


Alan Diehter emphasizes the leader's role as an information gatherer and
facilitator. School leaders do their behind-the-scenes information gathering
in all sorts of di fferent ways. Some ask teachers to contribute their thoughts
in writingon a spontaneous or periodic basis. Alllisten skill fully to voices
frorn across the school community. "The principal." Dichter savs. -is the
protector of'th· integrity of the system. She.-s the person who runs around
and makes surf· evervone knows w·hat's going on. You can't do all your
romrnunicating at t hi· rrieeting-you have to make sure that peopje are up to
spied and have the in format jon they need ahead of time. Meeting time isn't
for getting people prepared to decide. Its forheingsharpand conciseand
making drcisioniC' Dichter notes that there are times when a new teacher
rjescrves to be heard but the wisdom of a twenty-year veteran has got to count
I'cir more. somehow. The principal's work is to balance and filter opinions

and experiencr. (See -1.e:adership Paradoxes Common in New and Small
Srhools" on page. 18 for more on the school leader's role.)

Leadership can vary and move around.
but when Lt comes down to Lt. no matter how much

decision making is· shared. there does have to be
someone who is in charge.

Even in sc:himls wh(·re teachers see thems·lves as generalists, able to teach
:wross disc: i plin (:M and perform rn u Itiplc functions in the school. not everyone
ran lic: in on every decision. Where should people direct their energies?
What decisions should be made democratically and which should one or two
1 ic·t,pie make'.' 1 1 ow does one balance the need fur efficiency with the need
1'(ir inc:lusion?

Iii Haitiliriclge island. Washington. Catherine Camp is the director ofthe
Corninodore Center alternative programs. five distinct educaticinal programs
grouped with seve n zointnunity service programs. Camp d escribes the
relat ionEhip amorig t hr progr:in 1,4 as a "spontaneously gencrated ecosyst ern
i n its sixth vt·it· a.'1 a ;i litili· > ('licit)| (7)1nmunity." The Commodore Center s
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allernative programs include homeschool support. an alternative high school.
a day treatment program for elementan students with profound disabilities.
a contract studies program and the family-centered Odyssev multiage K-8
c:hool.Asthi·different programs were founded. Camp. the teachers and the
involved parentH worked to define roles as clearly as possible in orderto nmke
decision ·making flowsimoothly. -For the first few· years we spent a lot of Time
fricused on who makes what decision. We talked explicitly about teacher
responsibility. parent responsibility, and administrative responsibility." Camp
says the: work in defining roles rewarded Odyssey parents and staff members.
allf,wing thern to manage a wholly collaboratively-governed school program.

SUPERI.ATIVE COMMUNICATION IS INDISPENSABLE

Successful cr,Ilaboration is completely dependent on powerful communication
skills. -The kids notice how w·(. communicate with each other. We want the

adults her{· to model how a community works and we do that all the time. when
we:-re with the kids ancl when we're not.- says San Francisco Community
Schoors Kri,Hten Bijur. Teachers. students and parents use the school's
conflic:t resolution policy to wfirk through communication impediments and
tensions. They have posted the policy around school prominently and
frequently. and disrussions with staff and students reveal that it lives in
their hores. (Ser. page 11 for the San Franc:isco Community School conflict
res,}lutic)n *01 ic'v.)

San Fnim·Iscanmimunin Schooi Sm#Nharedinnerand alimgh
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While staff and .students at San Francis(.0 Community School use their conflict
resolution policy to help nurture clear communication and respect. its focus
on equity and its emphasis on parental involvement in decision-making compel
the staff to find ways to extend communication to families thar speak languages
other than English. Ruth Grabowski. botha San Francisco Community School
parerit and the ss:hi,01 9 Community Outreach Specialist. points out ways that
the: ac·}it,o| strivess, li, improve. -There's a huge language barrier for some parents.
We're working on thal bv having interpreters at meetings. We need more
Chinehe and Spanish speaking parents to be a part of the school. We did have
a key breakthrough thisyear. because Chinese and Spanish speaking parents
arc: ori our school site council now." The school also provides childcare for
evening pari·nt meetings. Alan Dirhteracknowledges the importance of this
att¢·rillo n tri detail. commenting. -Good collaborative decision-making
organizatloris value the depth of input. They develop systems and mechanisms
to surface all divergent voices:

Teachers at A nzar 1 ligh School also credit clear commun ication with their
collaborative irianagem<:nt successes. Charlene McKowen talked about how
Anzar's communication guidelines. created collectively by the faculty to cut
through mispirception and frustration. are "the key to our success. I'he
communic:;ition guidelines are revolutionary. They are a real part ofall faculty
rommur jr:ation. Once we had thi'm. we had norms. We still needed skills.

but this was a huge step for us." The communication guidelines. posted large
and (:entrally. immediately draw attention in Me.Kowen's office. (See page 12
for the Amar communication guidelines.)

711(· cornrminicalion guidelines provide a framework for teachers to think
deeply and critically about their work and that of their colleagues. allo
challenges, disagreements, and dissent to be voiced constructively and with
mi ni mal ,)(. i·sonal arilagon jim. At the conclusion of each Anzar faculty meeting.
1('ar.hers lake time to rate their adherence to the guidelines. collecting their
responses in written forin, and the firs{ task for the follow-ingweek is to review
-and cliscuss, as needed-the communication assessment. This essential

weekly practice keeps the guidelinfs at the ce nter 0 f t he conversation. and
helps to rreite confidence among all twenty-six teachers that their views will
1),· |1(·aril :Ilifi +In{|('1·Ati)<)f|.
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Once you've worked here.
-you always think on beha(fofthe whole sta#

the wholeschool. Youthinkfor the long term when
you're apart of makinga decision.

THINKING FOR THE LONG TERM

Nancy Mohr reminds schools. -You can do anythingyou want: you just cant
do everything you want." An advantage of limited time is that it forces schools
to make (·hoices. and if they choose wisely. they can use collaborative time to
foruM on the de·(.isions that keep them connected to the core values of their
s{·hools and rommitmt:rits to their students. This awareness of limits within

rollaborativi: If.adership allows school community members to focus on what
they know best for the overall good ofthe school. The result can be a school
where the: i(:ae}iers, students and parents-the decision-makers-experience
commitment that transcends their personal fortunes."Once you've worked
here, you always think on be:half of' the whole: staff. the whole school.- says
Arizar's Charlene MeK(iweri. "You think for the long term whenyou're a part
iii' making a decision."

Creating a school thal functiciris dernocratically is not an easy task. But at schools

where I (·achers are. foc:used on inaking curriculum decisions collaboratively
-·rather thari rc:lying solely on curriculum created hy far away corporate
pul)]ishers- the curriculum isconnected to th(· students. Whena schooldevelops

Mt ructures for IN,rtici patory (irc ision- maki ng. the needs of the whole community
Ii[·(· mi,(:h mort· likely to 1,(· understood and met. And as a significant proportion
01' ((·ac·twi·S. stuile.ills, and parents develop leadership skills.the chances are
go<,cl Ili:it thes<:hoo] and its democratic culture willsustaintheinevitable

loss ofit, founders or key visionaries. Despile its challenges. democratic
school leaclership places decisions about teachingand learning in the hands
of the prople who know· the. st iicic: n is 1,('si, and it offersapowerful modelof
how a pa rlicipal ory dernorracy can function to serve the common good.

