California State University, San Bernardino

CSUSB ScholarWorks

Theses Digitization Project John M. Pfau Library

1988

Interpersonal relations: The key to effective school administration

Kenneth A. Azzari

Follow this and additional works at: https://scholarworks.lib.csusb.edu/etd-project

b Part of the Educational Administration and Supervision Commons

Recommended Citation

Azzari, Kenneth A, "Interpersonal relations: The key to effective school administration” (1988). Theses
Digitization Project. 343.

https://scholarworks.lib.csusb.edu/etd-project/343

This Project is brought to you for free and open access by the John M. Pfau Library at CSUSB ScholarWorks. It has
been accepted for inclusion in Theses Digitization Project by an authorized administrator of CSUSB ScholarWorks.
For more information, please contact scholarworks@csusb.edu.


https://scholarworks.lib.csusb.edu/
https://scholarworks.lib.csusb.edu/etd-project
https://scholarworks.lib.csusb.edu/library
https://scholarworks.lib.csusb.edu/etd-project?utm_source=scholarworks.lib.csusb.edu%2Fetd-project%2F343&utm_medium=PDF&utm_campaign=PDFCoverPages
http://network.bepress.com/hgg/discipline/787?utm_source=scholarworks.lib.csusb.edu%2Fetd-project%2F343&utm_medium=PDF&utm_campaign=PDFCoverPages
https://scholarworks.lib.csusb.edu/etd-project/343?utm_source=scholarworks.lib.csusb.edu%2Fetd-project%2F343&utm_medium=PDF&utm_campaign=PDFCoverPages
mailto:scholarworks@csusb.edu

k‘Célifornia Staté‘Uﬁiversity :

San Bernardino

- INTERPERSONAL RELATIONS: THE KEY TO EFFECTIVE

“1 SCHOOL ADMINISTRATION:

A Projéct Submitted'to
‘ THe Faculty of thé Séhool“of Educaﬁion
'  In Pértiél‘Fulfillment oF the Requiremenfs of the'Degfee of
| | ’b‘_ Mastér QF Arts’  }

Education: School Administration Option

Kenneth A.Qﬁzzari

San Bernardino, California

1988




TABLE OF CONTENTS

‘Chapter

1. INTERPERSONAL RELATIONS AND EFFECTIVE SCHOOL
ADMINISTRATION e e e e e e e

Administfaﬁive Interpersonal Relations Delineated
Limitations on Administrative,Interpersonal Relations
Inferences

2. THEORIES AFFECTING INTERPERSONAL RELATIONS IN SCHOOL
ADMINISTRATION . v v v v v v v v v e o e e e e

Maslow's Theory of Human Motivation
Jung's Theory of Personality
The Concept of Power

Leadership Styles and Their Affect on Interpersonal
Relations

Summary

3. IMPLEMENTING INTERPERSONAL RELATIONS SKILLS IN
SCHOOL ADMINISTRATION . . e e e e

Creating a Personal Support System by Building Trust
and Motivating People-

Interpefsonal Attractiveness
Dealing With Conflict
Group Process and Conflict Resolution
Understanding Change and Resistance
Types and Causes of Resiétahpe ,

. Dealing With Resistance
Change Tﬁrough The Back Door )

Conclusion



BIBLIOGRAPHY .

.63



oweter 1

7InterpersonaleelationslAnd‘Effective'School Administration_‘

Research 1ndlcates that the perceptlon of the roles of school
ixadmlnlstrators varles among educators What one educator con81ders to
be most 1mportant, another may con81der 1n81gn1f1cant Yet, regardless '

'of the varlous v1ews, the research has 1ndlcated that some school

'*vffadmlnlstrators are effectlve whlle others are 1neffect1ve in performlng‘ R

5pthese tasks The quallty that con31stently emerges as belng most

':781gn1F1cant 1n the effectlveness of an admlnlstrator 1s the

“admrnlsrtator slsklll Ain- worklng w1th people in: everyday 81tuatlons
':'(KraJewskl, 1979) The Natlonal Educatlon Assoc1atlon and the Amerloan'
ffAssoc1atlon of School Admlnlstrators both assert that the success of -
hifschool admlnlstrators 1s closely related to their. knowledge and sklll

tvln 1nterpersonal and group relatlons (Savage, 1968)

A study by Terry A. Thomas (1971) demonstrated that a 51gn1flcant

f': relatlonshlp ex1sted between human relatlons tralnlng and a pr1n01pal’

§ effectlveness.. The study 1nd1cated that pr1n01pals who were tralned in

? human relatlons technlques became more aware of the 1nd1v1dual needs ofy S

?'staff members and dealt w1th staff 1n a ‘more tactful manner, resultlng

“iln a hlgher degree of staff morale Pr1n01pals who were tralned in.



human relatlons technlques v1ewed teachers who assumed respon81blllty
d;to be an asset to thelr schools rather than a threat to thelr o
authorlty and consequently used democratlcvdec131on maklng strategles
rather than autocratlc strategles 1n.deallng w1th problems : The study
L.also 1nd1cated that when pr1n01pals utlllze human relatlons technlques
t in teacher‘superv181on, teacher performance 1mproved v Savage (1968
flp.7) in a 81m11ar've1n elaborates: |

_ The - school admlnlstrator must understand hlS own behav1or and -
the behavior of pupils, teachers, other staff members, parents,

and all. c1tlzens of the community who influence educational policy L

in any way. He must understand the group dynamics not only of
school boards, school-related organizations such as the parent

" ‘teacher assoc1at10n, and groups of school personnel but also of
“the many other groups in the: communlty which can or do affect the
operation, strength, and. qualltles of schools. Unllke the
executive in business or industry, the school administrator is

- responsible not only to a superior and/or controlllng school board:

- but also the community in general.‘ Therefore, his perspective of
o interpersonal and group behavior must be broader. The.retention
. of his position-is dependent.on this’ perspectlve,'and certainly
‘the ‘quality of education prov1ded for the children enrolled in the
~ school or schools for which he is respons1ble is dependent on hlS
knowledge and SklllS 1n human relatlons
" The key element underlylng effectlve school admlnlstratlon is an:
§'adm1nlstrators ablllty to communlcate w1th, understand,'and 1nfluence
| the people w1th whom he comes 1n contact Ablllty in 1nterpersonal -
lftskllls affects the 1mplementatlon of the entlre spectrum of

j'admlnlstratlve tasks In order to 1nfluence change and promote a

f;cllmate of cooperat1on and growth, an admlnlstrator must be capable of

;-}ng:recognlzlng, 1nternallzlng, and applylng these Skllls

Thls paper, then, Focuses attentlon on the 1mportance of
lslnterpersonal relatlons skllls in school admlnlstratlon., It prov1desva

§:general overv1ew of the scope of human relatlons in effectlve school



'::admlnlstratlon, lt looks at human behav1or theory and admlnlstratlue
fstyles, ~and 1t explores ways to 1mplement human relatlons technlques ;
- in. varlous admlnlstratlve 51tuat10ns As a- whole, thls paper 1s‘a>
h con01se 1nformat1ve look at 1nterpersonal relatlons as applled to ;»,f

:vschool admlnlstratlon

f.'AdwlnistratiVeWlnterpersonalaRelations,Delineated

o Educatlonal researchers dlSCUSS 1nterpersonalvrelatlons utlllrlng

:_ varlous appellatlons Decades ago researchers,referred to“the»subject :
vas_"human relatlons. Humanirelations gave way to‘flndividual and

‘flgroup dynamics. " More recently researchers refer to“the subject as

} either 1nterpersonal relatlons or‘"lnterpersonal and group relatlons
v(SaVage,~l968, p. 5)." As researchers dlscard one title for another,

¥ those-Writlng‘about the relatlonshlp between school admlnlstratlon and

interpersonalvrelations approach'the subject‘from'many directions;

’TODlCS, such as confllct, power, and morale contain 1n81ght into the »

- 1nterpersonal SklllS a school admlnlstratorbneeds in order to 1nfluence -

fand gu1de’hls staFf Research on effectlve schools and leadershlp -

' 1ncludes dlscus51ons about the 1mportance and need for 1nterpersonal

"f'skllIS‘among school leaders A selected‘rev1ew of recent wrltlngs C

';-w1ll help dellneate the scope of 1nterpersonal relatlons as it relates
to school admlnlstratlon

Sava (l986)'dlscusses the need for principals to treat teachers



Wifh respect. Oné third of all teachéfsvteaching in dur public schools
perfofm their jobs with a minimum amount of self satiéfaction and
gratification. They attain no pleasure from teaching and feel that
their presence in the classroom makes little or no difference.
Seventy-four percent of these'dissétisfiéd teachers who had marketable
skills left teaching whereas eight percent éF the dissatisfied teachers
without abmarketéble skill left thé profession. In this agé of
4accountability, if for no other reason than self preservation, the site
administrator must minimize the effects of stress on teacher burn out.
Respect calms the effect of stress on teachers and minimizes the threat
of teacher burnout.

Similarly, Blase (1984) states that stress exerted by principals
and how teachers cope with it relétes to teacher effectiveness,
involvement, and how principals respond to teachers. Teachers by
themselves are only moderately effective in coping with stress related
to principal behavior. As teachers try to cope with this stress they
-.actually contribute to additional stress because of the short termed
»adaptive coping behavior they rely upon does not deal with the source
(the principal) in most cases. Over the long term the effect of
J'negative principal behavior undermines teacher effectiveneés réducing
teacher involvement and motivation.

Prineipals are'positioned; more than ahyone else in the school
system to aid teachers in dealing with stress .and dissatisfaction.

Sava (1986) cites a recent study by Dworking involving 291 unionized

teachers.  The results of the study indicated that teachers who work



for a supportive principal were less likely to report burnout or the
desire to quit teachihg thén teachers who worked for a non—supportive'
principal. Even when the supportive principal was peréeivéd to lack
the power to eliminate the causes of stress, teachers were sﬁill less
stressful and less likely tﬁ leave the profession. Dworkin describes a
supportive administrator attitude:

.even if the students are not as committed to their education as
you might have been led to believe in teacher college, I am
committed to education and my’ teachers Even if others don't
care, I care (cited in Sava, 1986, p. 72).

Krajewski (1979) discusses the "cultivation of a harmonious
relationship between people" as "rapport nurturance." He states that
the amount of success a school administrétor has in creating an
effective school dependsAon his knowledge of administrative'theofy, the
"building block foundations for role effectiveness," and rapport
nurturance, 'the mortar that binds these foundation blpcks together."
Rapport nurturance is based on the positive Feelings one has towards
oneself, how good you feel about your work and persohal life, and is a
method of fostering cooperation among people so they can accomplish
specific goals. The author asserts that rapport nurturing is the key
to effective schools and is an extremely important ingredient in‘an
administratoré reperfoife of skills. |

Giammatteo and Giammatteo (l§81) discuss interpersonal skills in
the context of leadership. They explain that leaders are those whb‘
best know how to motivate and involve those with whom they work with

and the skills associated with effective leadership are all related to

interpersonal relations skills. The skills of leadership include:



o l)‘Shlllslot»personal behavior?Q where the leadereis sensitlve to the
,‘needs of the group, llstens attentlvely, and refralns From rldloullno
;or cr1t1c121ng members' 'suggestlons, 2) skills oF communlcatlon -- the
' leader effectlvely communlcates why thlngs are done as a matter on
routlne, 3) skllls oF equallty -- the leader recognlzes that everyone
is 1mportant and shares leadershlp beeause he reoognlzes that
leadershib'Cannot:be monopollzed'ld) skills of seltéexamination ---the:
leader is aware of the motlves and actlon gu1d1ng hlS behav1or and |
,counters hostllltles by‘belng tolerant of member S v1ews helplng them
become aware of.thelr ownjforoes,_attltudes, and yalues, These
'interpersonal skills are eminently’learnable and can be honed through’.
apraotice,vdiligenoe, and study. | - | |
The methods administrators use to establish and enforce rules
(descrlbed as "rule admlnlstratlon") and how teachers react to these
‘methods are examlned in a study by Johnston and Venable (1986) In
: thelr study the relatlonshlp between the rule admlnlstratlon behav1or
of pr1nc1pals and teacher loyalty to thelr pr1n01pal was examlned
Rule‘admlnlstratlonvln a school settlng wasrdescrlbed asr 1)
'Representative.Rule Administration§4 the principal ellolts cooperation
and acceotance in‘rule entoroement by'his‘stafF through explanation and
(,JOint rule; 2) Punishment—Centered rule‘administrathn--‘rules.are
_ enforced‘by punishment resulting in'conflict and tension between the
vstaff and the pr1n01pal 3) Mock Rule -= the pr1nc1pal doesn't enforce
rules nor do teaohers obey them

The Johnston and Venable'study indicated that significant

)
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relatlonshlps ex1sted between representatlve rule behav1or and teacher

yloyalty and between punlshment centered rule admlnlstratlon and teacher

'k'loyalty , Mock rule was an 1n81gn1f1cant factor in the study

liGenerally, the less punlshment centered the pr1nc1pal s. stylebwas the>

. more loyal teachers were towards that pr1nc1pal The more the B
prlnclpal shared respon81b111ty, asked for teacher 1nput, and explalned
?~why thlngs were belng done, the better able that pr1nc1pal was e |
'-1nfluenc1ng and gu1d1ng hls staff | -

An artlcle by Herllhy and Herllhy (1985) descrlbes how knowledge

: :‘ of and the sklllful use of power can make a pr1nc1pal an effectlve .3.

