1. If you were/are a central school administrator responsible for improving a school (or set of schools) how would you proceed?
 There are several factors to keep in mind while facilitating a process for improving a school.  The first task is to understand how the school operates which led to the decision for improvement.  As Peter Senge, Fifth Discipline, advocates, there should be a systems approach to the underlying problem solving actions so that an appropriate process for improvement can take place.  The systems approach can determine areas of deficiencies, areas of assessment of the situation, utilization of data, and revisions after the decision for a method of operation has been decided upon. Wehlage and Hargreaves advocate leadership skills that are imperative for the improvement process to be cohesive and sustainable.  In addition, there should be an open system of communication among the various stakeholders in order to reflect upon and evaluate the improvement actions of the school or set of schools
2. What are the promises and perils involved in collaborative efforts, especially between school system and universities, colleges?

Traditionally, teachers have been isolated in the classroom and they have been left to their own devices concerning student academic achievement.  Dr. Hughes, as author of Cooperation to Collaboration, delineates the benefits of collaboration of universities and school systems, utilizing the imperatives of an ecological system as a conceptual framework for collaboration. The benefits of collaboration include communication among the stakeholders, a “ripple” effect of affecting all areas of education as it relates to the budget, and  the effect that the communication among the groups among the university and the school system.  There are promises of collaboration among universities and the school system with respect to the minority population as it relates to affirmative action.  Apparently, according to Richard Elmore, “Building a New Structure for School Leadership,” from School Reform from the inside Out:Policy, Practice, and Performance, there is a disconnect between what the collaboration among the two groups have expected, and the actual consequences of the affirmative action programs.  At times, there is an imposition of hiring individuals on the bases of the programs’ quota, in lieu of hiring for reasons of competence in the skill area for which the person is responsible.  A promise that has held true as a result of the collaboration among the universities and public schools is in relation to the professional development programs that have enabled teachers and staff to stay current in their craft.  Last, according to Dr. Hughes and Dr. Taylor-Dunlop, in the book Mentoring for Success, increased student academic achievement did occur as a direct result of collaboration between universities and public schools as it relates to afterschool reinforcement activities utilizing a mentor system. 

3. What would you predict to be the obstacles to completing a successful school design process in an urban setting? What strategies would you adopt in response?



Urban public schools are presented with unique challenges as a result of the environment in which the schools are geographically located. Urban public schools must address a funding system which is designed to benefit wealthy areas. Under the guise of equitable financial distribution, each state gives its own paltry amounts to each of the schools and dictates to them that they must receive other monies primarily via through property taxes. In response, the wealthy districts are better able to pay for more services for their children by giving more money from a tax base than poor districts, and student academic achievement suffers as a result.  According to Kozol, this process has been justified as providing equitable financial support, which has been documented to negatively affect students on the basis of race and class.  Ruby Payne, too, in Poverty in America, illustrated the different types of classes and how each class reacts to the financial challenges and academic standards; the lower class does not emphasize education as a means to be successful in our society, and the urban public schools are negatively affected by how students are raised by their social environment.  Urban public schools must consider the attitudes of each of the students in order to develop instructional strategies and curriculum programs that enable them to succeed.  James Coleman also contends that the increased influx of students who have depleted skills contributes to the unsteadiness of the demographics of urban public schools. There are several strategies that could be incorporated to overcome these obstacles in the design process in an urban setting.  One important area which could be utilized would be to have an open enrollment in an urban area.  Open enrollment would facilitate a centralized response to governing the policies of educational communities for increased academic achievement. Other avenues for improved academic environment is to include the parents in the process by facilitating civic capacity proposed Clarence Stone. It would also be helpful to ensure that urban schools in poorer districts receive better funding in order to adequately provide for their students. 

4. If there were three sets of players in the school change process: the college/university design team, the school’s central administration, the schools involved in the process: What assets and liabilities do each bring to the table? 