Hrjetences Cited (see 11„ race.9 [fliere to Go Ibr More. page ig. ./bradditional resources):

(ian,m. Ihi vid A. and Roberto. Mic·haet A. "What You Don't KnowAbout Making Decisions,
linn·aril 11119, twxs Reviru..6'epfrniher. 2oot

.Widir. Nant·rand /1102/ti: Alim. -Building,; h'ami.ng(»anization.- P}ii I)ella KippaiL Jitne, 7001
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SAN FRANCISCO OMMUNITY CHOOL*S

CONFLICT RESOLUTION POLICY

Th, San Fra nctic.4 Communttr School Con,/lict Resolution Polier demons.rates a process that
het/,5 e,emnf --teachers, students. parents. support sm#. cni one who spends time in th€ schoot

building -·to u.ble th.eir minds well as they solve problems. Sta#members tay rhett.hry use the
confhet resolutiumpolicy to muidcl e#ertive nonviolent communicationfor students. th«feet that
it allows them ti, stayfocused on real Ls:,tes and tran scend personal conjlict.

SAN FRANCISCO COMMUNITY SCHOOL CONFLICT RESOLUTION POLICY

Our school community has committed to using conflict resolution to settle arguments and
ti, pre·vent violence We believe thet effective conflict resolution can help us learn to disagree

rexpectfully, m underatand each oiher betterand to respect the minds. hearts and bodies
nf everyone in our community. In order to live and learn and grow together. ve need to
build trusting. positive relationships

We expret all members of our e,immunity · · young and old. teachers. parents. students and
ataff to practice· this method and ask for help when we need it. We encourage families to

reinforce this method at home and also to adapt it to meet your famil¥ needs.

nOW AND WHEN m USE THE CONFLIc.·r RKSOLUTION Po J.ICY:

We use our coriflict revolution poll(·y for major disagreements as well as for minor misun

dersiandings. We eneouragi everyone to talk di rectly to each other when conflicts first arise.

Pt·„ple ran follow the steps On their own (without an outside conflict manager) or ask someone

(a teacher. head teacher. conflict manager. another parent) to help guide them through the steps.

THE PROCESS:

- Cool o#'(sit in a quietplace. take a walk talk to a mediator)

- Agree on theground ndes (no interrupting, no put downs. noyelling)

- Each person tells what happened and how s/he felt (use I-statements)

- Each person says what s/he needs to happen nert

- Brainstorm solutions

- Choose one solution (write down the agreement, plan to check fit is working)
- Use the solution

If t he above process does not result in a solution:

FOR STUDENTS

A tecirher it)li rcy,en/ the process

'/he head tenc·her or a r·lass meeting wiH mediate

Pu ren a wi/l participate in the process

771,·diInt·t willpartic·,pide

lic) H.'(']· 4111

FORADULTS:

A tencher intl mediate

Two adults (staorparents) will mediate

7?Le enn're stalf & interested parents wdlparticipate

77, distnrt/union w:11 participate
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ANZAA HIGH SCHOOL

OMMUNICATION GUIDELINES

Abr severd years of dzmocrutw le(.derahip. teachers at Anzar H* Seho(A collatcrotively developetl
th.ze communcatwn guidelines..Several¥ears later. therst:U tae the guidelines actweli· and rety

on them for estabtishing norms anxi creating crinditions t ondut:i, p: o hard decIszon-making. Staf
meinliers receive a copy of these guide nes at pa.ch weekli· itajj'meeting: at the meeting's end. they
wte the group and themselies, pvaltionng how well their communication met these standards.

GROUP GUIDELINES

We· are att pan of t}Ne Kame. team. we: collectively own problems. and we collectively solve the in.

We discums personal relationships in private only with those involved taking part in the conversation.

We create space for all ideas.

We help and support othf. rs.

We try to "keep it light and ume humor when appropriate.

Weire polite. to eachi,ther and use statemems like "please- and -'thank you."

We allow conflirt and di ffering ideas to exist. and we recognize that tension may be normal.

We work on balancing cool feedback with warm feedback.

We focus on solutions. nf,t blame.

We do not call people name,x.

Wr have no side conversation.s during meetings.

We always give feedback that ts supported by data.

INDIVIDUAL GUIDELINES

I rommit to practice these guidelines.

I listen ti, the message and not the messenger.

I may ust· my (xilleagues to help pramice these Communication Guidelines.

1 clurk out my assumption.H, and 1 am not afraid to ask questions.

I talk directly toil y person with whom I have an issueinatimely manner.

I am accountable fur speaking my own ideas.

I ask for whatineed.

[ Iim personally accountable.

lam honest.

1 foster a willingness to forgive. to learn and to move on.
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1j New Jersey Coalition Schools: 6
Compelled to Collaborate

What happens when.sehools are compelled by external district or state mandates
to adopt a democratic leadership structure-as is happeningin mandated
reffirm effc,rts nationwide- rather than developing a collaborative decision-
making model within the school community? in the last three years. nearlv
Five drizen Ai·w· 1 ,·rs,·y schools have chosen to adopt the Coalition common
pri nciples. AN werein districts affected by the New Jersey Supreme Court's
iyc,If Abbottvs. Burke decision. which aimed to reallocate funding for more
r·quit, and to produce· rapid school reform in the state. Schools in the thirty
Abhon di.4trirts needed to choose a whole school reform model. and fifty-

eight schools chose CES by faculty vote.

Arric,ng the mandates of the Abbott dec:ision is a stipulation that schools
govern thems,·lves through School Management Teams. referred to as SMTs.

SMTs must inc:lude· representatives from administrators. teachers. parents,
community members, and, when appropriate. students.-The purpose of the SMT,"
according ti, The New lersey Department of Education's description.-is to
ensurc· participation of waff. parents and the community in the school level
decision making and to develop a culture of cooperation. accountability and
commitment. all with a li,(:us on improving student achievement." The SMT's
resporsibilit ies are broad, includingaligningthe school's curriculum with the
Slate standards. reviewing.slatc assessment results. overseeing professional
ilrvc· lopment.and implementingthe sc:hools technology plan.SMTs may
cilxci ni;,Ir rf· rormnendations on budgetary and personnel matters.

Mlen /.1, firl.J,r lit:i:inrk. jar,·/.undlirrg. an,/Ci:rnwn 6'pinnatopn•pairjcirii Finehind High
Srhool Nurth School Afaragement ./bani merfiNK
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While it appeirs that the SMT would be a good fit w· ith schools workingtoward
ineorporating(:ralition principles. it'san aw·kw·ard match for Vineland High
School North. located in Vineland. near Philadelphia. Principal Ted Peters
wi,rriess. -For(·ed demor.ratic leadership is slowing down CES work. SMT issues
tend tri stay bogged down in the lower levels of Maslowshierarchy. I find

thal we.'re focusing fin garbage pick-up and air quality. on the basic stuff we

can all rf·lati· toand agree on. It's not a place where we can really decide the
bigstuff. It rrminds me of the less is more' CES principle. Ifwre could take
sorric· im.Mtic·% off the table. we'd doa better job with w·hat remains. Management
tparms tend to becorne a catch· all: the central office passes more and more

rin to the schools and we find ourselves with twenty agenda items and only
two hours to do the work.'