”t:leader. The authors c1te, from a French and Ryan (1959) study, that it |
ﬂfls essentlal that pr1nc1pals understand that 1n any 1nterpersonal o
- s1tuatlon flve types of power ex1st legltlmate (or a381gned) power,

B reward power, coerclve power, expert power, and referent (or

. ,charlsmatlc) power-' Although all pr1n01pals use each of these types at

f» tlmes, those who rely on expert and referent power are more effectlve
leaders than those pr1n01pals who rely on legltlmate or coerc1ve power
':Teachers prefer to work for pr1n01pals who employ expert or referent B
power ‘

Teachers also possess the same flve powers as pr1nc1pals ‘and can f'

t“~’exert pressure more- subtly but equally as harmful, on pr1n01pals

'fxTherefore, pr1nc1pals must recognlze that teachers possess these powerS'

- in order to av01d power struggles that can lead to teacher res1stance

‘ Pr1nc1pals can, by relylng on-a comblnatlon of expert and referent

‘power, become truly effectlve leaders by sharlng power w1th teachers



) Speaklng in terms of managerlal excellence, Krovets (1984)

bdescrlbes several 1nterpersonal practlces that efFectlve admlnlstrators'dy-'

J,actlvely pursue He states that 1t 1s essentlal for admlnlstrators to
"f;reallze the 1mportance of developlng strong and honest relatlons w1th

’ g ths staff Quallty employees must be told that they are apprec1ated

ejand valued as 1ntegral members of the school One,purpose of teacher SR

’*iwobservatlons and evaluatlons 1s to prov1de the'admlnlstrator the (';fe,ﬁ i

"Hfteachers know that they are d01ng a good JOb

‘a lso be able to adv1se teachers that they have hlghhd' :
1}dexpectatronsvof thelrtperformance, honestly evaluate the1r teachlng, |
E .,thand be wllllng to help those teachers attaln those expectatlons ' when,
1:f1n rare cases, a teacher 1s unable to 1mprove, the admlnlstrator must
lv‘compa381onately counsel the teacher out of the‘profe851on
tt;Admlnlstrators must however; reallze that counsellng teachers”out of
‘ dthe professron mayvcause resentment and/or retallatlon From other
'ftpteachers 1F 1t 1s percelved to be unwarranted (Brldges; l985, p 64)
?It 1s therefore very 1mportant that any actlon taken towards an |
flncompetent teacher be carefully planned and documented

The effectlve manager does not let hlS ego get 1n the way of

biffperformlng hlS JOb He recognlzes that 1deas and contrlbutlons are not_»':>° o

;“Wafihls sole domaln and that everyone on hls staff can contrlbute “Hesaf%;,
ffflnvolves hlS staff 1n the formulatlon and 1mplementatlon oF school Se
‘f?goals and obJectlves.r He must 81ncerely demonstrate an 1nterest 1n

k thelr varlous dlsc1pllnes, help teachers become the best teachers they |

3gcan be by acqu1r1ng the necessary materlals they need to perform thelrir




Jjob, and must serve as a suppdrﬁ system for teachers. By doing this,
the,effectiVe admihistfatOr builds an étmosphere of mutual trust and
respect (Krovets, 198aj. |

Essentially the importance of interpefsonal relations in schéol
-administration is thét’the pfimary résponsibility Qf the aqministrator
is to mobilize and manage the material and human~resources.neededbto
facilitate the éducatioh of our children. Invorder'£0'be effective in
this missioﬁ He must be skiiled in working with-people. ‘Conflibts'
between staff and administration §ftenvdistort the mission ahd'the
,ultimaté IOSéfs ére»the very people”werwish to help -- our chiidren_
 (Savage, 1968). The school administrator who can implement
interperséﬁal skills commands as well as gives respect, is sensitive to
the needs of others, recognizes that varying views exist amongvpeople,
and shares responsibiiity in an appropriate manner wifh His’staff. The
‘administrétor who’eFfectiVely»implements interperspnal skills is an

‘effective leader who ultimately creates an effective school.

Limitations on Administrative Interpersonal Relations

Altﬁough EOSt'educators agree that interpersonalvrelatiohs‘skills
’are of great importance to eﬁfecti&e school administration,‘there are
certéin limifafions to their effective use and implementation.
Regardless of the degree and amount of training an admihisfrator?may
have in human relations, the actual Qse of these skills and tecﬁniques

-takes a great deal of skill and a certain degree of character thét not



'7.'all people have Admlnlstrators who are unable to assess thelr own
kstrengths and weaknesses or are unable to evaluate thelr own attltudes
‘uand values are not able to recognlze strength and. dlver81ty 1n others
r(Thomas, l97l) They oFten suffer From the need to always be rlght
m1881ng the opportunltles of con81der1ng others v1ews or of the value

;mlstakes can contrlbute to 1nd1v1dual or group growth (Kelly, 1971)

. Human relatlons skllls must be an 1ntegral part oF an admlnlstrator s

spersonallty and genu1nely emerge 1n hlS dally 1nteractlons (Thomas,i
'51l971) | ' | s

Savage (1968) dlscusses in detall the llmltatlons on the potentlalg
: ﬂéﬁd purpose oF 1nterpersonal and group relatlons As an admlnlstrator

1 you must reallze that 1t is 1mp0881ble to make everyone happy The o
k(nature of leadershlp places the admlnlstrator in pOSlthﬂS that demand |
that he say "no' 1n varlous 81tuat10ns At times th1s may frustrate'
"the "felt needs" of people and often result in’ confllct between
ind1v1dual needs  and organlzatlonal needs. The admlnlstrator s taskf
is to minimize,these situations and‘emphasize and balance all the-
"no's" with "yes's fo |

| Developlng effectlve 1nterpersonal SklllS and 1mplement1ng them in
1‘wahschool settlng does not mean that admlnlstrators are not respon51ble

.{“For 1n81st1ng on a- hlgh level of staff performance Admlnlstrators are

w“ respon31ble to take approprlate actlon when an 1nd1v1dual s performance )

"does not meet the expectatlons of the dlstrlct or the admlnlstrator
’ In these cases an admlnlstrator must be more than someone who is j .

sensitive to people’ s needs-—he_must‘alSO'be a leader, w1lllng to take

T



A

rlsks and make de0131ons whlch he feels w1ll beneflt‘the overall good
of the school Belng tralned to recognlze and understand human
'behav1or does not make 1t ea81er to make these dec1s10ns Human i
relatlons tralnlng w1ll however, add to the sklll admlnlstratorsvneed
in predlctlng outcomes,_ch0031ng among alternatlves and helps 1n the o
problem solv1ng process (Savage, 1968) | | |

”f Admlnlstrators must reallze that even though dlsagreement‘may
‘occur, 1t is Stlll pOSSlble to work w1th people It would be very

'junusual for everyone on a staff to agree fully on every matter with the

: ug,admlnlstrator If they'dld- llttle dlver81ty or creat1v1ty’would occur

resultlng 1nvthe fosterlng of medlocrlty and conformlty Agreement, of
= course,‘must ex1st w1th1n a staff on ba31c pr1nc1ples, but seeklng Full”'
..unanlmlty results 1n 1neFFect1ve admlnlstratlon that prevents progress
(Savage, 1968). | | | |
“As 1mportant as 1nterpersonal relatlon skllls are to an

“-vadmlnlstrator, other SklllS are 1mp0rtant as well Admlnlstrators are.

*W:respon81ble for 1mplement1ng and plannlng educatlonal programs, solv1ng

‘l-problems concerned w1th 1nstruct10n, developlng currlculum, school
tuiflnance, school operatlon‘and malntenance, teacher recru1tment |
lpersonnel admlnlstratlon, to llst the obv1ous., Admlnlstrators must
f'prepare themselves For these tasks as dlllgently as they do 1n
”'developlng their 1nterpersonal skllls Knowledge in human relatlons is
"far From belng enough to make an admlnlstrator an effectlve leader
(Savage, 1968) : | | | o |

School admlnlstrators must be aware of the llmltatlons that exlst



in'interperSOnal relations Pract1c1ng effectlve 1nterpersonal
'relatlons does not mean that admlnlstrators acqu1esce to every o

1nd1v1dual s whlm, but that they take respon81blllty and make dec181onsf

‘:that are based on the needs of the entlre organlzatlon rather than any ;»d*‘

: partlcular 1nd1v1dual UtlllZlng effectlve human relatlons technlques T],g
udoes not negate the need to encourage varylng v1ews 1n a quest for
h harmony or conformlty Instead, admlnlstrators must recognlzes that o

‘:leEPSlty begets 1nnovatlon and stlmulates creat1v1ty
: Inferences S

The 1mportance of 1nterpersonal relatlons SklllS in school

:fadmlnlstratlon can be m;st apprec1ated by descrlblng an admlnlstrator
. who lacks such SklllS Imaglne worklng For a pr1nc1pal who totally

- keeps to hlmself and mlstrusts everyone except a. Few close Frlends '

't‘Imaglne that thlS pr1nc1pal lacks a v131on and unllaterally 1mposes hls”ja‘

.;w1ll on teachers w1th no apparent reason let alone an educatlonally

‘-sound reason Imaglne worklng for a pr1nc1pal whose 1dea of Justlce 1s'f7‘

' frevenge Imaglne worklng for a- pr1n01pal who has a "that s your

tzvproblem" attltude when 1t comes to personal problems of hlS staff
':ﬁ:Imaglne worklng for a pr1n01pal w1th whom you are afrald to talk As"’

"'jobv1ously drastlc thls example 1s, 1t does hlghllght the 1mportance of .

- human relatlons tralnlng 1n school admlnlstratlon

Admlnlstrators who eFfectlvely practlce human relatlons in the1r - 2

"every day 1nteractlon w1th thelr staff, students, and parents behave 1n';f
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a manner that sets them»apartbfrom administrators that do not possess
sgéh skills. These effective édministratofs are aware of the affect
that they exert on their staff and take care to project themselves as
trustworthy,'objective, and fair. They accept feedback on other's
’perceptibns of théir behavior establishing a "climate of mutual trust,"
one that is open, honest, and satisfying to those with whom they work

- (Thomas, 1971). They authentically caré ébout people in social as well
as prdFessional situatiohs.: They.recognizé that tfeating people with
’dignity aﬁd.respect elicits’reciprocal treafment. George M. Gazda

(1974, p. 3), in Human Relations Development, adds inéight:

In large part, we create the world we live in by what we take
and what we give. In human relations, as in life, we largely reap
what we sow. One of the lines in a recent recording is, "They're
only puttin' in a nickle and they want a dollar song." All too.
frequently, this is true of our human relations; we give a little
but we expect a lot. There is a vast potential for human growth
within each of us; we are all capable of giving more.



