

{(5) outcomes/£indings;
(6) sample selection;
(7) effect sizes.

(For example Glass, 1976; McGaw, 1980; and Glass

et al., 1981).

In the present research, and based upon the schema
developed by Deschamp (1983) and Hyde (1985), it was
decided initially to base the coding schedule on the

following variables:

(1) vyear and style of publication;

(2) geographic area of origin;

(3) type of study (e.g. case study, survey);
(4) sources of data;

(5) focus of the study;

(6)  findings of the study.

A number of comparisons are made possible by these
factors. In the case of research studies being
compared across time and geographic area of origin, an
illustration of the amount of research undertaken in a

particular area over time, at specific points during
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thét period, and the 1location(s) of that research are
revealed. The comparison of these factors with other
individual factors, or combination of factors, will
provide further in—sights into the research area which
then can guide the interpretation of the summative
data. Additionally, such an approach can reveal areas
which have been overlooked by researchers, and suggest
the investigation of areas where céntradictions have

appeared in the findings.

Despite  the advantages which a  guantitative

meta-analysis would provide to a review of the
literaturé it was discovered that, due to the nature
of the present research and the 1literature reviewed,
the initial coding schedule was deemed inappropriate
to undertake such a procedure. Consequently, a
decision ﬁas reached not to proceed with a

guantitative meta-analysis, but to concentrate on a

relatively exhaustive gualitative meta-analysis of the

literature.

The gualitative meta-analysis initiated in the present

research included a number of steps:

{l) delineating the area of research to be
synthesized;

(2) identifying the research available;

(3) obtaining copies of the research identified;

(4) reading and summarizing the research;
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(5) developing a coding schedule;

(6) defining the criteria to be used in coding;
{(7) coding tﬁe studies;

(8) .designing tables to illustrate the data;

(9) tabulating the coded data;

{10) analyzing the tables;

(11) providing a written description of the

results of the analysis.

The advantage of this approach is that it allowéd the
analysié of the wide range of research contained
within the general area of.community participation in
school decision-making, and goes beyond simply

grouping the findings,

Delineation of the Area of Research to be Synthesized

The conéepts of "school community" and "participation*
were discussed and defined in Chapter I. Essentially
the definition of community was examined in terms of a
school's community and defined in psychological rathgrf.
thah geographic terms. The definition was then
further refined, to reflect the thrust of the present
research, as non-school-based personnel who have an
'; ;érest in, or influence on, a school. Participation

waé defined as individuals or groups being pa;t of the

‘decision-making process, and having the responsibility
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of making decisions, together with accountability for

those decisions.

Identifying the Available Research

The relevant research was undertaken from four
SOUrcCes. First, general sources such as: ERIC
ﬁocuments; ERIC Current Index to Joufnals: and current
journal indexes; were consulted. Second, a computer
- search of the Iliterature was undertaken wusing the
DIALOG Information Retrieval Service. The broad
descriptors used to identify data sources included
decision-making, participative decision-making, school
community relationship, school involvement, parent
school relationship, parent teacher co-operation, and
school based management, Third, references were
obtained from bibliographies of research articles and
texts. Fourth, references were used which had been
identified in the Post-Graduate Diploma in Educational
Studies course, at the Western Australian College of

Advanced Education.

Obtaining Copies of the Research to be Synthesized

The majority of the research literature were reported
in journal articles. These articles were either read
and summarized ét the 1libraries of the various

tertiary institutions in Western Australia, or
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photo-copies were obtained through the
-inter—librafy—lban service, A similar approach was
used with conference papers and other types of
documents, although in some cases  copies of
unpublished theses were obtained directly from the
authors. Texts, which formed the major type of

document in the theoretical 1literature, were either
borrowed directly from the librafies at the different
campuses of the Western Austfalian Coilege of Advanced
Education, obtained through reciprocal borrowing
priveleges with the other teftiary institutions 1in
Western Australia, or borrowed through the

inter-library-loan service.

Reading and Summarizing the Research

Each article identified in tﬁe literature search was
read and recorded 1in a card index according to
standard referencing format. A brief summary of each
article was wfitten on the reverse side of the card.
The set of cards was re-sorted according to the
variébles listed for the qualitative meta-analysis.
In hindsight it would have been worthwhile to have
prepared a second set of cards to facilitate the

sorting procedure.

The Coding Sdhedule and the Criteria Used in Coding
In accordance with.the objectives of the qualitative

meta-analysis, and the delinéated area of research
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(refer to Chapter 1II), the initial coding schedule

made provision for the following information:

(1) author and daté of publication;

(2) type of publication;

(3) dgeographic area of origin;

(4) information on structuring a thesis;

(5) aspect of increasing community

participation in school decision-making.