Among the three sets of players in the school design process, there is a need for each to collaborate and convey goals, and communicate ways in which these goals are met.  The university level has many programs and courses where current instructional strategies are shared with teachers in order to improve student academic performance.  Central office administration, under the auspices of the superintendent at the direction of the Board of education, has the ability to incorporate leadership skills that are sustainable and have lasting change for improvement.  The individual schools have important stakeholders as they meet to implement the school’s change process.  Sergiovanni, Leadership and Excellence in Schooling,” stipulates that in order to build community support, there must be a process whereby the stakeholders have input into the change design.  Bolman and Deal stipulate that there are four frameworks; in  particular, structural, human resources, political and symbolic, which provide a basis for understanding the culture in which the schools are designed. Popkewitz, Tabackneck and Wehlage in the Myth of Educational Reform, stipulates that the change process should include a study of the technical schools, illusory schools and constructive schools in order to determine what should be learned, what knowledge should be inculcated and what professional responsibilities are important the educational process of students. The constructive approach involvement active student participation in learning process should be emphasized to improve student academic performance. 


In-depth Review

1. Have you experienced or witnessed “bad school stories” shared by teachers and others in the district? Why do these stories take place? What can be done about them?


There are several factors to keep in mind while facilitating a process for improving a school.  The first task is to understand how the school operated which led to the decision for improvement.  As Peter Senge, The Fifth Discipline, advocates, there should be a systems approach to the underlying problem solving actions for improvement to take place. The systems approach would be utilized to determine areas of deficiencies, areas of assessment, utilization of data, evaluation procedures and revisions after the decision for a method of operation has been decided upon. Wehlage and Hargreaves advocate leadership skills that are imperative for the improvement process to be cohesive and sustainable.  In addition, there should be an open system of communication among the various stakeholders in order to reflect upon and evaluate the improvement actions of the school or set of schools.

2. What kinds of issues face your school?


Every school is unique with respect to the learning environment, the working conditions, the culture, and the relationships that are developed and maintained.  Throughout each day, there are a number of issues that arise each day. In our school, the classroom observation procedures are being influenced by the “Danielson model,” which have several advantages. However, there are many situations where the rubric would not necessarily compliment what the teachers are purporting to address in their lessons. Conversation should be conducted among the various groups affected by the observation process that should address discrepancies in the teacher observation process utilizing the Danielson model. Another important issue is parental involvement in the schools.  There still is a concern about how much the parents and the community should be involved in the educational process of their children.  While parents are always welcome to visit the school, individuals are still wary about having parents visit the classroom: the major concern has been whether parents fully comprehend the rationale behind some of the instructional strategies; and, at times, the parents have expressed their concern about how their children are being treated in the classroom. Yet another issue is the student dress code, which cause concern among some adults who are upset that our students are not held accountable with the boys wearing their pants too low from their hips, or the girls not wearing appropriate tops, which they claim interferes with the learning environment. Student absenteeism, which can be rectified with follow up home visits, phone calls and conferences with parents, and letters, have caused consternation with administration, which utilizes many resources in order to ensure that our students are going to school on a regular basis.


3. What are the dynamics between superintendent and school boards? 


The members of the school board are individuals residing in the community responsible for the school district in all aspects of its operations.  


The school board has an important responsibility in communicating what takes place in the school district to its constituency.  The primary tasks of the school board is to create a vision for outcomes of the school district, to create a mission statement to represent the vision to the community, and to ensure that the operations of the school district is optimal to provide academic services for its children, by setting policy provisions. The school board hires a superintendent of schools in order to carry out the policies, the vision, and the mission statement.  Each year the school board will evaluate how well the superintendent facilitates the tasks that the school board has mandated and then will make recommendations as needed. The superintendent will carry out the policies of the school board. Programs are recommended, and the superintendent is responsible for hiring personnel to ensure the education of the students in the school district.  The Superintendent is the agent between the school board and the employees of the school district according to the expectations by the community and mandated by the state in which the school district is located. 