Claudia Bit rzjr.helli, Director of the New Jersey Coalition of Essential Schools
Center. eminithizes with the Vineland High School North staff and community.
011(:rving that determin ing focus istremendouslv difficult for SM Ts statewide.
Burzic·hell i says. "Finding the right composition and the right work for SMTs
is a real (: hall(:nge. Some Bithe first cohort schools are seei ng that maybe
1 1 H·¥ flor't want to focus on personne J issues, for example, a realization they
r.ould only make through experience. 1)i fferent schools are findingdi fferent
ways to dcal with I he decisions theymakeand issues they explore:

14 4 r. iw bel irves that I he mandated overlay of the SM'I' fragmented the com-
munication and dc:cision makingstructures thal had previously been established
10 work toward.s creating fac:ulty consensus. Peters recalls. -1 thought we were

w iii·king toward a democratic Iradershipstyle using ahornegrown method
that relied on the existing departmental structure. Our departments had strong
1(·,1(jershipand a n open inecting style. When the state came up with the SMT
edirt. i hey wank·d tix 10 hi·eak clown the existing st ructures that were working
wi: 11 12, r its. Sorne teachers accepted thisand some didn't. andit'sled to a
Kil ualic j n whri·c· we fc'{·] st ymied more than helped:' While Peters still does
his work hy grtling to all corners of his school and listrning well, he and

Vitwlatic j Iligh School North CES Facil itator Mary Lundberg note that the
'1 n I, '1 1IINI . I JI 11·I· a I f Iuil'*'IJSWIT '18 f i 'l puw t:il u& t.,iljl;fil 'LU 'Dt· 'Ille'itiyel Ji ef lailge

ni.in.¥ i n tile Vincland ] ligh School Not·th Community would like."The SMT feels
morr [ikr a rt i |il)Tr 41:unp commil lee rat her I han an artion committee. So I go

1)ark anci tim· my drpartinc'lit chairs. the active derision-makers,- Peters says.
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One of the factors that prevents the SMT from being a source of real. democratic
powerand substantive work is that it operates school-wide. attemptingto
coordinate: the affairs of i.350 ninth and tenth graders and 140 teachers and
other professional staff (juniors and seniors attend Vineland High School
South. a (:ealition school on the same campus). Vineland North is considering
the idea rif e.reatingsmall learning communities within its walls. Lundberg
expla inh. "Be,·ause our students move from one build ing to the next halfway
through high ar·hool. they experience a lack of continuity and lose bonds
with staff. In an atle:inpt to have a ninth through twelfth grade high school.
we wrote a U.S. Department of Education grant to explore what small learning
rorrinlunities could be in our setting. how to set them up. and to visit other
schi,ols.' 1.undic·rg and Peters know that leadership structures like SMTs
a re most iffecgive within such smaller learning communities.Gordon A.
1 Jonaldion concurs in his writing. observingthat in a big school -the human
dyria inic:s are simply too complex for safety. trust a nd a ffi rmation to grow·
among most adults."

Correbpondingly. Vine.land's IMPACT Program. a CES-affiliated preschool.
is having murh c:asier tirne of implementing the SMT: without a previous
st.ructurf· with whic:11 ici compete and in a much smaller setting, IMPACTs
s i t i · i n a nage m r n t l ea tn act i m 1 ly d oe s succeed i n el i c i t i ng e ffe ct ive. pa rt i c i patory
derision making, Marie Cancilleri. IMPACT's Staff Development Facilitator
and its SM T R,(,17 1 inatcir. fcr|s that the SM T eff'ectively represents the schoc)1's
Faritilies. thitteer, trachers and twenty-fiveteachingassistants -11 feels powerful.
11:s i privilege that we have an opportunity to have a voice. I think ifs how a
>ic}Ii mi Mhow],1 be manag(·d. 7'rach('rs never have a problem tellingyou what
they need/'

Despite the obstacles at the high school, Peters is clear 1 hal the SMT has been
lisel'111. -Any opportunity for communication and discussion helps. and we
have gotten sorne work don(· this year." But he worries that the state's current
Imilgrt crises will reduce resources, removing professional development
mon irs and ollic:1· funds on which the SMT depends. Peters is concerned that
these tenuous cirrumstarices keep Vi neland High School North's staff and
commun ity from engaging and commil t ing 1 0 the SMT process. " People are
ry nical. and their cynirism is realistic. Whv invest in this if it'sgoingchange?
1 11're[liki :,11(,ther this 1,),1 Will pils, thal schools:il'( (71!istatilly bringlian{led.
1 'ro p|(· wht) 1 3:1& (· 07 1'  st) 111; u 1.¥ otlter things come and go just want to ride this out :

HORACF 415B SPRING 2002



Vineland Bi,(ird cif Edurduin mernliers.. }iuri·nt,4. Ala jj niwi .tutienth at eighth-grade parent-studimt mght

Whiii· based on ihe. considerable research that advocates use of collaborative

dec· i sion making in Mi:hools. the mandated nature of the re form-and the

11(:mand m Khow immediate improvement in student achievement-creates
an ob.stacle· from the start. As Holly Perry, principal of Philadelphia-s Academy
For i he Midillc· Years Northwest a rgues. democratic leadership requires some
w j sci orn thal ori ly time and pract ice can create. - J.cadership i nvolves all of

111(· 1,(·Iip](· who arc· part of the cornmunity. Lets define leadership asthe
opportunity and capacity to make decisions and exert influence. In order for
people· to do that, they need language, experience, coaching. and the oppor-
turily to try and fail,try and improve. It can't be high stakes all the time."

1 11 //fit'(tre'.; /·/ope. Ted Sizer writes. 'The more democratic:ally-meaning common
agreement on t}ic· process for decision·making-the unit behaves. thebetter."
Joe Fit z Pattic·k, t he CES Coach working with the Vinelard schools. agrees.
iml ing. -Thc dj lie.renee belween New Jersey Abbott schools and schools
thal volunlarilv have become CESschools isthe difference between being

a vollinlrer:infl bringcompelled to do sornething. H lam a volunteer,
I will want to cio il: ifilis a mandate. I won't have the momentum needed.

But FlizPatrirk compliments theworkinlhedistrict, commenting, "The effort
in Vinelatid has heen (:con,Micicrable--they'velooked al what an SMT is and at

st,ine (11' t|w important pal·twof personrwl. budget and process, thi,ugh the
pressure Ici (14) a lot |'ast istremendous." ItseemsasifVineland. under Peter.'s
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4ryoll have a strong commitment to Coalition
principle,* und have shoun leadership in »ur
schr,ol, 4 'you are palistonate and ready to take

your skills tri the neil level. then / would love it

ifruit would consider being a school principal.
//'you have moral rourage. you have what K takes.

IVe need new teriders. We need more women, we

rleed fl{}re pe{,ple 0,1 cotor. We need more vision-
uries ready to share their ideas and influence.
Ife. need se:hoot leaders who understand thal.

being n strong prwucipal menns everyone el*e in
the school has a voire. You can bea strongprin
r,4,cd mid har€ te<ich.ers feel they crre leacting th.e
st·kficA firul nlake ,}'(iur pul·ents' needs a.md interehts
majordecision niaking/itctors.

t] nforttiwite.i). most good tearh.ers ha.ve a pretty
lad image Ofthe rotc Oftheprincipal. / want
ppi,ple ti begin to understand thut. especially in
nnall. penonatized. democratic schools. the
principid.ihip i.; a jiintaNtic·ji,bthat allows your
grint idefts and stron.*philosoph Y (' help lead
pe.ople in the right direction. The extutrinent of
a whole srhool nuivi'ng together is invigorating.
A good prineipul isit part ofa greattenm.

IP'e arc trad)·for a new genemtion ofprincipals
to lend o,ir cur,·ent Coalition schools when their

principats move on. and we need a whole new
slew ufgrecit leaders to start new Coalition schools.
We nre ready to expand. and we need people
tramed throligh their direct work in Coalition
schools to be the leaders wh·o spread the ideas.

Be bold, 79*e a stepout liu.t a// rourerpenence and
kni,wlerip' togood. u*e. Getrourprincijic,/ cert<jicate.'
Take oreraschool.' Bart a school.'Lead. tead, lead.'

11 12 one oj'thr grfatest jobs in the u,or/d.