The Coding Procedure

The coding procedure involved re-sorting the set of
cards according to the variables identified in the
qualitative meta—analysis. The coded information was
then entered into cumulative tables (see Appendices

ITI, III and IV).

The Design of Tables for the Illustration of

Analytical Data

The presentation of the analytical data was based on
two approaches. The first was determined by the
desire = to provide contextual and non-trivial
information about'thé body of research against which
the research findinés could be considered. This
information was organized  into tables  which

illustrated the type and year of publication, country
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of origin, and research mode. As a contextual basis
for the analysis of. the research, these data were
consid¢19d to provide an appropriate measure of
"persuasiveness" of those findings. The degree of
"persuasiveness"” being contingenE upon such factors as
the age, geographic location, and scope of the

research.

The second approach involved the synthesis of the
findings according to the relevant aspects of the
present research., Two broad aspects were identified
as being relevant. The first considered information
in'rélation to structuring a thesis or dissertation;
although it was eventually decided that tabulation of
such information wés not required. The second aspéct
concerned information which could be classified within
categories in relation to increasing community
participation in school decision-making. The
usefulness of this level of analysis is found within
the indications which it provides about the trends in
research foci, the deficits in these, and the
consistency of findings over time and across

geographic areas and education systems.

Construction of the Tables
The collation of the data from the coded records into

descriptive tables involved the compilation of tallies
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for each Eable. These procedures appeal as being
applicable to computer processing, but in the case of
the present researcher . lack of familiarity with
computer processing  skills inhibited such a

developmant.

Analysis of the Area of Research

The information contained in the tahles was
supplemented by a written discussion (see Chapter
I1I). The written discussion comprised summariés of
the tables combined with appropriate analytical
comments, Essentially, the total portrayal of the
research literature was designed to be consistent with

the objectives of the qualitative meta-analysis.
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APPENDIX TWO

TABLES RELATING TO THE
THEORETICAL LITERATURE



TABLE 2.7: THEQRETICAL LITERATURE REVIEWED BROKEN-COWN

BY TYPE AND YEAR OF PUBLICATION

¥aar of Puyblication

Typa af Qaocumant

Pra 1970 1970-73 1973-76 1977-7% 1980-32 1983-35 IéSﬁ-B? Fost 1987 Total

~
~J

Taxt 1 5 2 3 5 1 1 18 )]

Journal

Qesaarch Rapor:

Confzranca Paoar i 1

Okhar (2.q. Gavarnmant

rapart, mimas, unpublishad i 1 3 1 6

© pager, microficha.}
Tatkal 1 7 2 k| 6 4 2 23
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TABLE 2.2: TIIE THEORETICAL LITERATURE BROKEN=-DOWN
BY TYPE OF PUBLIGATION AND GEOGRAPHIG
AREA OF ORIGIN

coee _Geographlc Area_oC Oripgin | _
Type of Document, Horth s tedd Australia/

America Kingdom New Zealand Tolal
Text 14 P b iR
Journal
Research Report
GConforence laper 1 1
Other (e.p. Government

0 h

ceport, mimeo, unpublished
paper, microfiche.)

Total 15 2
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TABLE 2.3: THE FREQUENCY OF REFEREKCES LOCATED IN TIIE
THEORETICAL LITERATURE TO ASPECTS OF INCREASING
COMMUNITY PARTICIPATION IN SGIIOOL DECISION-MAKING PROCESSES:
NROKEN-DOWN BY ASPEGT AND TYPE OF PUBLIGATION

Aspect of Tncreasling
Commynity Participation

~oType of Pubhlcation

In Echool Conference

ew bslon-Making l'rocesses Text Journal Paper Other Total
Backpround 11 5 16
Formatlon, Gompositlion

and Function of an 6 2 B
Tmplementat lon Team

Establishment of a Timetable 2 2
Gommunity Analysis i A
Anticipation of DiTFicultlies 4 i
Gommunticat {on [ 4
Specific Motivatfonal Strategies 8 8
Evalnalion of the Ghange Process 2 2




TABLE 2.4: THEORETICAL LITERATURE MAKING REFERENCE TO ASPECTS OF INCREASING COMMUNITY
PARTICIPATION IN SCHOOL DECISION-MAKING PROCESSES BROKEN-DOWN BY ASPECT
AND TYPE OF PUBLICATYION -

Aspace of
lncra

Ingraising Tommunisy Tyga nf Pubticarion

Partizipation in School

Gacision=Making Procasses Taxt Journal Canfaranca Papar Ginar

Batkground Andrews 1937 Commanwaalzh Dasartmant
Bentzen 1974 af Education 1538
Borich and Jemelka 1582 Minigtry of Egducation 1937
Eszas 1672 Mipigrar of Egucation of
Garsan 1953 Vigtaria 1583
Ma=miavalli 1951 N.S.W. J2paretment of
Paseit 1930 Edycatian 1§74
Ryan 1675 Stasa Szhesl Teaazaars Union
Safran 1879 of Wastarn Australia 1937