‘xCHAPTER 2

f‘ Theorles Affectlng Interpersonal Relatlons In School Admlnlstratlon'l

Effectlve school admlnlstrators must be aware of the varlous B
-_behav1or and leadershlp theorles that are avallable to them and the
‘ :effect these theorles have on’ thelr perceptlons oF the way people Feel L

fTabout and perform the1r JObS ' They must Famlllarlze themselves wlth

i these theorles in order to bu1ld the 1ntellectual foundatlon needed to;

‘~;develop thelr ablllty to promote cooperatlon, galn trust, and

},accompllsh school or dlStrlCt goals Theory prov1des a foundatlon that e

fsg‘makes admlnlstrators more astute 1n predlctlng and understandlng human : v”'

dlnteractlons as well as prov1d1ng them w1th the sklll and knowledge

J-they need 1n order to mlnlmlze personal confllct whlle max1mlzlng

ﬂ:product1v1ty and achlevement. Those admlnlstrators able to 1nternallzeﬂ AR

idﬁand apply these theorles are more llkely to succeed 1n deallng w1th
,fjlthelr staFfs than those admlnlstrators who lack such a background

‘ 351 Thls chapter looks at several dlfferent leadershlp and human

"f;:{relatlons theorles., Each oF these theorles w1ll add 1n81ght 1nto the

\ extremely complex task of worklng w1th and understandlng human behav1orH

V:lﬂgfff;;”ﬁ#
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in the educational setting. Althooghhthisvdisoossionvis,far from an
exhaustive treatment'oftthe topic,ia:generalhowerview of the
theoretioallfoundations, as‘disoossedvin current and relevant

literature, will be explored;:

Maslow's Theory of Human Motivation

'People are motivated:by difterent'thingsi:'In‘business,'For '
example, extr1n81c rewards, such. as hlgh salarles, companyvcars, or
- stock optlons, often pr0v1de some . workers w1th the 1mpetus to exoel
‘Intr1n81c rewards, such as prestlge, pride, and self- satlsfactlon‘
kmotlvate others In educatlon, where the extr1n81c rewards of busrness
are limited:or do riot ex1st,vschool admlnlstratlon must depend more on
bintrinsic rewards to motivate their staffs. Utlllzlng 1ntr1n81c
rewards effectlvely requires an understanding of human motlvatlon
‘theory. Abraham Maslow's theory of human motivation, which is the
cornerstone otvadern motivation theory; helps to provide school
administrators with the appropriate background to‘gain such an
-vunderstanding. | | |

| The basic premise behind Maslow's (1943) theory'of motivation is
that'man is motivated by certain basic needs} These basic needs are
arranged‘in a hierarchyvfrom‘basic sorvival needs,‘such‘as,hunger;‘to
"the need of self—tulfillment, rising to one's potential. As mank
satisfies.needs low in'the-hierarchy, he‘becomes dominated hyvthe next

successiwe need and’thus becomesvmotivated by that need. Maslow



ri"descrlbes thlS hlerarchy oF dependence on ba51c needs as "relatlve -

’»prepotency", the spe01al need that domlnates an: 1nd1v1dual 1s that f

b'rgv 1nd1v1dual s prepotent need or dr1v1ng force

The most prepotent of all the needs on Maslow S hlerarchy, and the'
‘farea generally con81dered as’ the startlng p01nt of motlvatlon theory byh
,,,scholars,;are the phy81olog1cal needs Phy51olog1cal needs are those

| b381c needs requ1red for surv1val the nece381t1es of llfe People, gf

o ifor example, lacklng Food love, self-esteem and safety would most

‘-’7llkely be motlvated by thelr need for food (hunger) ‘In;fact‘people‘i

bbf motlvated by hunger would not even reallze that they arejlacklng other'.'
,vaGSlC needs v Only when the hunger need is satlsfledlcan;other needsb
xemerge as motlvators (Maslow, 1943) e '

When all phys1ologlcal needs ‘are’ relatrvely well'satlsfled, safety y
1needs then emerge ‘ These needs motlvate man JUSt asxstrongly as .

’f?phy51ologlcal needs.' IF a man chronlcally Feels that hlS llfe 1s‘1n }

”danger, he may arrange hls llfe solely For surv1val and suppress all

o other needs He becomes domlnated JUSt as much for surv1val as the mang'f%'

:77who 1s hungry 1s domlnated by the need For Food (Maslow, 1943)

When both phy31ologlcal and safety needs are satlsfled w1th1n an

‘%'ylnd1v1dual love needs w1ll then emerge | Love needs can be descrlbedv‘,'“f

'és man s need For aFFectlon and man s need to belong A person
;domlnated by thls need craves for affectlonate relatlonshlps w1th a the_
: oppos1te sex, chlldren, or frlends,_ ‘He has a strong need to belong.and‘
,€be accepted 1n a group., Thwartlng the love need can often lead to :H.M’

[maladJustment and more severly, psychopathlc behav1or .Love needS‘



bregu1re that people glve as well as recelve love

As the cycle contlnues, and we satlsfy all the needs prev1ously
li:mentloned the esteem needs then emerge to domlnate and motlvate man.

.'7:Esteem neEds.are‘man s' de81re for respect, adequacy,.and achlevement
",Satlsfactlon of the esteem needs leads man to feellngs of self worth
1'conf1dence, and belng a useful and necessary person to 8001ety |

_Ylnhlbltlng or thwartlng the esteem need causes feellngs of 1nferlor1ty,;;

lhelplessness, and dlscouragement (Maslow, 1943)

- The last oF Maslow 's ba81c needs are selF actuallzatlon needs When
man has gratlfled all the other needs,‘ self—actual;Zatlon-needsvwill: J
dominate and motlvate hlm In.order to,éatisfy selfaactualizatidh'

' needs man must be doing what he was meant toddo In order to. be happy
,\'an artlst must palnt and a mechanlc must flx cars, what man is capable

: of belng he must be (Maslow, 1943) | N
| Understandlng Maslow 's human motlvatlon theory helps‘school
admlnlstrators 1dent1Fy those characterlstlcs that motlvate the people ‘,v
h on thelr staff and it” helps them to become aware of those factors that
vmake a partlcular 1nd1v1dual want to do a good JOb For the teacher
rewards such as 1ncreased respon81b111ty or belng selected as‘a master"
teacher could be strong motlvators Yet, admlnlstrators must also

‘become aware of those motlvatlng forces that can cause a good teacher sﬂ

u,performance to decllne, forces such as a d1vorce or’ death 1n the

'1fam11y. By understandlng Maslow ‘s theory, admlnlstrators w1ll be able

to 1dent1Fy and develop 1ntelllgent 1nformed strategles to deal w1th

‘staFF motlvatlon and motlvatlon problems.
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Jung's Theory of Personality

Just as important as understanding the factors that motivate
people, school administrators must also be aware of how individual
personalities affect how we deal with people. Roberds - Baxter (1986)
relates Carl JUng's theory of personality to school administration;
which is based upon the premise that human behavior can be categorized
by type. The author accomplishes this by demonstrating how principals
can utilize Jung's behavior theory in trying to predict how individuals
will perFormvvarious tasks, ulfimately getting péople of diverse
~personalities .motivated to work towards common goals.

Essentially Jung's theory consists of three modes: perceiving
functions, judging functions, and orientation to the environment.
People are born with tendencies towards preferring one mode over the
others. As people grow they become more proficient in their preférred
mode forming clusters that can be identified as personality types.

When school administrators are able to identify personality types, they
can differentiate between people and use each individual's talents to
increase team cooperation and efficiency. A brief description of the
three modes follows:

1. Perceiving Function -- People use two methods of perceiving

information about people, things, and events:
a. Sensing - directly perceived through five senses. Sensors
are realistic, interested in facts, and concentrate on
" details. ‘ _
b. Intuitive - use information from subconscious to enhance
their perceptions from the five senses. Intuitives are
visionaries, creative, and like working with abstracts.

2. Judging Function -- People use two methods to judge what they
perceive: '




S a.guThlnklng = thlnkers view the world obJectlvely and are
-~ logical and make dec181ons by analyzing facts.. IR
" b. Feelers - Base thelr dec181ons on: thelr personal value e
LT 'fsystem - : L
SN Orlentatlon to Env1ronment -- There -are two methods people '
. choose from in deallng with their: env1ronment
LT - I fExtroverted - extroverts. naturally draw Form thelr
o env1ronment for stimulation and energy. They. use ‘
: - awareness, actlon, and verballzatlon to. gather 1nFormatlon
© _about what is’ occurrlng in order to respond approprlately
to situations. : :
_b. Introverted -‘1ntroverts percelve themselves as dlstlnct

from their env1ronment ‘and  appear more like observers than

'gpartlclpators of the world (Roberds‘- Baxter,‘l986)

“ By outllnlng Jung s’ theory and relatlng 1t to eFFectlve school

’:’.admlnlstratlon Roberds Baxter demonstrates how an efFectlve pr1nc1pal

- can create a sense of oneness among hlS staff - The. team concept can

'vwactually be descrlbed as good staff morale Wthh motlvates teachers to- h

‘_"work towards common goals

TheuConceptsobeower ;avf‘

Power eklsts.lnvalmost every aspect‘of lrfe, yet 1t is- a very - -

:buncomfortable concept to most people Ment1on»power and v1srons of O
"kdomrnance, control, and manlpulatlon come to mlnd (Herllhy and Herllhy,
_;1985) To some educatlonal leaders power is a concept to be av01ded.

‘ !tThe word 1tself connotes "domlnance and subm1381on, control and
*vacqulescence or one person s w1ll over another s."_ Y‘e.t.‘oth‘ers v1ew" it
spower as a legltlmate excerc1se of authorlty "Power, llke any human
_attrlbute, can be benevolent or ma11c1ous, used or abused, 1nsp1r1ng or

lstlfllng, but it 1s‘a Force w1th1n most systems (Glammatteo and |

o Glammatteo, l981, . 48) TR
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Effectively utilizinglfhe concept of power as a school
‘administrator is essentially a humén relations problem. Administrators
must first be awére of the various types of power that exisf in the
organization, then understand the dynamics of using power. They must
first be aWare that imposihg power may result in getting what they want
in fhe short run only to.sacrifice overall school climate or teacher
morale. Herlihy and Herlihy (1985, p. 96) explain further:

Principals who take this authoritarian position (imposing
power) neglect to realize that their teachers, like themselves,
have needs for power. Thus, an approach is needed to meet the
power needs of both principals and teachers, this premise is basic
to an empowering approach--giving principals power with, rather
than power over, their teachers. It requires an understanding of
the types of power available in principal/teacher relationships,
and methods by which these powers can be shared rather than
imposed. | :

Herlihy and Herlihy (1985, p. 96) cite a 1959 French and Rivera
’study’which describes the various types of power which exist in
organizations:

1) Legitimate Power is the power attained by virtue of accepting - a
© position in an organization. For example, the superintendent
is granted certain responsibilities and the powers to excercise
these responsibilities by a school board. Principals in turn
are granted various powers by the superintendent such as
- enforcement of district policy, teacher assignments, etc.

- 2) Reward Power are those powers exercised by an administrator
such as informal notes of appreciation or telling teachers that
they are doing a good job to formal teacher evaluations or
making a teacher a department head or master teacher.

3) Coercive Power is a punishment-centered power. Administrators
~ often do this unconsciously by neglecting to reward teachers
for a job well done or they consciously excercise this type of
'~ power by not writing a teacher a letter of reprimand.

4) 'Expert Power is an earned power based upon knowledge or
expertise. Administrators gain this power through schooling
and professional growth in both management and instructional
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leadership(
5) ‘Referent Power is also descrlbed as characterlstlc power. :
- Administrators gain thlS power when teachers: respect and admire
~  that administrator. Teachers feel a psychological closeness
_Yw1th and want to be llke the leader
Admlnlstrators generally use each of the varlous types of power in.
“thelr careers Yet those who rely on legltlmate or coerc1ve powers are,ﬁ_
,T'generally less effectlve admlnlstrators than those who rely on expert
;and referent powers (Gross and Herrod l965, c1ted 1n Herllhy and

"Herllhy, l985) Referent powers can also be demonstrated as-‘

'admlnlstrators develop ”hostlle, deFen31ve personallty patterns

, 1llustrat1ng that admlnlstratlon power patterns oFten change Changlng; e

- power patterns can. also work in the opp081te dlrectlon‘—-as an.
ll-_‘admlnlstrator grows profe3810nally he ellclts more respect From hls“
.staff (Glammatteo and Glammatteo, 1981, P 52) " »

- The approprlate way for admlnlstrators to use‘power 1s to share
power Although belng authorltarlan and dlctatorlal can 1mmedlately
:solve a‘pre881ng problem,.ln long run‘thlsuapproachlls essentlally

selffdestructlve.; Teachers, For example, as do admlnlstrators have

';certalnxpowers Legltlmate powers such as“class 81ze llmltatlons and '
-academlc Freedom are. ascrlbed to them in negotlated contracts and
“'educatlon codes.. Teachers also possess expert powers, in the form of ;
fspe01allzed knowledge, and referent power in thelr respect From Ti.l'
:prlnc1pals and Fellow teachers Consequently, "Pr1nc1pals cannot
1mpose what they do not solely possess" (Herllhy and Herllhy, 1985, p.
97). When a pr1nc1pal trles to 1mpose somethlng on teachers whlch

teachers feel is w1th1n thelr powers, they w1ll rlghtly view the
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administratoris.actions asbaquioiation of,their own power'which*may
:result in power struggles
- Power struggles between teacher and administrators can be av01ded
uby the sharing of power. Administrators can realize the sharing oF
power by recogniZing that teachers do indeed. have these powers and by
_taking‘adyantage ofgtheir expertise.x PrinCipals can’prov1de teachers‘
‘With;the'opportunitytto growvby‘providing’timewand'resources for
_’teacher‘inseruice and:encouraging a collegial\sharing‘of'innovatiVe and
‘creative approaches'to teaching" Teachers often Will respond to this
i profe881onal trust by apprec1at1ng the recognition of their abllities :
‘and by becoming more motivated, consequently 1mprov1ng the overall :
school: climate (Herlihy and Herlihy, 1985).
The concept of power, then, is aoften v1ewed w1th unwarranted '

‘-'susp1c1on in organizations © As we have seen, ‘this is not the view that
:‘administrators should embrace‘ When conducted and 1ntelligently
‘u-employed, power serves not to 1ntim1date or coerce, but to help an
organization grow and Fulfill its goals‘ By mutually sharing this
concept teachers‘and administrators create a pOSitive school climate

"~ that ultimately beneFits students.