1)1·NNIS  .1'1'1'K

711, Afetropolitan Regic}nal Girefrand Technical
(i·nter tind the Bii: Pic·fun' Coniptuu·,Co l)irector

Alternatelroptimzatic andgrudgingon a Sundar
afternoon. fpreparedfor the reathing week ahead.
-A Prairze Home Companion "play·ed on National
Public Radio. and I half-listened to Garrison
Keillor's snapshot of L ake Wobegon: small -town
politics. In the midst of my late-weekend drift.
one sentence ojhis monologue hit me hard and
J never forgot it. -The thingabout democrac)·:
Keittor obsen'ed: is that it's made for people with

lots oftime on their hands. "

Schootpeople tend not have a lot oftime on their
hands. ofcourse. Tmditionally. teachers· spend
most oj'their time in the classroom with their
.students. Rather than tilting against intra c:table
bureaucracies and sorting out differences with
colleagues. teachens make thems·elves comjbrtable
in the universe behind the shut classroom door.

Pi·incipals and administrators make decisions.
teachers teach. everone avoids conjlwt. and the
wheels keep turning.

But this picture is no longer the on/rpicture.
Schools nationwide are adopting leadership and
management methods that include teachers.
shidents and families. Principals and other
school admin.i.strators are reshaping their roles.
For rears. educators in CES schools have been

working together in critical friends groups. in

interdisciplinarrteams. in site councils. Th.ese
ciperiences have both nurtured the ski//s necessag
to crea.te more deinocm tic Leadership structures
and have also demonstrated the incrediblepower
ofputting heads together in democratic forums.
The good news is that-with the right choices
about where to spend Imup time and energy-
democracy can work. even among people with
iwi quite enuugri iline uit ille:j· iltmu&.

1]11. DAVIDSON

I lor;iee Editor



leadership and that of the others involved in the site management team.
willfindaway tomakethe SM'Iswork fortheschool. Butonecannot avoid
see· i rig thi· irriny of a sit uation where democracy-or a very specific kind of
democratic practice-has been mandated from above. As a profession. we
may need to clarify which issues require collaborative decision making.

References Cited (aee Horace' s Where to Go for More. page 19. for addinonal resources):
Don.Aildgm, Gordon A. Cultivating Leadership in Schools: Connecting People. Purpose
and Prart jee (Teacher (Pollege Press. '4000

New /ersey· Department 0/ £dite·Ution.-Urban Education Reform Regulations in theAbbott
/Jistric·ts. " wi£w.state nj. us/njded/code/title6(/chaj)24/index.html

Sizpr. /heodon· R. I lorace's Hope (Houghton Miyllin. 1996)

Continue the learning at
CES University. Attend a session

this spring or summer. CESU

Developing Your Leadership Capacity to Support Whole School Change
This session will address the following questions: Where do schools begin to
start the change process? How do we stay focused on the task when distractions
and Interruptions force our attentions elsewhere? How will we know when the
process is working to help us reach our goal? Whose voice(s) do we need to hear?

Communication Strategies for Democratic Schooling
The Communications for Democratic Schooling session is based on the idea that
effective communication skills greatly enhance the ability to work beyond conflicts
and to engage all members of the school community in collaborative work.

For more information about these and other CES University sessions
being offered this summer, please visit

www.essentialschools.org
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LEADERSHIP ARADOXES

OM.MO.N IN NEW AND MALL CHOOLS

6,- Nancr Wohr &.Atan D:chter

in their work with *srhool leaderm. Nancy Vohrand Alan Dichter focus nw on problems but on paradoxes. such as need to
hive rule,i and. m opposition. the. rierd zo have the flexibilitv to evaluate situations on theirown merits. Paradoxes ask

leader,i to halan e pric,rities and resoum·s belween conflicring and neressan ]deasand goals.

Moh r and Dichter des(:rilic leaderK' work as addregs,ing the -need to create and internalize systems which help attend 10

relationi,hip·build ing critte:!friends grf,upx. advisor groups, conflict resolution skills. etcs.- and suggest that leaders
regard thi·ms,·Ives aft fulerumM at thi' ci·MeT of thae paradoxes. seeking balance and preventirig collapse.

Mi,}trand Dic·hti:rsuggest several crimmon paradoxes as springboards for discussion. flip-sides on which reasonable
educators, might pa%.sionatelv disagree:

COMPETING NEEDS THAT 1.LADERS MUST BALANCE

Neeth, Jg tu f.pend 1 mje. de,el(, puLK go& e mcirute. M nif t,ire s
aii.(i systems u:<intingloget the conditions right jirst

Wanting the advantage obinallnes, zo create the intense
relationships thnt le,id topoweiful learning

Wa n li ng to pi'm ude. rh oice/vinety./br adults and st u dents·

Needj ng to provule se<unty by havi ng mies which are
known to allard applied w all

Knou:ing thi impurtance oj tearher, spending time together
deve'lopingcurricidum find mmicrional strategl es

Nerding m have a clparplon to share with the cominunity

//t,n,innK c, Ibeliff(hal u demormtiroignnization isessential

Want:ng to licinur Ihe m ried, subject mutter areits required
/represented and wi nting 1,0 respon d to suident inierest

Bplifi'ing thor equit)· ofou:comps ts the banom line

Not postponing thefocus on transji,rming
teaching and learning

Not harlng:im2 to deal with intense inte,personatproblems
-need tojbcus on the intellectud l(fe gthe school

/javing to make hard deci,uons about u hat can be
provided imd whd cannot

Needing to build in the habit ofgood judgment
- looking a f s i mations and problems individual(A

kKnowing the importonce of not overloading sta#

Kninringthe importance ofgettingparents and commum
LF 11,06:ed in rhe conversation early

Believing that stning leader,ship is essential to maintaining
the mission and vision of schod

Knowing tha Z Less z.s more

W'fin f ing to honor the individuat learning shies
and pacing oj students

Namr Mohr :s a./bll ·t,me consultant frequently-but not excludvely-working with leaders. with a special interestin
i hei rprn,f'p-}„n,),1 dps-pbpm,·m ·Sh,e 11.1: prppion.di- jh,' prjnt·Jimi of Lin,Per,ili-H"grbi s Hygh Srb,1,)j in New Rort Citr.

Ski' ran lif rear·hed at nan mohr*n'n.{·om.

Al,in th ·htern th „.4,4,1.vant Su pen nli'ridInt fi,r Enecum·e /.endership Des dopment Lit the New York C,1 1 Board oj Education
rind uri, pm,ousli· thepnm·,pal tif.h'uietliti·.4(·adrm,·m New York Cin: He can be reached via email at adichte@n.,rboe.net
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4 Where to Go for More:3

Resourc·es for Erploring Collaborative Leadership

Alan DIchter reeorrimer,d,f several resources that the Satellite Academy staff read together
to dr.c:pen their crillaborative leadership skills:

·The Skilled Facilitator: Practical Wisdom for Developing Effective Groups
by· Roger M. Schwarz (/osser-Bass jnc..,974)
Chapter ,2, ".Serving as a Facititator in Your Own Organization- and Chapter,3.
7'he fac:ditative Leader" help groups learn to communicate egectively and move through
ryin./lic·t. Infbrmation about theskilted jacilitatorapproach is also available on the web at
www.schwarmssoemates.com.

·'Ihe Human Side of School Change by/lobert Evans (fossey-Bass. Inc.. 1996)
Chapter g. 7heAuthentic Leader" and Chapter i i, -Participation-- IFithout Paralysis"
spur leaders,Ind alt decision makers to clarifi- theirmles.

·The Indership Paradox: Balancing Logic and Artistry in Schools, br Terrence E. Deal
and Kent D. Peterson (/osse.y-Bass. ig*)
Leal an fi Peters·on hdp school leader, reconcite the apTiaI·ent clash between rational/technical
management ami passionate/artistic leadership.