4. Your superintendent emphatically refers to two kinds of home setting: one advantaged and one disadvantaged. What is s/he trying to say about education and change? How do her/his views compare with Jonathan Kozol’s Savage Inequalities?  


Students in our society must contend with many issues.  In contemporary society, there are many students who do not have certain advantages. For example, there is at least a 50% divorce rate which has affected the way students are being raised. Also, some of our students must contend with poverty.  In addition, while technology has improved certain aspects of our society, there are certain students who have been negatively affected by it; particularly, their attention spans are shorter, and they are privy to issues on television that should be viewed only by adults, thereby desensitizing them to certain maladies.  Jonathan Kozol, author of Savage Inequalities, has written about how the education system of inequitably supplying each school district with funds which has created a process that have left these “disadvantaged” students with a inappropriate learning environment and has abandoned some children to fend for themselves. These disadvantaged students will later be inequipped and unskilled to earn a contribution to society and will not likely to have the capabilities to obtain employment.  Equitable distribution of funds to the school districts means that each state will supply the school district with the same low amount of funds. These funds will be supplemented  primarily through the property taxes of the homeowners residing in the school district. If the school district does not have a viable tax base to collect many funds, the school district will be poorer than the rich district and thereby causing the disadvantage.  The poor students will not enjoy the privileges of a safe school building, adequately certified staff, poor sanitary conditions, and a negative learning environment.  Kozol conveyed areas of the united States where the equitable distribution of school financial support caused the decrepid home settings which were ultimately justifies on the basis of race and class. It is believed that the superintendent referring to these conditions is trying to justify why there are certain students who will not be able to be properly educated; accordingly, the process of funding school districts is tying the hands of others and there is nothing that can be done about it.  

5. Would you want to be on this superintendent’s team? Why? Why not? 


Referring to the last question about the superintendent justifying the reasons why disadvantaged students will not have opportunities to have an appropriate education and therefore not be eligible to earn a living in the future, there is a strong inclination to stay far away from this atmosphere. Yet, in order to change the minds of individuals who profess the status quo as the only means of operating in a school district, one must get involved in the process.  There are many problems that one must address and overcome being on this team.  The overall challenge is to ensure that there is a systematic process in addressing the financial demands that are causing the inequitable distribution of funds in order to assuage the conditions in which the students are being educated.  In the end, I would rather have the superintendent fired, and belong on a team which could dedicate efforts in helping students, not justifying why they would not be cared for. 

6. A local politico raises the underlying question of whether school board governance needs to be changed. What is your view? 

My view is that every member of the public who has something important to say must be heard. Politicians by experience learn to question a status quo, and therefore can be a great help to identifying and solving public problems. But politicians are by nature partisan and can act for selfish reasons. 

      The politician should be given a hearing, especially as he should be a part of the school-community association. However, his views should not trump district school policies and statutes.     

7. Someone talks about “yellow light people” What does this person mean? How do we, as educational leaders, deal with “yellow light people?”

Yellow light people are apprehensive about risk taking. As educational leaders we can establish a relationship of trust among the community’s yellow light people. (Bryk and Schneider) We can welcome them to different school activities and establish community activities to build civic capacities. (Clarenece Stone)  The importance of building relationships lies in the collection of a suitable context for collaborative learning.  There should be a focus to get things moving on the right direction. (Fullan) 
8. Another person states that the “kids are just not getting their just due.” What is this person referring to? Are such observations valid in large urban school systems? What primary strategies might more nearly get kids “their just due?”