Leadership Styles‘and Their Effect’On Interpersonal Relations

The attitudes that school administrators have towards subordinates
‘phas a great deal’of effect'onvtheir leadership styles. Previous

experience with'other administrators‘or employees, personality traits,



V’H}fpand predomlnate leadershlp theorles all 1nfluence an 1nd1v1duals

"flirmanagement style (Bockman, 1972) Few admlnlstrators rely on one stylev“

or, another. Most borrow bltS and plec s‘From various styles and apply :;V7ﬁ |

: them in a. 81tuatlonal way (employlng a style oF leadershlp that flts a o

e
/

yipartlcular employee or set oF 01rcumstances), whlle other educatlonal PR

bszbleaders develop an eclectlc approach (comblnlng several theorles 1nto a‘,p33,7»:

7,fstyle that refl‘cts thelr own " personalltles) The leadershlp style anv}ugﬁh

/

‘fiadmlnlstrato femploys;;therefori be an 1mportant 1ngred1ent to the 8

;«,

”ifcﬁformulatlon oF hlS 1nterpersonal relatlons‘style o

o TfadiﬁibnalfverSusfthe:Human*Relatlohs,TheQrY‘Qf Management o

Tradltlonal management theory (descrlbed by McGregor as Theory X :

Nfrand by Sw1ft as Cla331cal Management) emerged durlng the early

lfﬁfnlneteenth century as a result of the 1ndustrlal revolutlon

ifh[Management mesmerlzed by the machlne age, loglcally compared the

hefflclency of machlnes to human product1v1ty. IF two 1dentlcal

bi:ff’machlnes, de81gned to produce a spec1f1c 1tem functloned For that

".itiabout that task exactly the same; ’

“lﬁpurpose, then two men asked to perform the 1dent1cal task should go

In other words, there 1s only

’Jligzone correct way for man to perform a spec1f1c JOb (SWlft 1971)

Executlves belleved that the best way to 1mplement the tradltlonal o

;ffmanagement theory was to form organlzatlonal structures that controlledVli =

f‘all aspects oF the organlzatlon, 1nclud1ng workers (Sw1ft l97l)

'thMcGregor (1960) 1llustrates the tradltlonal managers v1ew of workers by




"5u.:d:what he descrlbes as Theory X People, by thelr very nature, dlSllke

':ugg‘work and w1ll av01d 1t 1f at all p0881ble Management must coerce,

"-_&ﬂthreaten w1th punlshment dlrect and control them to achleve the goals f -

f{f}of the organlzatlon WOrkers, management ratlonallzed, prefer H'f‘l:

‘t_fcdlrectlon because they lack ambltlon and w1sh to av01d respon81b111ty

.25viAbove all they want securlty and thelr prlmary motlvatlon 1s thelr “‘

:,paycheck

Tradltlonal management by 1ts very nature,T”demands

‘”‘ﬁ;gfsubm1381veness, pa881v1ty, dependency, short tlme perspectlve,,and

.l{“repetltlve, shallow abllltles'(Bockman, 1972, p 14) ! The result of |
';esuch a management style is that managers attltudes towards workers are.
Vtself fulfllllng - Management actually creates workers who are ' :
:E;Frustrated w1th the mundane aspect of thelr JObS, Feel that they are

l"ynot accompllshlng anythlng 1mportant, and develop a care less attltudef'

:f?tgitowards the organlzatlon as 1ts goals (Argyrls, 1957, 01ted 1n Bockman,-i

i'vgﬁ‘stoppages

*{f¢l972) Consequently, tradltlonal management perpetuates a workplace off
nfmalcontents and mallngerers.' . v
Durlng the 1930 s and 1940’3 the tradltlonal style of management

‘txbegan to break down Labor no l'nger accepted the totalltarlan fﬂg‘ﬁf

"‘fmanagement style earller employed and rebelled w1th strlkes and work

'..,!stv‘k’ breakers resultlng in years of v1olent labor/management

k‘“;f7confllct

W1th the outbreak of WOrld War II however, management

'l5f1nd1ng 1tself w1th a. depleted labor force, began to seek ways to

'f;;entlce workers 1nto staylng on. the JOb ' Bu31nessmen turned to the g

?Management reacted to the rlse of organlzed labor by hlrlng‘V:'”l*t
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. human‘relatiOns.appranh‘to solve'their.management"problems‘(Swift;.'
'1971>' | | |

| The human relations movement was much more optimistic about the -
nature of the worker ‘ Managers, recognizing that workers are motivated
. by more,than extrinsic means;lespecially threat or ooercion§ began-to
realize that workers can be motivated by the 1ntrin51c rewards 1mplic1t“
in selF development and proFe831onal growth. Maslow s hierarchyﬂof _v
needs (mentioned earlier in this‘chapter)_was'accepted‘asrvalid _.‘
'hrequirements'of workers‘and that employees,‘given the chance, will
. integrate personal‘goals‘withvthe goals ofvthe«organiration.(Swift,
1971) . |
e Mecsegoris’<1960>21heory Y, formulated as a more realistic view of
. the nature of the. worker than hlS Theory X, outlines the human
‘relations assessment of people | |

1. :WODk is a natural act1v1ty that man pursues Just as recreation
B or rest is. ~ :

2. Man has the capability of directing himself and developing self
- “control. . v

3. Man will work towards objectives for self—satisfaotion and
achievement of goals..

4. Man, if allowed to, w1ll accept and even seek responsibility

*5. . Man ‘is an essentially creative. being and will excercise a high
‘ level of ingenuity to. solve problems

The contrast that exists between the human relations approach as
opposed to the traditional stylefof’management manifests itself in the
way administrators view theeworkers.‘ Traditionalvmanagement relies

' basically on a‘toptto bottom directive hierarohy. Workers are’expected-



- to do what. they are told and to conform to establlshed practlces
thtle, 1f any, room exlsts for actlve partlclpatlon in the advancement,m'

‘of company goals Managers who Follow the human relatlons school oF

management, 1nstead, seek 1nvolvement and part1c1patlon from workers as

a means to meet organlzatlonal goals ‘ Workers ‘are v1ewed as 1ntegral

* creative- members oF the organlzatlon and are respected for -their unlqueb-

contrlbutlons These contrastlng v1ews of the nature of the worker ,

can’ have an effect on admlnlstrator s methods of deallng w1th people

Situational Leadership Theory

N Situationalvleadershlp theory;deyeloped as a peéuit'ofptheveonfliét‘,
between;traditional and homandrelatlons‘theories. _Administration,:for |
:years, Was:thooght ofaasveither?being dlreétive (traditional’theory) or
isupportlve (human relatlons theory) | Research has shownvthatfmost’
admlnlstrators vary ‘their leadershlp‘styles as needed to handle a
partlcular131tuatlon They may be dlrectlve,to one 1nd1v1dual f'L
-supportlve to another, and perhaps dlrectlve and supportlve to a thlrdh
':'1nd1v1dual. In essence, 81tuatlonal leadershlp prov1des managers the |

o means to dlagnose the level oF competence an 1nd1v1dual has accumulated

' 'L;gto accompllsh a spe01f1c task It then allows that manager to select a

spe01f1c leadershlp pattern to Fa0111tate that 1nd1v1dual’s completlon
'of the task (Hersey and Blanchard l976)
: Blanchard Zlgarmle,‘and Zlgarmle (1987) discuss the components of

-81tuatlonal leadershlp theory. Managers at one t1me or other dlsplay
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'vﬁFour basio»leadership'patterns.‘-Theselfour patternsvdiSplay a
o comblnatlon of management styles From dlrectlve to supportlve behav1or
Below lS an outllne of these styles

1. “hlgh dlrectlve/low supportlve—-Roles and tasks are deflned by
~the leader. Communications are one way where solutlons “and '
dec181on are announced and superv1sed by the admlnlstrator

-2, hlgh dlrectlve/hlgh supportlve--Although the leader- Stlll :

. directs and makes final dec131ons, interaction with
‘'subordinates is encouraged to galn ideas and suggestlons for
solutlons to problems -

3. »hlgh supportlve/low d1rective—¥The leader Facilitates problen
: solving/decision making since the subordlnate has the ability
to accompllsh the task.

4.'_low supportlve/low dlreotlve-—The leader delegates as

- responsibility for decision making to subordinates.
" Subordinates have the confldence and ability to accompllsh
- their task

Managers: adjust their;supervision of workers as workers build their
competence and'deVelop'a commitmentito achieving their task. The
'“ultinate‘goalﬁis~t0'inoreasefthe:maturity‘leVel of workers so they can

perform their tashtuith a mlnimunIamoUnt"oF*direction. Herséyvand
”Blanchard (1976, p. l) descrlbe worker maturlty as:
Maturlty is deflned in 81tuatlonal leadershlp theory as the
capacity to set high but attalnable goals (achievement-motivation), "

“willingness and ability to take respon31b111ty, and education

and/or experlence of an" individual group. These variables of

‘maturity should .be considered in relation to a specific task to be

performed. That is to say, an individual or a group is not mature
or immature in any total sense. People tend to have varying
degrees of maturity depending on the specific task, function, or

objective that. the leader is. attemptlng to accompllsh through thElr'
efforts. : v .

Consequently, in situational_leadership, managers must matoh the
.correct management pattern‘with the correct maturity level of a group

or individual. The more a worker lacks‘the knowledge and confidenoe to
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pérform a task, the more directige that manager must be. As the worker
develops the necessary knowlédge and acquires the confidence needed,
the manager can be less'diréctive and more supportive.

The concepts behind situational leadership can also be useful in
uﬁderstanding the needs of a wdrker. For example, a new teacher may
need the structure of clinical supervisionvto help build instructional
skills. Cliﬁical supervision, being a more strﬁctured and directive
method qf‘teacher supervision, is well suited to this éituat;on. On -
the othef hand,'an_experienced1master teabher wouid probably resent the
~close scrutiny and structure of‘clinical supervision énd would be best
sQitéd to a self—directed method of teacher supervision since
- confidence and experiende_Can be readily observed in this situation.

In other words, situational leadership can be used as a.tool for
professional growth as well as a guide to determine how to deal
interpersonally with specific Workers;

Theory Z

Recently, American educational résearchers have been studying
AWilliém Ouchi's Theory Z managemént,style. This style of management
has been extremely successful in Japan and has been adapted by ﬁany ‘
American businesses. Théory.Z is based on the creation of impelling
incehtives for workersf  These incentives, suchias'lifetime employment
énd seniority based»wagé structure, creates an unusual sense of loyalty

which binds management. and émployee in a family like structure.
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Management trustsvemployees to do the rlght thlngs, whereas employees e
trust management to look after thelr 1nterests The team or clan type
vwoF organlzatlonal structure Fosters a sense of communlty, securlty, andsff
JOb satlsfactlon whlch eventually leads to 1ncreased product1v1ty |
| '(Sulllvan, 1983) | '
Crltlcs p01nt out that Theory les not based upon humanlsmvnor 1s'f h
k"lt an exten81on of the human relatlons theory of management Humanlsm‘l
'fdls basedion the premlse that the organlzatlon strlves for the_{
;-satlsfactlon»of 1nd1v1dual.needs : Theory z 1s prlmarlly structured for c
. .the beneflt of the organlzat1on and- not 1nd1v1dual needs. Indlvlduals S
-qust conform to the values establlshed by the corporatlon "TH§,

‘fattractlveness of theory Z lles not in. the Fact that 1t w1ll ,” T

’;‘democratlze the workplace, but in. the fact that it w1ll prov1de a.

’imechanlsm for enhan01ng managerlal control M (Sethl, Namlkl, and

.:Swanson, l984, p 270) o | | ‘ ) “
Rodgers, Cook, and Green (1984) have Formulated style of leadershlp

appllcable to educatlonal superv151on by 1ncorporat1ng the team concept

:'fostered by chhl s Theory z and the effectlveness of Bandura s"ﬂ'w

"-vbehav1or,m0dellng. The key to be1ng a successful superv1sor is hav1ng A

' ;la ”honed set of 1nterpersonal skllls " Superv1sors want to create and .

: encourage profess1onal growth among teachers, not defen31veness They_'.-T"'

»"can accompllsh thlS by clarlfylng thelr attltude towards workers Ju'.'