·"1Fhat You Don'i Knoil) About Making Decisions" by David A. Garvin and Afzchael A.
Roberto, Harvard Business Review. September 2001

(iorvin find Robmi, an eloquent on the role ofinquir: rhe utility Ofconilict in team
<le<·ision making. 34.e tezinc.hhip.hari,(i/·dedu*mditcts/hbr/,sepot/Ro,086.html to order a
reprint. avattable m hard copy· orelectronica//*for $6.00.

IN'IERSTATE. SCH (H} 1, 1,1:A I) t,Ii S I.1€ENSURY. CONSORTIUM

linxed fin the convic·tion /hut school leaders' work must be grounded in the knowledge and
u n ierstan ding Ofteaching and leaming. the Co uncil oj'Chief State School Olficers established
the widely inj?uential inrerstate School Leaders Licensure Consortium (/SLLO in ,994.
'lhe /St./,C IN a large-scale cooperative e#ort to build an education policy finmework jor school
leadership, aiming to he./p states to develop and implement standants. assessments. profes -
Nionut devetopment. and licensingproceduresforschool leaders.

uwb %,te: 26,< 11,.47 o.of#64Kllc .hri„l

jkir more mformation: contact Nancy Sanders. Cunsultunt. ISLI.C. phone: 303/484-8475·
email. n,inrls@cosso.org. orjoseph .Ahirph,·. Chair. ISL/f. al the Ohio Aincipats Leadership
Accidemn phone: 6,4/247-7130. email murphy.,532@osu.edu
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-7 HE ROLL OF LEADEASHIPIN SUSTAINING SCHOOL REFORM. VOICES FROM THE FIELD

Written by Adel Nadeau rind Man· S. Leqhton for the U.S. Department of Education. this report.
avadable only on the web. synthesizes the responses of school leaders (principals. teachers.
parenta) Am nine United States c:ties to these questions. -What do long-term school reform

le.aders view as thetr r.,sential prossional competencies? 15*at do they· see as their role in
sustaining r€Dirm? Hott do they engage teachers. families. and communities in partnerships
thal build programs tu help children meet challenging standards? How dosuchleaders know
inhen they c j.re doing a Hood job?" Rtch w:th stories and quotations. The Role of Leadership
in Sustaining School Reformextrapolates qualities ofteaders whosustain rejorm andfocuses
closply on self·assessment. providing a mnge oftools and rubricsfor leaders to evaluate their
.strengths. skills and challenges.

11;el, site. www.ed.gov/pubs/Leadership/

1.EAI)*.]thHIP FOR I.EARNING

7'his compilation 01 resourres. presented b r the Center jor School and Communitr Development
al the North Central Regionni Educational Laboratorr, provides injorination and tools partic-
1,/arly usefut to leadership in participatorrdecision-making settings. Leadership for Learning:s
re,iourrps a.re. destrned /br small schools wor·king on r*rms that improve achievement equity
find include ecimmitment w school -communtrypartnerships.

u,eli .site. um w. nerel. org/c:icd/

BIG; PICTURE COM PANY PRINCIPAL. RESJDENCY NETWORK

The Big Piclure. Company's Pnncipal Residency Network helps aspinng principals develop their
lendership.skills through full ·time internships in Rhode island. New Hampshire and Vermont.
und the greater Boston aren. The Principal Residency Network rejlects the Big Pkture Company

ph i losophy· q/'rirciting and sustaining small. innovative. personalized schools. Aspiringprin-
ripats work closely with mentorprinripats. creating their own individualized leamingplans.
visiting muttiple srhoots. inreting with otherprincipals-in-1 mining and mentois. demonstrating
theii· work thrnugh ptirtfolios and exhibitions. and more.

web site: www,bigpictitre,org/PRNprincipa/ResidencyNetwork. htm
entail.· prinri}jaire.sidene*)bigpicture.org
telephone: 401/456-0600

far: 401/456-0606
mailing address: Principal Residener Network Bie Big Picture Companr. 275
[Festminster,Street, Swile.500. P,(ividence, 8102903

C.(}AI.ITI ON 01·' ESSENTI 41, SCHO<) 1.51 FI E:1.[)BOOK-LEADERSHI P

The bitilding rons ensus find tracher lendership sections inchide examples of CES research and
pmctic·f that illuminate democratic school leadership.

web xite': uww.ixse,itialsehools.uix jieldbook./leadership/index. hfml

HOR:\(:1 (20) SPRING 2002



M

f Book Reviews )
STANDARDS 06 THE HEART AND MIND:

CREATING THE GOOD HIGH SCHOOL

67 Peggy Clohessr S,Tia ai.d Rotrt,1. Vackm (Tpachers CoUege Presi. 1-6 paTes $1 895)

STANDARDS OF

Mind
Heart

CREATING THE

(10()i) HIGH SCHOOL

Talkingto school people all over the country is a
swert and thrill i ng aspect of my work as Horaces

editor. 1 ask Coalition educators what inspired
them to structure their schools differently. and
quite frequently. Souhegan High School comes up.
-We got the idea to design our schedule from what
they're doingat Souhegan. Haveyou been there?
You should go check it out.-

Ilow did Souhegan High School opened in 1992
Peggy Silva
Robert A. Mackin in suburban Amherst. New Hampshire. become a
i<.retti.id b, rony Wagner nationally known example of personalized learning.

democratic governance and rigorous standards
f or all? I n Standards of Mind and Heart. Peggy Silva.

charter teacher. ancl Bob Mack in. Souhegan s found ing principal. tell the
story of Souhegark beginnings. history and current milieu.

l'hrough the schools twelve-year creation process. community members met,
Kai}wring potilical wil 1, assessing theirbeliefs, hopes, dreams and fears for
Souhegan and planning its fulure.Led by Superintendent Richard Lalley,
"a man of quiet fort itude and stoic vision:' an image of a personalized,
(|(·rruic:ratic school materialized. Along with describing Lally'sessential role,
S i Iva ;incl Mac:kin capture the character and dynamics of the two towns that
feed students int o theschool, irrinforcingthe book'saim to tell Souhegan's
part i c ular. idiosyncratic story rather than make generic recommendations.

Markill joined the effort ayear before the school opened. and his recollections
raplin·(· the ways in which good principals infuse a thousand decisions with
commitment lo their schools' goals and beliefs. The details are riveting. with
t|15(·riptions of what Mackin was thinking as he reviewed resumes, recruited
candidates and chose the group lhal would execute Souhegan's vision and
mission. The story of the charter facully s work in the year before the first

st dent walked into thr sc·hool iMparticulariy engaging. portraying the inter-
twincil excitrment and (lifficitlties of startingaschooh Mettingcommunity
expertatic) 114. 1,1111(lingeredibility, earning truvt. casingstudents into a new
plivircititii<'111 1,11{| eduratingthrryi 111),1,it different expectations.
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Of c.·ourse. Souhegan did more than plan. It opened its doors to five hundred
st:idi·nts (and now c.dimatesa thousand) and launched full force into its mission.

watching its long·laid plans bloom. Silva and Mackin describe the structures
that loge:ther make Souhegan able to attain its expectations for individual and
colle(:five ach ievement. detailing the student- majority· Community Council
governing hody. advisories. team teaching and heterogeneous grouping. They
devote a chapter. "Beyond Seat Tjme." to exhibitions and senior projects.
conveying vividly how students, parents and staff are think and feel as they
work ori exhibitions and how those exhibitions demonstrate student growth.
This c.liapter rn ake,; partieularly good use of students' voices: throughout the
book. Silva and Mackinknowintimately whomtoask formore. insight and
they di) so often, including long narratives from Souhegan teachers. parents,

and Mudents and Amherst community members. Standards oj.Wind and Heart
also addresses troubling challenges and shortcomings. discussing how
in(:rcased student population seems to be preventing teachers from spending
eriough timf· c in senicir project work with ,students. Reflecting on this example,
Silva and Mackin challenge the school community to adhere to its mission.
"If th(· Senini· Project is r.ritical, if it is a culmination of a process that results
i n a Souhegan diploma. then we need to honorthe time required to do the work."