Jonathan Kozol, in Savage inequalities speaks about disadvantage schools districts and wealthy school districts. East St. Louis, Illinois, is a disadvantage community who is characterized by being first in fetal death, first in premature birth and third in infant deaths, of 66 cities in Illinois. Out of the surviving kids, who grow up miraculously lacking medical attention including the proper immunization as babies, 55 percent graduate High School. One of every four High School’s graduate, attends college having a low chance for success. 
Common educational problems are:

· Classes overflow:

· Lack of School Supplies, including chalk 

· Lack of qualified teachers 

· Teachers pay check cut off

· Teachers layoff
· Teachers being replaced by low paid substitute teachers in order save money.
· School violence

The lack of apathy to these real problems from the local politicians is great. Governor Thompson, tells the press that he will not pour any money for the cities long term problems. He claimed that “the city has money and that it’s just not being spent for what it should be spent for.” (Kozol 24) The irony here is that he then turned around and announced a fiscal grant for sewer improvement to a relatively wealthy district. 
There are many other examples that Mr. Kozol talks about of inner city school districts making a true statement the saying of, “kids are just not getting their just due.” 
There is a huge difference between an equal education and an adequate education. Equal state and federal funding does not cut it in these needy districts. They should fund the city’s educational system by providing students with an adequate education not with the idea of an equal education which in this case is neither equal nor adequate. 


9. Another person says that “we all get comfortable with how things used to be, and have trouble with change.” To what degree do you feel this is true? What do we do, as educational leaders, to deal with that?

To a large extent, I believe that the statement is true at all times and at all places. As Evans puts it, it is because of human behavior, the manifest desire to preserve, hold, fix, and keep stable (Evans, 2001). We dislike alterations in even our smallest daily routines, and the reason is because life depends on continuity and change usually means lose (Marris, 1986). In addition to that, Evan says further, change challenges competence. Obviously, alteration in practices, procedures and routines hamper people’s ability to perform their job confidently and successfully, making them feel inadequate and secure especially if they have exercised their skills in a particular way for a long time. Again he says change creates confusion because during change people no longer know what their duties are, how to relate to others or who has the authority to make decisions. He added that change causes conflict, For instance, groups with opposing interest are affected differently by innovation (Evans, 2001).

To deal with these situations as educational leaders, we must understand these feelings as being vital to the successful implementation of change. Evan suggests that the beginning task is to make the case for innovation, to emphasize the seriousness of a problem and the rightness of a solution. We must be persuasive in bringing about change we must reduce the anxiety surrounding change, the fear of trying (Evans, 2001). 


10. Someone else points out that the typical complaint that “school boards are the problem” would not apply in your instance. In your view, does this mean the superintendent has free reign? How do authority relations and issue arenas change? What does this mean for the role of the superintendent?

This is really the view of so many; they complain that the school board is the problem. Granted that the school board has being politicized and the role is confusing to so many but their existence puts checks and balances to the powers of the superintendent. Other wise the superintendent will have free reign. Apparently, the superintendent is the visionary of the school district but must create that vision in a shared forum. He/She must always listen and consider the information from many different groups within the school district. According to DuFour and Eaker, the district should initiate discussion by bringing together representatives of each school (67). These representatives act as leaders of the discussions that take place in each school related to building a vision. This helps to check the absoluteness of his/her powers and put a balance. This strategy offers the best hope for both consistent direction throughout a school district and teacher ownership of the final product (DuFour and Eaker, 67).


11. Would the desire to seize the opportunity “to go down in history” be a motive for you to get involved with a specific school situation? Describe the situation.



If one’s motive is to make name in any given situation, hardly will the person succeed because he/she has no interest of the children he/she is working for. My motive to help the children succeed in their education and be better people in the future. For instance, if a school is failing and my motive for accepting to be a superintendent in such is a school is to make name because I believe I know what it take to improve the failing school. No one can single handedly transform a failing school to the best school without all involved in the education of children. I would rather do my job effectively and efficiently and be known as someone who was consistent and did the best job he could in every situation. 

12. Frank Smith calls schools technical, traditional, bureaucratized, and fragmented. He refers to an underlying culture and basic assumptions. Is it important for educators (and non-educators) to deal with these underlying assumptions? How is this done? How successful can one be in challenging assumptions? 