”':‘Iutlllzlng behav1or modellng and creatlng a Theory Z team Feellng among :

S thelr staffs

The appllcationvof,the Theory Z'apprOach‘requires‘that'a‘team (or
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"hclan) relatlonshlp be establlshed‘among the.whole staff. The:
1nstruct10nal leader would fac1lltate schoolw1de goals to which all

~ teachers and admlnlstrators were‘commltted. A more collaboratlve
relationship.between teachers'and'stafﬁ'uould be estaolished‘and a
collegial approach to teacher‘ihprouement wouid be.established to help.
- individual teacher performance (Green, et al, 1984)

In order to prov1debsuperv1sors w1th the skllls necessary to’
-accompllsh the theory VA approach, Behav1or Modeling (B.M.) based upon
‘Bandura's‘(1977),social learningltheory, is suggested b;_the authors.
'B;-M,hprovides the administrator/superVisor with a way tovchange.their
:attitudes towards teachers. Key aspects of B. M. are: 1) it provides
h:guidelines,on mOtiQation;*Zj it demonstrates communication,skilis; and
3)hit shous how toicarry out other aspects.ofvleadership required in a
zteacher and;superyisorbsituation. (cited in Green5 et al, 198457‘ |

tThe authors presented anpinteresting oVerview of Theory 7 and
- behavior modeling. ‘They showed how buohits‘theory VA stresses the
collaborative approaCh to supervision and stressed the premise that
teachers, ifrinuolved and respected, wili buy into the process.‘ They ~
suggest that teachers will be motivated to achieve the common
objectiues of the school because they all helped establishuthese
obJectlves. Coupled with behavior modlflcatlon tralnlng for.
.superv1sors, the authors outline a modern humanistic approach to
motlvatlng teachers |

Theory Z w1ll not be applled to educatlonal management as a pure

theory. The current structure of American education can not offer the
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,flifetime’incentives neceSSaryito dévélop‘the‘déép7loyaity'ob3efyea in :
l\Japanese companles Instead Green, Cook, and Rogers have borrowed
‘ parts of Ouchl s theory, the team concept,Aand 1ncorporated 1t w1th
v behav1or modelrngi, In;the processmthey have actually developedra newr.d

' theory which is far more humanistic than Ouchi's original theory Z.
o Summaryf:'

:'The varlous theoriesvand‘leadershlp styles discussed‘ln‘this
‘-chapter prov1de school admlnlstrators with the background and ratlonalev
:lneeded to deal w1th and understand human 1hteractlon in an educatlonal :
1 settlng As they 1nternallze and apply theselldeas they become more ,g_b'
fadept at av01d1ng confllct and encouraglng growth and product1v1ty w1th A
d'thelr staffs. | | |

'[ Understandlng Maslow s Theory of Human Motlvatlon, Jung s Theory of

‘j Personallty, and the concept of power, equ1ps admlnlstrators w1th the

'~'necessary background to understand why people do thlngs and what -

lefactors-motlvate the peoplevthey”work w1th and superv1Se. Maslow s and
:>Jung s theorles prov1de the ba31c 1nformat10n needed to formulate |
Mlstrategles useful 1n creatlng trustworthy and productlve cllmates

‘Power, when respon81bly employed and understood, is a p081t1ve and co

"lA;tproductlve organlzatlonal force and helps organlzatlons meet thelr{a

Leadershlp styles reFlect ‘various views of the nature of the f‘

worker ’ Tradltlonal management theory v1ews the worker as lazy,v;



’ondisciplined and needing Strictland'pointed'supervision. Humanist’_‘v
‘}imanagement theory 1s more optlmlstlc, v1ew1ng employees as self
d1sc1pllned, creatlve, and w1lllng to seek out respon51b111ty
ITSuperv151on 1s consequently ‘more partlclpatlve ‘where managers seekw
1nput From worker in the dec181on maklng process

Sltuatlonal leadershlp and Ouchl 's Theory Z as applledbby Green et
‘al comblne dlfferent leadershlp technlques In 31tuat10nal leadershlp
‘admlnlstrators flt the management style to the profe881onal maturlty of
the worker. Situational leadership helps administrators select the
best method of worklng w1th 1nd1v1dual teachers In Green et alls
ver81on of Theory Z Bandura s behav1or modlflcation is combined wlth
the Theorch team concept.'.The resolt is:a‘humanistic yersionlof
Theory-Z;'f | |

.As school administratorslbecome more knowledgeable and competent in
vapplylng human relatlons and leadershlp theories, they become more |
'peffectlyeeleaders. They become more sklllful ‘in worklng w1th people
-rather‘thanTaround them. They create a trustlng organlzatlon where

"’everyone is worklng towards common goals



CHAPTER 3

Implementlng Interpersonal Relatlons Skllls In School " Admlnlstratlon

Blll Stone is the pr1n01pal oF Pearly Gate Junlor ngh school the ;

7fw§1deal school . Students never mlss a. day oF school for Fear of m1881ng

,some educatlonally 1mportant detall.‘eEach student achleves his or her
bjdmax1mum potentlal malnly due to a teachlng staff that is extremelyb
'ﬁcompetent dedlcated, and proFe351onal '_In fact every teacher‘rs a
:hlghly motlvated master teacher e - |
Teachers and students are extremely energetlc, creatlve, and
hunusually cooperatlve. A mutual concern ex1sts for everyone s well;‘ '

a belng and people genu1nely extend themselves to help one another |
fllThere is not an. env1ous or Jealous relatlonshlp w1th1n the school and(
'_h}everyone is 31ncere w1th pralse for one another.:"

B Parents are supportlve w1thout meddllng and oFten contrlbute bothg
fltlme and money For the beneflt of school programs., There has never_b
t@n;been a parent complalnt about the school teachers, or admlnlstrators.fbl-

‘DF course Blll Stone llves 1n that great school house 1n the sky,
:vthe place old admlnlstrators go after years of deallng w1th reallty
Whenever we. enter organlzatlonal 81tuatlons w1th people thlngs rarely:

- go 1deally Not all chlldren are motlvated teachers, belng the



- 34

b‘dlver81tled 1nd1v1duals they are,‘often deal w1th 81tuatlons wlth minds
fof thelr own, and many parents would rather exert thelr w1lls over

bvschool staff than work w1th them |

School admlnlstrators must develop the skllls necessarybto pull

:tharents, students andlteachers together to create ‘an eFFectlve learnlng
,env1ronment They are charged w1th the task of Focus1ng teacherS»:
-‘attentlon on 1nstructlon and must manage people to minimize aggressrve
fbehavlor, confllct, and re51stance Above all they must secure an.

: . atmosphere of trust, open communlcatlon; and cooperatlon among‘thelr
'vstaffs,rstudents, and parents-"The questlon 1s-. How-do school

vadmlnlstrators do thls7 Thls chapter addresses thlS questlon |

K Specific: methods, technlques, and processes that Fac1lltate thebb

:flmplementatlon of 1nterpersonal relatlons skllls in several of the morey;'

*itcrrtlcal~areas»of school admlnlstratlonwwlll.be explored.

o Creatlng,a Personal Support System by Bu1ld1ng Trust and Motlvatlng
' People o . UL . - ‘
All too often the relatlonshlp between teachers and admlnlstrators.
is more a ”them versus us” arrangement rather than one of cooperatlon
.T:Tand colleglallty Teachers often mlstrust admlnlstrators motlves andi

' openly lament the way they have lost touch w1th the classroom

v*,”5Adm1nlstrators, 1solated by thelr p081t10ns, drlven by dlrectlons from’b‘”

’v,the central offlce, and resentful of teacher antagonlsm may develop an_
VZ”I ll show them" attltude Uften as a result of th1s 81tuatlon an»

'ﬁatmosphere of unea31ness, mlstrust, and non- product1v1ty seems to
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’peroetuate itself. In such situations the-primary mission of the

school, providing a‘quality edbcatibnvfor~the students,:iS‘buried'under‘_.d

an air of unreasonable'behavior; susoicionybandhantagonrsm .
(Hassenoflug,'l986); - o | |

‘~Attehpts to create a:positive.learning enyironment in‘such schoois‘

: Falls because the. prlmary emph351s‘on human relatlons is between the '
 student and the teacher Bu1ld1ng adult relatlonshlps seem to'have
been neglected in such 31tuatlons, stuntlng 1nnovatlon and artlculatlon
':wthh, in turn,'creates an‘env1ronment conduc;ve to 1nteroersonal
abuses by bothhteachers againStradministrators and administrators’
against teachers;‘;However;:the building of positive and‘productive>:

" human relations-among the‘adults'in a SChooi setting proves jUStgas
‘1mportant, if not more so, than student teacher relatlonshlps. A
'Faculty psychologlcally at war w1th 1ts admlnlstratlon,_For example,_“ :
rcan often destroy the good thlngs that ex1st 1n the classroom> It
school admlnlstratorsvw1sh to bu1ld an eFFectlve educatlonal prograh‘i
w1th1n thelr schools, or JUSt to surv1ve as an admlnlstrators, it is-

‘essentlal that they build a trustlng worklng relatlonshlp w1th thelry
staFFs (lest 1980)

- Trust does not:occuriautomatically; It'isynot'something passed“
donn_From one'adninistrator tovanother,’nor is it'in an admihistrator's"
. genes‘ Trust 1s a condltlon admlnlstrators achleve by hard work,‘and
‘vlt beglns by belng open, honest, and sincere w1th people Trust

”thrlves when admlnlstrators show thelr staff that they are 1mportant as

v1nd1v1duals. It is a two way street where everyone Feels comfortable
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dealing with each other in everyday situations. Essentially,
.'admlnistrators aoquire_the trust of others ohen they trust and make
others feel good about themselves (Hirst, 1980).

Another important:aspeot in the trust building‘process ls the
establishment of a need for trust. Administratore do not necessarily
have to develop trust with everyone they come in contact with. They
need not build trust with the postman, for example. They do, however,
need the trust of those who are participanfs in the organiiational
goala they are respoosible for, In a school setting-this means
everyooe from secretaries and custodian to students, parents, central
office personnel, and teachersf It means that administfators most
lcarry the message; "if we want to create an effective school, we must
" cooperate towards that goal;" Implicit in cooperation is‘trustihg one
another (Sanchez, 1988).‘

The interpersonal skills and fechniques needed to build trust also
help motivate people. The same techniques one utilizes For»one
contributes to the other and many researchers do not distinguish
between ﬁhem. Robert Conklin.(l979),‘f0r example, statee that "to the
degree yoo give others what they need, they will give you what you
need." Meef the physical and emotional needs of your staff and your
staff will rec1procate by contrlbutlng 1deas, being cooperative, and by
worklng hard to meet the organlzatlon s goals.

Conklln (1979) spe01flcally discusses a "three-legged pedestal" of
needs. administrators must meet in order to build trust.and motivate

people: acceptance, approval, and appreciation. Trust and motivation



.'occur by accepting people as they:are;‘demOnstratinglto'them thatvthelrf
un1que qualltles ‘are 1mp0rtant and respected Acceptance is show1ng
keen 1nterest in your staffs thoughts and oplnlons Acceptance breeds e
happlness and contentment because you say to 1nd1v1duals, welcome 1nto
the human race,_I m glad your here |
' Acceptlng also means toleratlng When we speak about acceptlng

people we mean we must tolerate the Fact that all oF us make mlstakes e
3band that we all have Faults We must understand that'however badly av
='person behaves there 1s always a reason For that person s actlons
Tolerance is slmply acceptlng those qualltles 1n people that are not -
llke us,‘those behav1ors whlch appear to us as absurd and appre01at1ng '
’.the dlfferences in people Tolerance and acceptance requ1res that we'
':choose not to hate, cr1t1c1ze, or condemn, but that we enJoy the.
, unlqueness of everyone at Face value (Conklln, 1979)
| However unlgue we'’ percelve others we must remember that deep down
most’ people have the ‘same ba31c needs, to be apprec1ated loved, and
“Trewarded Consequently, self knowledge helps admlnlstrators understandi
‘”vothers as well (Savage, l968) When admlnlstrators reallze that people
; lhave the. same ba81c needs,‘they become equ1pped to exert tolerance and
{understandlng to those they work w1th Arthur J.;Jerslld (1965),adds‘:
:llnslght e R T e R S

The v01ce of self usually 81lent and yet sometlmes audlble to the :'

o inner ear, speaks a universal language. ‘The closer any human comes o

to a knowledge of himself the more he is in touch w1th a core of
‘humanlty which he shares w1th all others S

‘*Everyone works for approval 1n our 8001ety lee 1t and people

“-thrlve. W1thhold 1t and you will breed dlscontentment and low morale
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‘Upenly communlcate approval‘to your staff and the relatronshlp you wlllt
” ‘bu1ld w1ll stand up agalnst most problems you may encounter In any
'human 1nteract10n 1t is 1mportant to show people that you apprec1ate '_f
‘,what they have accompllshed or have done ,Belng,recognlzed can;7’ -
71nfluence a persons=11fe | | L T
W1thhold1ng apprec1at10n or recognltlon.can demorallze 1nd1v1duals o
,'and cause people to ”burn out” more qu1ckly than 1f you fostered
':tencouragement and recognltlon ThlS means that you must pay attentlon

. to what people are d01ng in your school You must be 31ncere and

p-j’ispe01flc 1n your pralse Do not say "you ve done a reat ob”, sa
7 9 J Y

f:f"the dlsplay oF student artwork demonstrates that a great deal of
}learnlng 1s taklng place 1n your classroom.: You.should be proud." You:

' -.must remember..: pralse 1s a reward people work For It shapes and
astlmulates behav1or (Conklln, p 45) ”ﬁ It is a means by wh1ch a ‘1‘»'
'trustlng relatlonshlp can be bu1lt and contlnue to thrlve between an
.admlnlstrator and his staff f B C Forbes once. wrote in Forbes f”l

’ Maga21ne oF the 1mportance of acceptance and pralse

1y;vleo human belng can be genu1nely happy unless he or she stands i".