Silva and Mackin discuss how Souhrgan built and maintains a strong professional
culturn using criticiii frir.nds groups. shared planning time, partnerships with
rwi works likr CES arid shared rituals and ceremonies. Standards oj Mind and
1 IC,irt ronclutles wit.h the. storv of leadership transition to current principal

Ted Il all. and thoughts on the constancy of change. Ten years ago. Souhegan
emharked on the open road. its future ahead uncompromised. It now has the
lic·,irlits and regrets of time, inevitable. challenges-particularly student popu-
lation growth-and no desire to be complacent.

Al the vc·ty end, Silva and Mackin list -'The Lessons of Souhegan High School,"
which I've pinned to the wall over my desk as a concise, insight ful. powerful
r(·mir,(Irr (il' how *chools successfully keep their standards high. their teachers
i tivigot·Hted and thi:ir focus on student learnint and growth. Trachingus what

it t.lk(·s t(, create and sustain a truly student-(Antered, rigorous school.
Stancicinis t)Alind rind //,(trl provides inspiration to communities Committed
tc) 91:irtilig 11('W MC}}()()Isor reshapingcurrent ones.

11(}RACF

n,vieit·rd bi'Jill Darid.son
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RENEWING AMERICAS SCHOOLS:

A GUIDE FOR SCHOOL-BASED ACTION

b¥Carl Glickman (fesse,- Bass. ,Bzpaee: $23.00)

++++

+++++++++++++

Carl D Gickman

.++++++I+.+0+

+

+++++++++++++

RenewingAmerica's &.boots helped our school's Governance Council. comprised
rif faculty and parents, clarify our beliefs and our decision-making processes
and c:apturi: the.m in a public document. Examiningschools' cover}ants, charters,
and critical study processes, Glickman combines the philosophy and principles
of schooling with the. day-to-day practices that un(lergird a democratic school.

Clickman describes a covenant as -the core beliefs [that] help a group fulfill
its mission." Because Glickman believes that the connection between public
education and dernocracy is the central goal of American public schools, our
.school's community found a direct link between his book and the CES Common
Principles. The charter is"an understanding of how decisions are to be made."
This was the most challenging part for us, but in the long run it focused our
fioverriance Council on instructional matters and gave us insight into how and
when to use consensual decision-making. The -critical study process" has
guided us in raising questions about the impact and effectiveness of our school
efforts and continues to help us set priorities. We continue to identify and use
new data sources from within our school to reflect on practice and improve
student learning.

Renewing/tmeri·ak Schools includes a section on tough questions and common
dilemmas in the. school renewal process and provides examples of charter
andgovernince docurnents. We olten turned to these chapters to gauge our
progress in developingour Covernance. Council document. Ten years later,
1 contintie to return to Glickmari's book for guidance and reassurance as we
strive to maintain a dernocratic school.

In'Lewed brilolly /4177, Phiu'iint cgk<·wuiein#jrtiw Muidle Yecirs Northwei·t, Phibujelphia, PenJLs,iwuzza
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NONVIOLENT OMMUNICATIO.N:

A LANGUAGE OF COMPASSION

6,· Marsh'll B. 8To,er',i«rz (Pud,iN.dancer Pre.. 20- paes. #:95)

il,FOROLOUWAtil
' -, Jcommunicationfi*.*-

0 A lont'jog' O, Corroal'lod
A M-*¢* 5. 00*inblg. Ph 0.//5 *&.*

I:*.68#'llwdy

1/11/11:E -*- 2-LEilli'S.O-- '*Sm. Ad/f=

['his eye opening ariel inspiring book is absolutely a core text foranyone
interested in conflict resolution orviolence preventi on-and much more
liroadly. for an¥,ine interested in school reform and social change.

I.ike other con flict resolution programs. thisbookexplains a fairly 4imple
(:(,mmunication process. involvinga few straightforward steps.Yet i have
nol seen innilher program that seems as deep and transformative as this
one. In its am·ntion loth:waysinwhichwespeakand listen to one another.
the Ncinviolent Communication process has the potential to help us see the
hurnanity eveil in thoM(· for whom we have lost respect, to suspend judgment,
to speak honestly :ind listen fully. and to transform alienation into a powerful
Mense of Tnutual il ziderstariding aril connection.

Rosen hcu·g i.1 a lil'elong peace activist who has brought NVC to some of the
ino.91 troubled piaers on the globe-including RHanda. Palestine and Israel.
gangsin East Saint Louis, high security prisons in the U.S. His stories o f
reconciliation-of former enemies fjnd ing compassion for one another
-are amazing. JuAl aM movingarethe stories frommore mundanedailylife
-parc:111+ and children torninglo understand one another. teachers and
students building trust across lines o f color:ind class. NVC seems to me to be a
perfect--perhaps essential-complement to our work in CES, giving us the
p 1·ac ·l ic ·;1'1 1 o'I x . (, nrec i l < , r,·cat e a - tonc o | ( irre ncy ai n d l ci b uild the equ i ta ble.
(11 mot·ralic,whools for which weyearn.

1!(111A(.1

irricit·cd In· Aath r,91,1,in. Direct<,rce/'Researrhitt CES Nittional andauthorof
Moral Qut·stions in Ilit· (:lasx,·ot,m. rate Unirersitl·Press. 2001.

124) SPRING 2002



SHAPING SCHOOLCULTURE:

THE HEART OF LEADERSHIP

by Terrence E. Deal and Kent Peterson (Josser Bass. 224 poges. $30)

School
Culture
lili liFART OF IL\DF*SHIP

..+++++A

Hivcting stories of school trans formation often hinge on how dedicated
individuals improve a school by changing the schoors culture. the: expectations
and assumptifirl,% that teach the. school community about itself. School culture
mat i (·13 d reply. influencing outcomes and th: degree to which a Fichool helps
students learn and grow. Shapingichool Culture sheds light on the elements
11191, constitute school culture: ceremonies and rituals. traditions and stories.

iroots and history, arc.hiteclure and artifacts. Deal and Peterson intersperse
glcanings frorn e.ducalional. sociological and business literature with vivid
examples from Muccessful stud{:nt- centered schools--and. in the chapter
l il led -Transforming Tox ic Cultures"-a frightening example of a destructive
school which provides an illuminating contrast thai can help schools see what
they might lic doing right (or. disturbingly. wrong).

'1'hu· Hecond hal I of thc· liook focuses on how leaders-teacher leaders and

princ·i] m Is--·influenceschool culture·. cm phasizingthe roles that leaders can
inhabil (hiMIc,rian. anthropological sleuth. visionary, symbol. potter. actor, poet.
hraler). This invil alion to tair dil'ferent approaches allows people with varied
leadership styles to feel they have an opportunity m promote cultural change. and
il c.reates multipl(: lea (1(· IN hip opportunities among a schon IFs staff members.

ltv ex:, m iii i irthr irestall of schoo Isand capturingthe fuzzy idea of culture
Ihi·nug  sprrifirexampl(·Acif good practice. 1)cal and Pt·trrion offeran invig.
oralingapproach toschool changrand inspiring ways fur leaders across a
sclitiol comiminitv to risr al,ove the d:,ily fogand make change happen.