Sharry and Lipschulsz 1934
Trump and Gagrgiadas 1973

Farmation, Campasizign, Syrne and 2gwall 1975 Minigtar of Tducatisa of
and Funczion of an Javis and Rimm 1833 Vigeoria 1383
Impiementation Vzam Sgtas 1874 Mintssry of Tougsatise nod
Pateit 1930
Ryan 1975

Trumg and Georgiades 1573

Estadlishmant of Gortan 1933
a Timatabls Trump and Gagprgiadas 1978
Community Analysis 2yrna and Pawall 1973

Gorton 1633
Pazvit 1330
Stark 1975

1-\- B LT T e b R T
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TABLE 2.4: THEQRETICAL LITERATURE MAKING REFERENCE TO ASPECTS OF INCREASING COHMUNITY
PARTICIPATION IN SCHOOL DECESION-M2KING PROCESSES BROKEN-DOWN "BY ASPECT
AND TYPE OF PUBLICATION (cont'd)

Aspact of :
Increasing Cormunity Typa of Publicatian
Participation ia Schoal : .
Dacision-Making Prgcassas Taxt "~ Journal Canfarance Pagar Othar
Anticipation of Byraz and Powall 1975 .
Qifficultias Gortan 1933

Pakrit 1930

Ryan 1973
Communication Andraws 1637

3yraz and Pawall 13975

Gortan 1933

Ryean 1975
Spacific Maotivational Byrns and Powall 1973
Stratagizs ftavis and Rimm 1933

Garson 1933

Jay 1934

Marsh 1933

Patiit 1980

Ryan 1973

Trump and Gaorgiadas 1973
Evaluztion of ths Borigch and Jamelka 1982

Changa Proczss Nicholls 1933

N R
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APPENDIX THREE

TABLES RELATING TO THE
RESEARCH LITERATURE
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TABLE 3.7: RESEARCH LITERATURE REVIEWED BROKEN-DOWN
BY TYPE AND YEAR OF PUBLICATION

Year of Publication

Type of Document

Pre 1970 1970-73 1974-76 197779 1980-82 1983-85 19856-87 Post 1987 Total
T3

. N

1=

Text 1 4 1 1 7 —
Journal 1 4 4 5 % 9 3 1 32
Research Report 1 _ : 1 2 2 6
Conference Paper . 1 1 1 .3

Other (e.g. Government
report, mimeo, unpyblished 2 3 6 3 14
paper, micrafiche.)

Total 1 5 5 12 9 17 10 3 62




TABLE 3.2: THE RESEARCH LITERATURE BROKEN-DOWN
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BY TYPE OF PUBLICATION AND GEOGRAPIIC
AREA OF ORIGIN

Geographic Area of Origin

Type of Document North United Australia/
America Kingdom New Zealand Total

Text 7 7
L
Journal 29 1 2 32
Research Report 6 6
Conference Paper 1 2 3
Other (e.g. Government
report, mimeo, unpublished 1 1 12 14
paper, microfiche.)
Total 31 2 29 62
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TABLE 3.3: TIE FREQUENCY OF REFERENCES LOCATED IN TIIE
RESEARCH LITERATURE TO ASPECTS OF INCREASING
COMMUNITY PARTICIPATION IN SCHOOL DECISION-MAKING PROCESSES:
BROKEN-DOWN BY ASPECT AND TYPE OF PUBLICATION

Aspect of
Increasing Community

Type of Publication

Participation in School Conference

Decision-Making Processes Text Journal Paper Other Total
Background 6 19 4 11 40
Formation, Composition

and Function of an 1 3 1 3 8
Implementation Team

Establishment of a Timetable 1 2 3
Community Analysis 1 2 2 5
Anticipation of Difficulties 1 2 1 4
Communication 11 2 13
Specific Motivational Strategies 3 3 6
Evaluation of the Change Process 2 2




TABLE 3.4: RESEARCH LITERATURE MAKING REFERENCE TO ASPECTS OF INCREASING COMMUNITY
PARTICIPATION IN SCHOOL DECISION-MAKING PROCESSES BROKEN-DOWN BY ASPECT
AND TYPE OF PUBLICATION