‘well in the esteem of . Fellow mortals. He who would deal - A
successfully with us ‘must . never forget that we possess. and are
~ possessed by this ego. . A word of apprec1atlon aften. can
e accompllsh what nothlng else could accompllsh (1n Conklln, p
- 35). ol . R . . _
Bu1ld1ng trust is the cornerstone of the effectlve use. of
R 1nterpersonal relatlon technlques in any organlzatlon. Admlnlstrators -

need to bu1ld trustlng relatlonshlps w1th the 1nd1v1duals on hls staffi

1n order to develop the atmosphere necessary to accompllsh ’
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.ofganizational gﬁals. They.muét garner the~tqut of his staff in order
to acquire the respect needed to lead and he hust develop trust to-
insﬁre that all the staff's éhergy'is focused on the iﬁstructional
goals of the school rather than adult infighting. If a trusting
relationship exists within a staff, major problems can be dealt with
with minimal harﬁ,to the dverall ambiance of the schaol. Figure 1
contains a checklist of practical tips administrators can use during

the trust and motivation building process.

Interpersonal Attractiveness

Interpersonal attractiveness deals with how people perceive oné
another. Its effect determines whether or not people like, trust, or °
respect each other. Understanding interpersonal attractiveness helps
us recognize why we are drawn to some people and repelled by others.
School agministrators, especially if they wish to_exceréisé-the
tolerance and accéptance needed to build trust and motivaté,.must be
aware of the various aspects of interpersonal attractiveness.

Physical appearance, grooming, hygiene, and personality shape the
way people interact with each other. If people neglect their
appearance or are unkempt or uhcleén, other people will tend to avoid
contact with them. A boisterous and obnoxious individual may also face
isolation and disrespect. Carry these negative traits to an
administrative position and you will find it difficult to garner the

respect needed to lead (Sanchez, 1987).



40

Flgure l

= Practlcal T1ps to Use Whlle Bu1ld1ng Trust and Motlvatlng StafF

e l;

. Accept people for what they are. Do not try to change them

Most human relations problems stem from everyone trylng to
change everyone else (Conklin, 1979).

. . Make people Feel welcome in your presence Do not barrlcade_
“yourself behind a desk, be warm, and use small talk to make

‘“'people comfortable’ (lest 1980).

10,

11,

12.

13.

14,

15.
l6.

17,

Demonstrate that you believe in the worth and potential of

other people by being aware of their duties and accompllshments

~and telling them so. (Gazda, 1974)..

Empathize with people about their problems and, if you can,"

" help them alleviate their problems (Gazda, 1974). = This is true ‘

of both personal and professional problems. Personal problems
often affect the way people perform their job, so it is not
only a moral thing to do but a practical thing as well.

Smile a lot. People respond p051t1vely to people who smlle
They trust people who smile. (Gazda, 1974). : :
Show people that you approve of them. as people as well as
professionals (Hirst, 1980)."

. - Praise people, but be sincere inh your pralse Do not use false

flattery; people will see through it and it will not be
accepted (Conklin, 1979).

Be specific in your praise. Praise what a person does not the
person’ (Gazda, 1974). . :

Do not be afraid to tell’ people about yourself Aggrogriate
self-disclosure communicates a closeness and deeper
understanding between people and thus builds trust (Gazda,

1974). Approprlate self-disclosure doesn't mean telling

everyone every detail about your life, it means talklng about
family, hobbies, trlps, ete. :
Be honest in your gripes as well as your pralse If 'a person

is doing something wrong, irresponsible, or inappropriate deal

with the situation openly and honestly (Hennlgan, 1988). o
Use active listing skills when communicating with people. Show
people you are listening by noddlng, paraphr351ng, smiling,
etc. (Hirst, 1980). ‘ "

Treat all staff members the same way (Burgess, 1978). ‘Do mot

~ play favorites or create an inner circle. Provide the same

service and support to all staff members. _
Trust means caring and responding to all people s concerns, not
just those you like (Hirst, 1980).

“ "Clearly define and interpret expectatlon to staff members"

(Burgess, 1978). ‘
"Remain calm and poised in dlfflcult situations" (Burgess,
1978).

- Take the time to build trust w1th your staff (Savage, ). Do not

- rush the process and do not attempt to change anything maJor

18.

before the trust building process is complete.
If you want to be trusted, trust others (Conklin, 1979).
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| Interpersonal attractiveness, however, goes be}ond'phy31cal
appearance and hygiene It is also an attltude It 1s how we percelue
-people 1n relatlon to ourselves People, b381cally, tend to like
dothers who are 81mllar to themselves It is rewarding For people to
.tbsee 51milar traits in others because it reinforces their beliefs,
;‘llfestyles, dec1810ns, and‘social worth'v Espec1ally during 1n1t1al
bcontact we develop pOSitlve First 1mpress1ons to those like us and
negativeiimpresslons of thosezwhouare different (Kiesler, 1978).
People\are‘also influencedbhyza:persons status or social
i'desirability.‘ We tend to have p081t1ve Feelings towards those who arexb
educated, mealthyy powerful; and,phy51cally'attractive.1 This
“phenomenon occurs among‘children and adults. The cute5‘adorable child
otten’is perceiVed‘by others; even teachers; as being smarter and
bette;]behaved, A physically attractiye person may bevdeemed more
capable'than an ohese person when in fact he is not. An 1nd1v1dual
then, may garner more 1n1tial respect and admiration ‘just because he
has more soc1ally deSirable traits than another person (Klesler, l978).>
The implications of interpersonal attractiveness to'school
administration'has two partsr IAs;mentiOned earlier, an‘administrator
who is obnoxious‘or uncleanlstands little‘chance of'winningvthevrespect _v
“and trust oF staff,_students, and parents Second mistakes and
’misJudgements about people, espe01ally durlng First meetlngs or’
»employment 1nterv1ews, can occur 1f administrators explore no further‘
. than'the soc1ally de81rable‘tra1t3'of 1ndividuals Administrators,‘

,therefore, must be cognizant of the tendency oF belng favorably
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»ﬂlmpressed by those dlsplaylng 8001ally de51rable tralts and those who

l_are similar to themselves MlSJudgements and lack of dlver81ty among

‘those he works w1th w1ll occur 1f an admlnlstrator neglects or does not, .

understand 1nterpersonal attractlveness

~ Dealing With Conflict

’Gnehofhthe most imoortant‘lnterpersonal skills'admlnistrators need”
'to.master is the'techniques usedlin conflict resolution Any time the.v
needs of one person dlffer from the needs of another person conflict is
“apt to arise. .Some conflict 1s'm1nor and easily resolved, whlle other
‘conflict can'behextremely disruptive and difticult to~resolve.
Administrators-must'be‘capablefof diffusino conflict no matter how"
extreme (Stepsis, 1974). + |

bAlthough the theory and techniqUes of conFlict‘resolution can be
learned,"there are,fem olaces that formally'offer’such coursework.
:ThereFore, those interested'infschool:adminlstration must learn these
,‘skllls‘on therr:omn Often‘thls occurs durlng‘a person’ s first |
admlnlstratlve o081t10n on the Job (Step51s, 1974) Yet, confllct
:resolutlon skllls can be learned and practlced by prospectlve school
admlnlstratorS’whlle Stlll 1n-the classroom. Teachers deal w1th
'confllct dally Students who do not- get along with each other, parents
l‘at odds w1th the teachers dlsc1p11ne or gradlng pollc1es, and |
‘teacher/admlnlstrator disputes all are common examples of the conflicts

“teacher confront The nature of the confllcts may be dlfferent than



S‘thosevoonfllcts admlnlstrators‘must resolve, but the process of =
resolutlon 1s the same | The technlques and strategles dlsoussed.ln
'i{thls sectlon, although v1ewed From -an admlnlstratlve standp01nt, are
.hoften appllcable to many areas of llFe | |

Essentlally, school admlnlstrators have a respon81blllty to work

‘;1towards and Fac1lltate p081t1ve solutlons to confllcts between people

':oThls means‘that admlnlstrators must rlse above the Fray and medlate “h
’famlcable solutlons.to problems-d The manner in whlch he does thls canb
:, have ‘a great.deal oF 1mpact ‘upon the quallty of the resolutlon and 1ts v
\:eFFectlveness (Doyle and Straus, 1986) B -

| Before confllot can- be resolved, admlnlstrators must understand the‘
nature of confllct' Confllct ‘can be dlsruptlve in the school settlng,_'
‘yet it rs’by no means a totally negatlve concept Without it people do
not thlnk or 1nteract with’ other people, and they av01d looklng at
‘alternatlves (Klesler,.l978), Confllct prov1des people with the -
opportunlty to present thelr concerns and recommendatlons (Savage,
1968) S We need everyday confllcts to test, receive Feedback, and hear
‘:‘dlfFerent 1deas Problems w1th confllct arise when it is not managed
"JConsequently, admlnlstrators must develop the skills necessary to ‘
\:control confllcts by resolv1ng them 1nka manner which doesn't thwart
‘thlnklng, testlng, and 1nnovat1ng (Klesler, 1978)

. Some conFllots,can be‘resolved by us1ng a 81mplebstraight Forward
approach For example, JUSt 81tt1ng down and- talklng through a problem
‘1s often enough to take care of the dlffloulty., Equally effectlve is.

‘the 1F I m pleasant, you ll be pleasant" approaoh for minor confllots
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"Here the admlnlstrator trles to prevent the dlsagreement from grow1ng

?51nto a full blown confllct (Savage, 1968) Thls can be‘effectlve wlthhv

B confllcts between teachers by hav1ng each teacher relate thelr 31de of .
the story so that the other person can see why the other Felt a
. partlcular way Yet admlnlstrators must be aware of" the side effects'.f

M-oflthese 81mple-approaches. If you capltulate or, however 1nnocently,

'v‘manlpulate others 1nto capltulatlng, the confllct w1ll not go away

(Klesler, 1978)
At tlmes a more sophlstlcated approach is requ1red to solve
;-confllcts The more sophlstlcated conFllct resolution strategles can:"

»vibe cla881f1ed 1nto three categorles ' 1) avoidance, 2) d1fFus1on, and

"73) confrontatlon v Av01dance is when people av01d confllct altogether

~They make belleve it doesn t ex1st and hope that 1t will go away .
(Step81s, l974) A school admlnlstrator may use thls technlque 1t he
:kdoesn 't want to escalate the problem by g1v1ng‘1t more attention that
it deserves. On the‘other hand; if an_administrator avoidsia‘conflict
because he'justtdoesnltiwanttto;getvinvolVed;‘he"may.Find hlmself with
a‘mlnor’problem that'hasigrown=lnto‘a‘majorvonef. i |

uAdmlnlstrators must,also be aware of how individuals who'are»
‘involved’ln alconflict-use avoidance‘ Some people keep thlngs 1ns1de
VgNo matter how 1rr1tat1ng a 81tuatlon may be they repress thelr

'Temotlonal reactlon, look the other way, or tune out the 51tuat10n

Bt :These people JUSt can t handle any type of conflict. They would rather

o drop out of a 31tuatlon than ‘go through unpleasant experiences.

“Confllct av01ders elther cannot Face up to the 31tuat10n or they do not
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l possess the SklllS needed to resolve the confllct (Step51s, 1974)
When admlnlstrators are confronted w1th thlS type of person they must
try to get that person. to open up Thls can occur 1f the admlnlstrator
“has’ successfully bu1lt a trustlng atmosphere in hlS school

D1FFus1on is another confllct resolutlon technlque that can‘be
useFul.to an admlnlstrator.. Essentlally leFUSlon is a tactlc that 1s‘

‘ 'used to delay any resolutlon of a. conFllct Admlnlstrators use- it to

' _cool a 81tuatlon temporarlly and 1t only works when delay 1s pos51ble

It would not work, for example, 1F a student dlsputes an ”F" grade l'
'glven by a teacher when he needs a "C" to graduate the next day vThisl
problem needs an 1mmed1ate resolutlon | |
However, d1ffus1on can be effectlve in deallng w1th.certa1n
confllcts. The admlnlstrator, For example, may. delay actlon by
resolylng‘mlnor p01nts before maJor ones, hoplng that the maJor p01nts
ﬂ?w1ll d1ss1pate beFore the gets to them He may also postpone a
zconfrontatlon untll a t1me that would be more su1table and conducive to»
'~.an orderly resolutlon process, or he may av01d clarlfylng any maJor

issue whlch may cause strlfe 1n order to get the confllctlng partles to

: work together The admlnlstrator must however, be aware that the use .