11(/RA<'F

tri·wu,ed br Jill /)aridsom
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DOING SCHOOL:

HOW WE ARE CREATING A GENERATION OF STRESSED OUT.

MATERIALISTIC, AND MISEDUCATED STUDENTS

hy Denise Clark Pijpe (Yale Unweraty Pres%. 212 f,(4{e. $24.g5)

1:.

r' f f"
i VON\51 5*hoo/ ++++
.

i j 1.- W, 4„ Cgati.i
0 -4

! 0 & d.£*rd +e 4 gfrou j
i O.t il,afe.„141., a·Y
: 11;,e,Lafd 9.64

.:. f)(A. Cja, fir<

Denise Clark I'cipc' has done what few of us would have the stamina to do
-·she'sshadowed five students. mcirning to evening, throughout oneyearof
their heclic high school lives. She earns their trust and confidence. and she
shares their very sobering stories. These hard-working students-from
val·ious tracks and social groups, but all defined by their school as among the
most success ful-show Popc· how th(:v have learned to "do school."to manipulate
I he system m get good grades.

So wlial's the problem with kicis working hard toget good grades? If they are
ge.1 ling high marks. they must bc'learning something. right? Through the
st ucirrits' own words and drawing on their clay to day experiences. DoingSehool
makes elear how little getting good grades has to do with learning. In fact,
t he kids see genuine engagement, passion. curiosity, and even personal
integrity as distractions from theirdrive for grades.

Pope. a Ici rmer English teacher, writes like a dream. I f I were a middle or high
sc:hool iracher or admn st rator, I 'd use this as a text with mystudents to prompt
int c,xploration of life at school and with colleaguesto talk about ereating a
clificrent kind ol'school ritlturr. [d send it home for parents to read. I know

ihis book will ]}01 (inly s}ake up i'(:c'lings of (cimplaw nov. but wi[ 1 also help ilA move
Ic,ward creatings(·hools whic:hdo much 11(:iter by our kids' hearls and minds.

li (}1(ACE

revie Nied hi Ka th ) S m in. /4 1 i't·ti r *11 /1#,se{ur/i at CIS Nal inf l and au t h on)1
VIor.11 <)11<'A[ Ii)'19 in Ill· (7.issr,ium. Yale Universit)-Press. 2001.
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DEMOCRACIESARE RARE

Comet West

An exce,pt from :he kernote address. Coalmon of Essential Schools'
Fall Forum 2000. Providence. Rhode Island

Democracies are rare i n human history,

they are fragile, and historically they tend

not to last that long. Oligarchic, plutocratic.

pigmentocratic. patriarchal forces suffocate

so easily democratic forces. And America

has lic:en so privileged because there has always been a prophetic slice

across race, region. and class. and gender. and sexual orientation.

a progressive slice that says we are not going to give up on this fragile

derric,c:ratic· project. it is incomplete and unfinished. but we are not

going to give up on it. even against the grain of so much of human history.
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i Democratic Leadership't
in Coalition Schools:

Why It's Neccesary, How It Works

No individud has all the skills-and certainly not the time-to carly out all the
{:0!rtpleI tasks oj contempora,·r leadership. -John Gardner. On Leadership

Coal ition principies assert that teaching and learning should be personalized
to the maximum feasible extent and that -to Capitahz¢: on this personalization.
decisions about thc: de.tails ofthe course of study. the use of students and
i c:achers' 1 j ince and thechoice of teaching materialsand specific pedagogies
musit lit· unreservedly placed in the hands o f t he pri ncipal and staff.- Such
rollaborative ilecision making about curriculum takes manv forms in CES
schoc,1,4. Picture a faculty meeting. for example. where teachers decide how
to dorti merit learning based on schoolwide essential questions at theirsmall
high school. They talk as a whole group and then work in smaller clusters-
1,·achers corwern(:d with reading skills comfortable on couches. math faculty
gathered al thi: sunny end ofthe room. science teachers typing and revising
at the computer.

Another scene: elementary school faculty members. knowing that the reading
i <:st sc·orr,; 01' their English language learners don't reflect their capabilities.
mtudy r.lass,·ci,irri assessment data in a team of bilingual teachers. English
1(.arhers, ME)((:ial (du{·ation teachers, the principal. school psychologist and
I, paraprofessional. Alter iritensive analysis. they identify ways to improve
st tic ents' reading comp rehension skills and create performance- based
assrs,Arrwnt + 1(1 track progress.

In addition 1(,thr notion that it's imperative forthe people closest tothe
.silic](nits to have the authority to make decisions about curriculum and

ins[ rit(:tion, Coalition principles statelhat the school itse.If - should model
rir rinorratic· practirrs that involve all who are dire.elly affected by the school "
Schools have a crtic:ial [·01(: in preparing citizens for a parlicipatory democracy
--anti such partic:ipation takes practice. Along wilh that. students. teachers.
antl Imrents have insig}its and contributions that are essential to the devel-
o pn ic·,11 01'a healthy school culture. Such pailicipatory decision-makingmight
lake· place in many spheres, for example: students in an cleventh and twelfth
grade advi.<(17 spend a month dim'llhailighow to ircruit more students of
co li n· to I heir p 11 1, l ic st·11(xil of choice. T ev bririg thrir prnpos:a|s t 0 1 (· faculty
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and to the parents' council and facilitate a community meetingto evaluate

solutions. 7-he school chorises by consensus to reach out to community groups.
to include explicit anti -racism goals and strategies in its curriculum. and to
rf:quirc for graduation that each student exhibit work toward creating a more
jii.st and equitable community.

This issue (A Horace. explores some of the ways particular schools have strived
Ici put into practice the notions of collaborative decision-making and modeling
clc:rncic:ratic practice. The road hasn't always been smooth. but CES educators

rerria i fir:ummitted I o thi:se goals astheyexperiment withdi fferentstrategies.

I EACHER LEADERSHIP: THE HEAD TEACHER MODEL

Throughoul its thirty-year history. San Francisco Community School. a K-8

pul,lic school in San Francisco's Excelsjord istrict. has asked ahead teacher
to lead its seventeen professional staff members and three hundred students.
Kristin Bijur. incoming head teacher. describes the head teacher as the school's

inst ructional 1 eader. "Closing the achievement gap is the center of our work
and inquiry. Each teacher is figuring out how to do it, and the head teacher's
role: i.s to k·ail and coach thai inquiry.- The head teacher roje rotates among
willing tc:ai.hers-chosen by faculty consensus-on athree-year basis. and
head teachers comrnit to return to the school's teaching faculty when their
terms conclude.

Sa n lii, m·w,71 Gim munit r Srhoi d trai ·hc.n: plum ('u rri c·Ii /wn <11 sta#retree l
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There are a variety of benefits to this system: most practically. the school
saves money on salary and can reallocate these resources to achieve more
favorable student-teacher ratio.s. Perhaps more important to Community
School faculty, having a head teacher rather than a "principal" creates an
atmosphere where teachers ·as -decision -makers is the norm.

Jeart Bell has bee.n at San Francisco Communit¥ School from the start. Originally
a parent at the school. she began working as a paraprofessional while her child
w·as in school and stayed on. Reflecting on the history of the schoors shared
decision making. she says. -The people who founded the school were parents
and ti'ac·hers w ho shared a philosophy that they could make the right decisions-
8,·11 di:scribed the schools searrh for the right term length for teacher leaders.
ri·calling that over theyears. theschoolhad head teachers serve for a single
year. then tw·o, and finally three. San Francisco Community School initially
required that all teachers c.vcle through the teacher leader role. but the com-
rn unity (:arne to realize. as outgoing head teacher Tanya Frjedman notes. that

thi· requirement was"ultimately li miting to the school"-that is. some people
want to tic inthe classroom full-time. and the teachers felt that they needed
to honorparticipation in all ways.