Aspect of
Increasing Community Type of Publication
Participation in School
Decision-Making Processes Text Journal Conference Paper Other
Background Beare 1977 Abbott 1978 Chapman 1987 Beazley 1984
Beacham and Hoadley 1979 Beare 1983 Chapman and Boyd 1985 Commonwealth Schools
Caldwell and Spinks 1986 Beebe and Broadway 1984 Schools Commission 1978 Commission 1984
Hughes 1977 Bell and Zapach 1985 Commonwealth Schools
Hughes 1981 Blakers 1980 Commission 1987
Wheeler 1974 Bridge 1976 Community Participation
Brown et al 1987 in Schooling Committee n.d.
Cooley 1983 Curriculum Development
Casner-Lotto 1988 Centre 1981
Davies 1975 : Deschamp 1986
De Lellis 1979 Government of Western
Fagan 1973 Australia 1986
Gerhardt 1969 Karmel Report 1973
Imber and Duke 1984 Picot Report 1988
Kerewsky 1985 School Councils n.d.

McNeely 1983
Rowell 1981
Storm 1981
Webster 1985

‘v8ce



TABLE 3.4: RESEARCH LITERATURE MAKING REFERENCE TO ASPECTS OF INCREASING COMMUNITY
PARTICIPATION IN SCHOOL OECISION-MAKING PROCESSES BROKEN-DOWN BY ASPECT
ANO TYPE OF PUBLICATION (cont'd) -

Aspect of
Increasing Community

Type of Pyblication

Participation in School
Decision-Making Processes Text

Journal

Conference Paper

Other

Formation, Composition Jones 1977
and Function of an

Implementation Team

Establishment of
a Timetable
Community Analysis 8eacham and Hoadley 1979

Anticipation of wheeler 1974

Difficulties

Communication

Specific Motivational
Strategies

Caldwell and Spinks 1986
Hughes 1981

Evaluation of the
Change Process

Bridge 1976
De Lellis 1979
McKenzie 1974

Bridge 1976

Long 1985
Walker 1985

lakers 1980
Marburger 1976

Bedley 1977
Daresh 1986
De Lellis 1979
Doherty 1970
Folay 1970
Gallup 1979
Goble 1972
Goldaber 1580
Long 1985
McNeely 1983
Rogers 1978

Beacham and Hoadley 1979
Blakers 1980
McNeely 1983

Chapman 1987

Chapman 1987
Chapman and Boyd 1983

School Councils n.d.
Scottish Parent Teacher
Council n.d.

Picot Report 1988

“G8T

Oeschamp 1986
Community Participation
and Schooling Committae n.d.

Beck and Goodridge 1978

Community Participation
in Schooling

Committee n.d.

Qeschamp 1985

Chadbourne et.al 1687
Lake et.al. 1987
Commonwealth Schools
Commission 1988
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APPENDIX FOUR

TABLES RELATING TO BOTH
THE RESEARCH AND
THEORETICAL LITERATURE



TABLE 4.1: RESEARCH AND THEORETICAL LITERATURE REVEIWED
BROKEN=DOWN BY TYPE AND YEAR OF PUBLICATION

Year of Publication

Type of Document

Pra 1870 1970-73  1874-76 1977-79 1930-82 1933-85  1936-87 Post 1987 Total
Taxt 1 ) 6 4 5 2 1 25
Journal 1 4 4 5 5 9 3 1 32
Rasaarch Raport 1 1 2 2 )
Confarance Paper 1 1 1 1 4
Other (e.g. Governmant
ragort, mimeo, unpublished 1 2 3 7 ) o 20

paper, microfiche.)

Total 2 5 12 14 12 23 14 5 87

T L8C
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TABLE 4.2: RESEARCI AND THEORETICAL LITERATURE
BROKEN-DOWN BY TYPE OF PUBLICATION
AND GEOGRAPHIC AREA OIF ORIGIN

Geopraphic Area of Orlpln

Type of Document - North United Australia/
America Kingdom New Zealand Total
Text 14 2 9 25
Journal 29 1 2 32
Research Report 6 6
Gonference Paper 2 2 4

Other (e.p. Government
report, mimeo, publlshed 1 1 18 20
paper, microlliche.)

Total 46 4 37 87
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TABLE 4.3: FREQUENCY OF RESEARCH AND Ti[EGRETICAL LITERATIURE
BROKEN-DOWN BY ASTECT OF INCREASING COMMUNITY
PARTICIPATION IN SCl00I, DEGISION-MAKING PROCESSES

Aspect Research Theoretlcal Total
Bocuments Nocumenta

Background . : 40 16 56
Implementat lon Team # B 16
Antictpacion of DIfficulties 3 2 5
(:olmnunll.y Analyais : 5 4 9
;;:t.lnlpalinu of Miffenitlien . A 4 |
Communication 13 % ].71
Specific Botlvatlonal Stralcgl.c's 3 R 14

Fvajuation of the Change l'rocesn 2 2 _ A
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