’_‘of dlfoSlon may result in Feellngs oF dlssatlsfactlon, anx1ety about
“the Future, and concern among partlc1pants (Step31s, 1974)

The thlrd technlque of confllct resolutlon is confrontatlon.'

‘ Durlng thlS process admlnlstrators actually confront the 1ssues and the
‘people_lnyolved in the‘confllct Most confrontatlons 1nvolve elther a l'

win/win or win/lose reSolution W1n/lose remed1es usually are attalnedf,



* by voting onv"a problem,' ab‘bciati'ag" ans PerSon "tof decide on the the
_solutlon, or worst of all no dec181on at all (everyone loses) (Doyle -
and Straus, 1986) “

Coerc1on end the use of power also create w1n/lose resolutlons oF

:confllct Thls type oF brokerage can- be phy51cal force, brlbery, or

o punlshment Using thlS method is great for the w1nner, but leaves the ‘_7

loser Full of resentment hostlllty, and anx1ety, all of whlch can keepli“.

a confllct 81mmer1ng Coerc1ng people may solve the problem in the
short Tun but w1ll also guarantee that 1t w1ll resurface, oFten more
aggre881vely w1th greater 1nten51ty (Step81s, 1974)

| W1n/w1n solutlons have JUSt the opp081te effect During this
process everyone Feels that they have recelved somethlng It is a.
process - where everyone may thlnk there was a better solutlon but 1ts a
solutlon that everyone can llve w1th and one that doesn't compromlse
anyone's values or conv1ctlons.5 It 1sra consensus bulldlng process‘not,'
a negotlatlon“ Negotlatlng'lmplles that“there'are trade-oFFs
Consensus 1s not tradlng ofF--everyone must agree on a solutlon (Doyle.

lland Straus, 1986) The w1n/w1n consensus bu1ld1ng technlque prov1des

'N‘the most p081t1ve and least negatlve results of all confllct resolutlon'i"

5strategles (StepSIS,.l97a)-

Solv1ng confllcts u51ng a w1n/w1n ‘consensus bu1ld1ng process takes

‘_ngreat sklll Admlnlstrators must learn to dlstlngu1sh the nature of

lt;the confllct become eFFectlve 1n 1n1t1at1ng confrontatlons, develop
the ablllty to llsten to all v1ewp01nts, -and 1nternallze and be able to*

‘Almplement a problem solv1ng process In1t1ally adm1nlstrators must
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vdlagnose the nature of the confllct needlng‘resolutlon He must
: determlne whether the confllct is 1deolog1cal based upon personal o
v‘values, 1f the confllct is real and tanglble, or if it is a comblnatlon =
of both : Idealoglcal value type confllcts are - almostblmp0881ble to'
_reSOlve. These are those ‘issues in whlch people become emotlonally
.l,entrenched ’ The textbook 1ssue between rlght w1ng fundamentallsts and »
the educatlonal establlshment is an example of such an 1dealog1cal(
’contllct. Resolutlon oF such confllct is beyond the scope of normal
; school admlnlstrators and must be settled in our courts (Step81s,
:gJ1974> |
Equally as dlfflcult are those value confllcts that do ex1st w1th1n,_3‘

the scope of an admlnlstrators authorlty to resolve For example,

' ‘staff members may have dlfferent views of how student dlsc1pllne should

‘4be handled,based upon thelr personal value system - In thls 31tuat10n,d
‘even though people are 1nterested 1n the development oF a dlSClpllne
‘pollcy, confllct of an 1deolog1cal nature arises due to dlfferences of:

b'oplnlon In thlS case admlnlstrators must be capable of reaching a
dworkable consensus among conFllctlng partles because 1t affects the -
,}entlre school. “He must get people to Focus on . the real and tanglble
;problems Wthh w1ll allow them to dev1se reallstlc solutlons In this

case; gett1ng staff members to agree on varlous methods of" school

‘dlsc1pllne w1th wh1ch everyone can llve If value.confllcts-do not

| \pose a threat to. organlzatlonal goals, there 1s no. need to resolve the

i confllct (Step81s, 1974)

The manner in which school administrators initially.approaChl



'conFllct can also have an effect on whether or not the confllct Wlll be
resolved vIt.rsrextremely-lmportant thatvboth»51des-1n the confllot

Care given‘thevsame statUS. Demeanlng or attacklng one 51de w1ll only

o result 1n defen81veness that can thwart an easy or qulck resolutlon or» :

:';the problem -Gettlng people to open up and express themselVes as to
: how the confllct has effected them is the, best way to approaoh the

confllct.: Confrontlng the 1ssue is not attacklng or bellttllng
».anyone's,p031tlon (Step81s, 197&) : |

Once the confrontatlon of: the problem has. been 1n1t1ated the

I confronter must 1nsure that people really hear what everyone 1s saylng

‘:It 1s 1mportant that the 1nd1v1dual Fa0111tat1ng the confrontatlon oF
issues hlmself have a de81re to llsten obJectlvely and examine: both
. fsldeSTOf”anxlssue. uAt tlmes thlS can”be dlfflcult because‘one party

vmay have an 1ndefen81ble, selflsh, or 1rratlonal p081tlon (Savage,;‘”'

_ 1968) Argu1ng or provoklng people only serves to make a confllct
worse and should be av01ded : Instead the oonfronter must engage in the
"art of "reFlectlon or active llstenlng" (Step81s, 1974).

uActlverllstenlng»skllls:help people feel that they aretimportant
becausevtheir views‘are'being heard | People begln to Feel conf1dent
”xwhen they feel that they are Flnally belng heard Thls often leads to (

a lessenlng_ofiten31on and beglns to’ break through the_emotional,aspeott
rot.conflicts;‘ Usually;“when the.oontronter‘actually:llstens‘to'they
other person S p01nt of view that person lowers his defenses and in |
turn 1s more’ready to llsten to opp081ng views (Step81s, l974)

The admlnlstrator skllled in- the art of actlve llstenlng has
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equipped himéelf with a tremendous problem solving tool. Active

v listehing‘skills assure that you are truly péyinguattention to the

~ other person. 'Itvkeeps your'mind from wandering and increases your
chances‘Fpr accurately receiving the other persons meséage. Active
listenihg'aiso helps you:to get‘at hidden messages because people often
express their problems or feélings in "strangely coded ways.'" Active
listening also helps build trust and péople will be more likely tb
share themselvés with you if you listen to them. Active listening can
in itself be a problem solver. Just the fact that someone listens to
the problem may help a person accept a situation because they know that

someone understands his problem (Adler and Towne, 1984).

Group Process and anflict Resolution

When conflicts are so‘complex that‘they cannot be fesolved'by
simple methods, it is necessary to utiliie a problem solving process.
There are many prbblem solving models available to school
administrators, but most consist of essentially the same componehts,
although they may be labeled or classified differently. ' The value in
using a process is that it provides a means to manage and resolﬁe
conflict by'building consenéUs among,the individuals or groups
involved. The Foilowingvis an outline of a basic problem solVing

sequence (Morris and Sashkin, 1978):
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I. Problem Definition -- Explaining the problem situation,
generating information, clarifying, and defining the problem.
" II. Problem-Solution Generation -- Brainstorming solution

alternatives, reviewing, revising, elaborating, and recombining
solution ideas.

III. Ideas to Action -- Evaluating alternatives, examining probable
effects and comparing them with desired outcomes; revising
ideas; developing a list of final action alternatives and
selecting one for trial.

IV. Solution-Action Planning -- Preparing a lists of action steps,
with the names of persons who will be responsible for each
step; developing a coordination plan.

V. Solution-Evaluation Planning -- Reviewing desired outcomes and
development of measures of effectiveness, creating a monitoring
plan for gathering evaluation data as the solution is put into
action; developing contingency plans; assigning :
responsibilities.

VI. Evaluation of the Product and the Process -- Assembling data to
determlne the effects of actions and the effectlveness of the
group's problem solving process.

The key to the effectiveness of the use of a problem solving
process is the skill of the facilitator. Every group process needs a
facilitator who is skilled in group processes and interpersonal skills.
Essentially the facilitator is responsible to get the group focused on
a common problem, ensure that everyone can express their ideas without .
being attacked or intimidated, and to build‘trust‘within‘the group
(Doyle and Straus, 1986). In addition the facilitator is responsible
to guidé the groupvthrough the process and enéuré that all group
members havevthe oppoftunity fo practice the interaction process skills
important for effective groﬁp problem solving (Morris and
Sashkin,1978). Group processes take practiée.  The more experienced
and skilled any particular gfoup is in the process, the more easily thé

process works.
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Understanding:Change and ResiStance

The school‘administrator‘is increasingly becomingvmore.accountable
for the effectiveness of his'school, He is'expected to be a strong'

educatlonal leader w1th expertlse in currlculum, 1nstruct10n, human

vrelatlons, and organlzatlon to mentlon JUSt a Few ~ He is also expected , =

tto have a VlSlOﬂ, elther formulated by hlmself or w1th the aid of his
.staff, as-to where he wants his school to go{and 1s expected‘to-possess
the skills necessaryvto implement that_vision. lmplicit in thex |
1mplementatlon of ‘any v181on are the skllls necessary to effect change
and mlnlmlze res1stance

Change 1s 1mportant to efFectlve leadershlp because without 1t we_f
~cannot- grow or ever be sure that the status quo is the best we can be.
Although change doesn t necessarlly mean that there w1llbbe”_
1mprovement w1thout the attempt growth will never occur. In‘other
words, we.must propose and.try-out an*1nnovat10n-1n order to find out
‘1f 1t Wlll work. Just the attempt at change gets people th1nk1ng and
vcreatlng. At best change 1mproves the school, at worst, if the old
prbcedure;;s in Fact_superlor, you retalnvthe status quo (Gorton,,
1984). | | | - |

Yet change is not necessarlly met w1th accolades by those aFfected
by 1t ' Every.admrnlstrator haS»beenvconfronted with people who just do
/ not;see"the purpose ln-anthhangef;'lhffact,'as.far as change goes,
’there;are}twotcamps:igl)ﬁthose”whoneay’"lfzits‘new its therefore

» better,fvand 2)‘those who say- "this is old, therefore goodl(Gorton;
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1984)."

Re81stance can be found in every type of organlzatlon 'ItAcen grow :
within communities over desegregatlon of schools or over -the c1051ng of
a branch of evpubllc school llbrary. It»can.occur within church groups
where parishioners oisegfeelwith churco leaders} In fhe school
settings resistance_may oooe Fromvparents, students or the staff ovef a
- variety of‘things. Resistanoexto.Change'Should oe expecled end_must'oe
managed by toe school admioisﬁrator if he wishes fo‘see his vision -
become a feality (Savage, 1968).

As wlth,any aree which‘affects the way people relate to one
énother;.uoderstanding the naturevof reeiStance is essential to school.
administration. First‘of all it is natural for people to resist eachl
other. People do not enjoy being‘told what‘to do, how to act, or that
their preferences and attitudes need to be altered. Seoond,
understanding why people or groups resists cen be very complex.’ Even
- individuals w1th1n a group that is opposed to the same thlng will have
dlfferent reasons for resisting (Savage, 1968) As complex as
resistance is to understand it is clear, however, that unmanaged or
controlled‘it can be an’extremely desfrUctive Force within a school.

LeFt unchecked, r881stance can destroy the ablllty of people to
work-together. It can destroy creat1v1ty and severely limits the.
1nd1v1dual potentlal within organlzatlons.‘ Resistance often causes
| people to: play it safe av01d1ng rlsks ‘which in. turn can stunt
professional growth. It can be a monster:thatvbuilds upon itself

(resistance begetting resistance) and is often built without people
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knominp it.'Yet;'if,an»administratcrpmantshto{pesuccessfulihe musth’
l~iearn tpxcppe With, undefstand, andymanage resistance. He'mUsth'
;‘remembe:‘thatvthe Qppprtunity'for meanincful'chanaey:achievement,‘cr
new‘ideas can only be made whenvpeople interact‘and exchange views. As
difficult as resistance can be“in’implementing an‘innovation, |

.admlnlstrators should expect 1t and view it as a p081t1ve Force 1n the

va change process (Conklln, 1979)

Types and Causes of Resistance

Wheneyer a sitaation is introdpced to a group that involves some -
| type oF change there w1ll be those people who w1ll help facilitate it
and those who w1ll re81st 1t People who re81st do so for many .reasons
~and an astute admlnlstrator,-capable?of readinc'and understanding'what
is‘makingje.person‘tesist,'can,eften*reduce or even eliminate‘much of-
thefresistance'that»may.emerge during-change'(Gprton, 1984).
fherefofey understanding‘the "whys" of'pesistance is Fundamental'tc an
administrator's etFectiye implementation of educational‘innovation
People often 51gnal that they are not too keen on an idea by thelr
verbal expre851ons. Admlnlstrators must learn to listen for these
verbal signals and not shrug‘them off. ‘As ment;onedyln the trust
'.building;section'of thiS'chaptec,'listening tctwhat a person‘is saying
refiects that you”feei that-that person is important and‘respected.
‘Dc;ingbperipds of change you need to listen'and understand people ail

the more -- if a person»trusts you and knows that his views are being
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considered, he will be more likely to cooperate, Qr at least, give
change a try. The following is a list of -verbal comments that may

signal that a person has a problem with a proposed change:

1. I'm not interested (Conklin, 1979).

2. I'm too busy (Conklin, 1979).

3. I can't talk now (Conklin, 1979).

4. I didn't have time (Conklin, 1979).

5. People aren't ready for change (Gorton, 1984).

6. If it isn't broke, don't fix it (Gorton, 1984).

7. This won't work here at this school (Gorton, 1984).

8. It sounds good, but we do not have enough time to do it
(Gorton, 1984) o

9. I'm surprised you would suggest something like that (Conklin,
1979). ' '

10. That change is too drastic (Conklin, 1979).

~11. That's not the way we have always done it (Gorton, 1984).
12. Has anyone else ever tried this before (Gorton, 1984).
13. It will cost too much (Gorton, 1984).