Several additional leadership structures extend throughout the school com-
munity. allowing the head teacherto keep her focus con her role asa critical
friend to other teachers. Developmental level teams decide matters relating
to eurriculurn and student progress. The school's leadership team. with a
reprc:Menlative from each developmental level team. provides a forum for
thinking about how hest to make a (lec.is ion. For example. staff members
wanicd 1,1 find ways to reduce the noise on ihe first floor hallway before school
and during recess and lunch. so the leadership team decided the malter
was best Molved by the developmental level teams. Developmental level team
representatives discussed the problem at their weekly meetings and reported
back m the le: 1 team on t h{' resu Ii ing decisions. - Be.twern the developmental

Irvel learns and the leadership teams, everyone here knows that each teacher
has authority and power,'gays Friedman. The school also relies on a profes-
sional devclopment team, a Parents Action Committee-which discusses school
polic:y iscur..s and plans fundraisers and special events forthe school- and a
schoo] site council. a state-legislated body common to all California schools
tripinsib|(· for revit·wingschools' budgets and evalualing program.8.

HA ) it A(' F. 13) SPRING 2002



4

1/---·*.5*- ··.

Having a temporary head teacher rather than a traditional principal sen·es

San Franci.sco Community School's goals. The school benefits from a remarkably·
low turnover rate: it seems that once teachers have had a feel for being at
Community, they are loath to leave. The system provides ways of developing

leadership in all teachers, so that the loss of one or two does not represent a
huge Joss of leadership or knowledge. While the notion of term limits has
derrionstrated liabilities when applied to elected political leaders. San
Franc.·iw:o Community School has built a stable and vibrant culture around
revolvingand collaborative leadership.

f.karlene Mi.Kowen and Marc Jaeurek (LE fin /Inzar //gh School fac·ulty meeting

FROM TEAM OF LEADERS TO INDIVIDUAL LEADER

Like San Francisco Community School, Anzar High School, a public ninth-
through twelfth- grade school in rural San Juan Bautista. California, south

of San Jose, has built itself around group leadership since it opened in 1994
Charic:ne MeKowen, A nzar's Dire:ctorand part ofthe foundingleacherteam,
recal I.s the freedom of Anzar's conception. -We had pressure not to duplicate
unnecessary paradigms, and it was an amazing luxury not to recreate what
frustrated us. The first year was great-we cleaned the bathrooms, wrote
curriculum, hire·d lf:ac:hers. We (lid everything." The founding teachers, with
community support. circided to open the school without a principal. The school

was misrnall. with sixty students and four teachers, that teachers felt that
liaving a principal would only add cost and an extra bureaucratic layer. Anzar's

Ktaff('corrimitti'd its<·lf wholch 'artedlytodecision makingbyconsensus.
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As jt added a grade peryear until it reached its current proportions-three
hundred and fi fty-nine students and twenty-six teachers-Anzar maintained
a three-pervin leadership team. with a new person rotating in to replace a
cic:parting merriber each vear. The staff felt success and a sense of sustainability.
But after several years. personnel changes caused the leadership team to erode
and the school board. in Mel<owen's words. -freaked out: Anzar's staff

persuaded the school board to accept a two-person team. but the faculty didn-t
have twri mc:mhers willing to assume the leadership mantle. -It was horrible."
Mc·Knwen re called."io convince the. board andthentogotoone person."
And Mc·Kowen w'as. and currently is. the one. At the start of this school year.
the school board requested that Anzar move away from its rotating lead teacher
model and ke<:p one person. McKowen. as the permanent Director.

Though the Amar staff felt ac:ute dj.sappointment that their original leadership
vision was changing. they realized unantic:ipated benefits. "The community
f'i:eis freed up now thal there's one person in charge," says McKowen. "To some
extent, I hey never knew who to turn to before when we had a three-person
li:adi· i·ship learn, who was really doing whal. and a lot of small and big issues
rell right through the cracks. As an example. since I've been here." she says.
looking around her office, "parent representatives requested that we create
visimr parking spaces. We did it. of course. It was easy. But I heard that they
perceived that in the past it would have been difficult to ask for this and make
it happen. '['hey didn'l know which one of us tnt.alk with before." McKowen
also notrs a subtle hui distinct change in communication with parents,
the 9.1,<,01 board. and d istric·1 personnel, almost as if Anzar finally has a -real-
principal. St ill adjusling tothis leadership change, which transpired at the
51,1 rt of t he '2001 - '2002 school year. the Anzar faculty remains committed to
collahorative decision making regarding teaching and learning. devoling faculty
meet i nga and professional development time to discussing student progress,
c·iii·t·iculum, and assessment.

Whilr MrKowen ambivalent about having lost the team leadership structure,

Ariza r's experience may be inst ructive in thinking about the purposes and

tlesign of (lemorracy ina school. Ifthetopic is parking spaces or bus schedules,
it may well be best to have one person in charge. WhaEs crucial is that for
slilisiantive issues of tear:hing and learning. those who know the students best

teachers. students. and parents-work together.
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PRINCIPALS AS BEACONS AND FULCRUMS

Anzar's experience demonstrates how successful CES schools tend to rely on
a leader who can create structures for collaboration where collaboration is

needed and who e.an quickly resolve administrative issues. Head teacher.

director, principal -the. title varies. but the model of one person as conductor
predorninates. Alan Dichter. former principal of Satellite Academy in

New York City and now Assistant Superintendent for Executive Leadership
Di'velopment at New York Citv 8 Board of Education. and Nancy Mohr.
r·dueational leadership consultant and past principal of Universitv Heights

I figh Schoril in New York City. write about how consensus- based decision-
m a k i n g i u n c t i o n s m o st e 1 1 e c t i v e l y w i t h c ] c i a r l e a d e rsh i p by a signal individual.
-1 radership can vary and move around. but when it comes flown to it. no matter
how much deri.sion rnaking js shared. there does have to he someone who is
in charge - and we have tfiknow who that is. Writing in the Harvard Business
Review. David A. Garvin and Michael A. Roberto agree with Mohr and Dichter.

'The rcality is that the leader will make the ultimate decision. but the people
participating in th (: process m u.st believe that their views were considered
and that they had a genuine opportunity to influence the final decision."

11 olly Perry, the principal of Academy for the Middle Years N orthwest. an
allernativ{: ptiblic middle school in Philadelphia with two hundred and fi fty
sturl(·ms and eighteen teachers, concurs with the need for a defined leader.
saying. A school does need a single Ic:acer. Day to day schooling is so complex

and quixot jr:. The. things that teachers ner·d to pay attention to are so com-
prlling and diverse that you nred one person to say, -This is what we'reall
rally irig:11·ouncl.' 11 allows trachers an easier way to Stay involved.- At AMY

(NW), staffanci parents run their schoc,1 collaboratively through parlicipation
on a Governance Council. which decides the overall direction of the school.

|'0(·It.Mingon matters such asthe school's instructional priorities. Perry remains
aware of how AMY (NW)'s decision-making process a ffects how the school

community views her leadership role. -1 remember sitting at governance
rouncil rneetings and people looked at me, wanting quick resolutions.
I ran those merlings with Tny head down. literally." Perry didn't want to be

pc· reeived as having more power than 01 hers on the Cove rnance Council

-by dint of' title-since we were trying to operate. by consensus and dialogue,
1 fc,und (h:it if they couldn't make eye contact ·Kith me.they (and 0 „rere less
:,1,1 1, 19,11 into the old patterns. Aftera while people' gotthe hangoftalking to
pat·lit,thri' wilhout my nic'diatingorcommentirigoneverv remark-and sodid l."
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