In addition to verbal expressions people signal their resistanée in -
other ways. Administrators should look for signs of impatience; |
looking at one's watch, Wiggling, shaking'or tapping one's foot, or
wandering atfention to mention a few. Constant interruptions also
signal that the interrupting party really isn't interested in what is
going on. Fdr example if a pérsohvat a meeting excuses himself several-
times to také‘phone calls or handle other matters, he really isn't
involved in the program. If he really cared and wanted the meeting to
work he would eliminate any distractions (Conklin, 1979).

After theAadministrator becomes aware that resistance exists to a
proposed change, and remember it is more likely to ekist that not, he
must be aware of the many reasons why people resist. Groups ¢r

individuals who think that a proposed innovation is not well advised or

that the change in some way will threaten a persons status within an
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‘organization will often try to scuttle change. A person may, for
example, fight tooth and nail over a curriculum change that he feels
will be detrimental to the educational well being of his students. Or
a persbn may resist because his department chairmanship would be
eliminated under a proposed reorganization of departments, feeling a
loss of prestige and power. In both situations the person resisting
feels that something will be lost if the change is successful (Savage,
1968). |

Robert Conklin (1979) outlines eight basic types of resistance that
administrators should be aware of: o

1. "Rule Resistance" -- People will resist a change because of the
person who presents it. Our values often cause us to- judge
people or look at them in a stereotypical manner which often
stimulates resistance.

2. "Don't Change Me Resistance" -- Tell a person to change their
habits, lifestyles, job performance, or behavior and most of
the time they will resist. Generally people resist any idea
that might threaten who they are. We accuse people who resist
this way of being uncooperative or insubordinate if it is an
employee.

3. '"Lousy Mood Resistance'" -- When a person is tired, ill, or
depressed they will resist anything. It is probably best to
wait till they're feeling better to press for change.

4. "What is Mine Resistance" -- Conklin describes this type of
.resistance as biological resistance. Every person needs a bit
of space, something of their own. A person denied privacy will
resist.

5. "You Bug Me Re81stance" -- A person will resist somethlng just
because they do not like or are annoyed by the person who is
presenting the change. People many resist because they do not
agree with the basic philosophy of the presenter or because the
presenter doesn't show them respect or listen to what they are
saying. An administrator who has negative interpersonal
attractiveness may experience this type of resistance.

6. "I'm Against It Resistance" -- People who are negative, fault
finding, at odds with the world will probably resist anything.
7. "I'm Scared Resistance" -- When a person is afraid of something

they will resist. Often not understanding the proposed change
causes people to fear it consequently resisting it.
8. "Ratlonal Resistance" -- Some people resist thlngs for all the
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reasons stated above. They use these reasons as a rationale to
resist the proposed change giving little chance for successful
innovation.
People resist for a variety of reasons. At times people resist for
noble and sincere reasons and at other times they resist out of fear or

self interest. Whatever the cause, the school administrator must be

able to understand and analyze resistance in order to deal with it.

Dealing with Resistance

As mentioned earlier, resistance is not necessarily'a negative
circumstance during the change process. Without it organizations
stagnate from the lack of new ideas, divergence of opinions, or varying
options. Yet to an ambitious administrator who wants to implement a |
vision or educational innovations, those Who resist often appear as the
~ ones frustrating progress. The administrative key, then, is to
maximize the positive aspects of resistance while minimizing the
negative aspects.

| 'According to Savage (1968) changes or innovations within a school
are more likely to occur if there is a strong site administrator
leading the way. Essentially the site admihistrator is in a positibn
to see the entire organizational picture and has the power to affect
. change. Yet the site adminiétrator must also be aware that the
effective implementation of change takes a cooperative effort by the
group that will be or is affected by the change. Change can be said to

be successful dnly when it is viewed by the group involved as "our"
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change. .Consequently, in order to get the necessary suppoft to sustain
an inngcvation, administrators must not only lead the way in support.of
a change, but also involve as many people, who will be aFFectéd by the
change, during the-planning and implementation'processf When this
ﬁccurs,‘those involved in the planned change will develop a deep
understandihg of why the change is needed, will feel they have had a
voice in the plan, which will, in turn, foster ownership and.
'cooperétion.

"During the changé process the site administrator and those
participants involved in the planning should try to anticipate areas of
possible resistance. The group should address the following questions;
1. How will people be affected by the change? 2. How will they feel
about it? 3. Why is change necessary? 4. What ways will the group be
affected? 5. What can be done to alleviate any real or imagined threat
to the status, security, traditions, responsibilities or work load of
those involved in the change (Savage, 1968).

Administrators should be careful to insure that the change is fair
to everyone, that the timing of the change is appropriate, and to be
sure to express that the change proposed is expressed initially as an
experiment. Any change should be based upon the needs of the

.organization and not what may benefit a favored teacher or group. If
the administrator»implements too much change too soon, he will find
himself in a position of having people resist the change just because
it is another change rather than evaluating the change on its own

merits. It is also wise for the administrator to emphasize that the
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proposed change or innovation is initially an experiment. Thé proposed
change should go through a process of development where it either gains
the support and enthusiasm of the group involved or it is decided that
it is not the fight solution, procedure, or answer for the situation.
In the‘latterbcase it should be emphasized that alternatives will be
examined. |
Anothér method of reducing or eliminating a persons resistance is
to give something to the resistor in return for his cooperation. For
example, in the school setting a principal could change the school
schedule to accommodate a certain téacher's habits who would be
affected by the change. ‘Thié is referred to as the '"concept of
exchange" (Lortie) 1964) . THiS»concept can be valuable in eliminating’b
the minorvproblems thét may impede progress in implehenting a desired
~change.
Conklin (1979) also lists eight practical rules administrators
should heed when dealing with resistance:
1. '"Watch Your Language" -- Avoid words or language that dictates
to people what they should do. Instead ask for agreement.
(Avoid; you should, must, ought to. Use; do you mind, lets
consider, we, and us). Never refer to objections a objections

or resistance as resistance. Talk about ideas, opinions,
viewpoints or questions.

2. "Be Likable" -- It is hard to r981st those who you like, yet
easy to resist those you despise.
3. "Give Resistance Status'" -- Resistance should be v1ewed as

another persons opinion and thus respected. Be genuine in
telling people that you respect their viewpoint. This will
make the person feel important and set the tone when people's
views differ. Never demean a person's view because it will
create greater resistance.

4. "Don't Hassle" -- Avoid fighting, arguing; struggling and train

~ yourself not to show any hostility in your behavior or voice.

Always be agreeable rather than argumentative. Arguments breed
rebellion not cooperation.
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S. '"Don't Force Resistance to be Defended" -- Forcing a person to
defend their resistance increases the importance of their view.
In order to neutralize resistance you must .replace it with a
different view. When a person is arguing their view it is not
being replaced. :

6. "Don't Make the Other Person Wrong" -- Proving a person is
wrong is the biggest mistake people make in dealing with
resistance. It forces a win/lose situation where the losing
party will resist all the more. Correctlng people should only
be done if it is absolutely necessary.

7. ""Don't Be Afraid to Lose to Win" -+ Just because a person
resists something doesn't mean that he will not go along with
the change in the end. Let people express their differences,
then forget it and move along.

8. '"Use Patience, Ask Questions, and Listen" -- train yourself to
be patient. You can neutralize resistance by listening and
asking questions. Avoid the urge, that most people have, to
debate issues. It is not necessary to set people straight.

- Change Through The Back Door

Much has been reéently written of the effectiveness of Japanese
management énd the differences it has with American management styles.
Some of the rhetoric has been exaggerated in favor of a perceived
superiority . in the Japanese way, yet much can be learned from examining
different approaéhes to mahagement problems; This is true in the
differences exhibited betweén-thé cultures in their management of
change and resistance.

The basic difference between the way the Japanese handle change and
the way Americans handle it is that Japanese management chooses to
iﬁplement a change quietly and gradually, announcing\it only after it
has become part of the orgénizations procedures. American managemgnt,
on the other hand, announces change before hand, then sets out to

implement it (Pascale, 1978). The differences in style are interesting
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to examlne

The ratlonale behlnd the Japanese method 1s that qu1etly -
.instituting change/allows'the_“1nformal organlzatlon”.to accustom.‘
itself to'the change. Achievlng;gradual change,'a_traditiOn in
"Japanese culture, proyides a‘context FOrvmanagers to deal with o
obstacles‘that may block a change‘ For example, when a partlcular
- fchange is 1ntroduced gradually, management can’ monltor, adJust, or drop
‘ethe change if necessary w1th a minimum of tuss When the process
lﬂlntroduced Flnally takes shape, the change is announced to conFlrm what'
has already happened (Pascale,,l978) o

In contrast,,announc1ng»change beforehand; as is done in American
fmanagement, automatlcally creates a situation'wherevsome people will-
» resist the change, 'Thevannounoementroften stirs things up, rumors fly,
‘and people:Will become-threatened;: Announcing the‘change in advance
causes American management to make‘statements ab0ut situations of Which1
they‘are notvcertain. They.may make“claims, For example, as to how o
:;much better an 1nnovatlon w1ll be for 1mprov1ng a partlcular worklng
COﬂdltan only to be proven wrong aFter the change is 1mplemented and
trled (Pascale,vl978). Thls‘couldbresult-;n dlsgruntled employees‘and
a lowering of‘moraleri L L | - |

The notion:of.aggradual"change:may be‘viewed by somebasv
manipulatlon, an idea,that is contrary to current American management
.itheory.n‘Yet?lt canvbelapplied, especially in an”educational settingf'
‘ln many situations; Innmatters that do not involve inStruction it may

" not be necessary tolinVoke a‘problem—solving»process asking for input'v
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from the staff. A quiet implementation of a procédure may be easiér
“and more efficient. For example, it is not essential, or may not even
be expected by the staff, to create a committee to imbrove a fire drill
procedure. This can be gradually achieved by the site administrator by
his observance of the existingvprocedure over a period of time. .He can
cite in memos or at faculty meetings needed changes to the staff.
Feedback can be solicited informally in the faculty lounge without
making a fuss. The result will be an improved Firé drill procedure
without éreating a major productioh in the process.

The gradual implementation of a change can be a useful tool.to the
school administrator. If the change is hot something the staff needs
to be involved with or if the change requires minimal involvement of
others, administrators can avoid the resistance that is sure to emerge

during a group process.
Conclusion

Aéquiring and knowing how to implement interpersonal skills is
perhaps the mdst important ingredient in effective school
administration. This chapter examined several critical areas of an
administratofs responsibility and discussed the interpersonal
téchniques.and processes needed to overcome and manage them. The
importance of building trust and motivation, the consequences of
interpersonal attractivenesé, how to understand as weil as resolve

conflict, and how to neutralize resistance to change while encouraging
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creativity and innovation have been examined as well. The autﬁor has
explored the need for tolerance, patience, empathy, and control by
administrators when dealing withvpeople and has discussed methods used
to develop.these skills. Dealing with parents, students, teachers, and
the central office affords the school administrator many challenges.
The discussions in this chapter provide an outline of the methods
effective administratdrs use to meet those challenges.

School administration is essentially a people job. How the
administrator interacts with his staff, central office, students,
parents, and the community will determine his effectiveness as an
educational leader. In this paper the author has expressed what the
research says about interpersonal skills in the educational setting,
has looked at the theories affecting interpersonal skills, and, in this
chapter, has discussed how to implement these skills in several of the
more critical areas of school administraiion. Essentially, this paper
is a document that concisely reviews the topics in an informative
manner. It is not a definitive study, but rather a review of the>major

aspects of the topic and a launching pad for further exploration.
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