 Ostensibly, Dr. Smith may be conveying the conceptual frameworks in the text, Myths of Education Reform, by Popkewitz, Tabachnick and Wehlage. According to the authors, as they studied celebrated schools implementing the Individually Guided Education program in response to the reform efforts after the 1960’s, there were three types of educational strategies associated with the IGE approach.  The criteria for the three domains of technical, illusory or constructive approaches were identified according to how the students learned, what information was taught by the teachers, and the professional responsibilities that were identified with each of the schools studied.  The technical approach identified worksheets as important artifacts and the teachers identified competence in relation to how much work was completed, not the quality of the work. The illusory approach emphasized the illusion that work was actually being completed. However, emphasis was put on ceremonies and rituals, such as following instructions in the classroom, not how well students performed academically. The constructive approach which regarded education as a process where students were encouraged to utilize past knowledge, and apply it to new problem solving activities in a cooperative effort, was regarded as an appropriate means for students to demonstrate what they know and can do. Today, No Child Left Behind has presented problems for many teachers purporting to facilitate a constructive instructional approach in that their lessons are fragmented.  Teachers are required to “teach to the test” for fear of public reprisals so that part of their lessons are segmented to identify test taking strategies for adequate performance on the state standardized exams, while appropriate instructional strategies are subordinated


13. A researcher refers to the school design process as “by its nature, political.” To you, what does that mean? Who are the leading politicians? What are the implications for school change?


School districts adhere to a political process in the design of the educational system in the United States. Naturally, there are unlimited wants and limited resources. The superintendent, the members of the board of education as well as other stakeholders with substantial constituencies vie for the resources so that their school districts will inevitably receive the lion’s share in order to educate the youth residing in their district. Deborah Stone, Policy Paradox, indicates that leading politicians utilize convincing arguments in order to persuade others about their needs in obtaining the limited resources that are required for their interests. Stone further argues that individuals will utilize numbers, stories, and symbols in order to accomplish their goals. Jonathan Kozol, Savage Inequalities, argues that there is a great disparity among the beneficiaries of limited resources; minorities are not the beneficiaries; in fact, he contends that class distinction and race are indicators of the disparities. There is a dearth of educational opportunities of poor children from higher income children. Educational technology and opportunities continue to expand for children living in suburban and wealthier school systems; this is not the case for inner-city and rural students. Carlson , Reframing and Reform, explains that the underlying conditions of the political behavior of schools are the result of the zero-sum game of political behavior where leaders vie for limited resources, such as money, space, expertise, and competence. Furthermore, these these ”flat” or limited opportunities result in competition for the resources which end in a winner-loser scenario. Carlson also refers to schools emphasizing different values as a means for attaining goals that benefit one school over another. Carlson cited Gray (1984) in defining politics as being concerned with deliberate and purposeful attempt to change the balance of power in an organization. Carlson then explained the concepts of partisan groups, pluralism, coalitions, power conflict, and negotiations are some examples of political process in education. Bohman and Deal, Reframing and Reform, indicates that the enduring differences among coalition members in values, beliefs, information, interests, and perceptions of reality involve making decisions in the allocation of scarce resources, and these decisions invariably cause conflict in the school design process. Bargaining, negotiations, and jockeying for position among different stakeholders are the result of this conflicts. 


There are implications for school change as the political process is taken into account. Considering what new policies and practices are needed to enhance the learning opportunities of all children, their parents, and the communities in the future, there should be a process whereby representatives for all stakeholders groups should be afforded input in the school design process. Leaders should have to capability to facilitate a salutary process where individuals will be able to meet and discuss appropriate provisions by establishing a vision and strategic planning with goal of improving the lives of the children residing in their school district.  


14. One teacher looks back on the influences in her life and lashes out against “top down leadership” Why? To what degree do you feel that people in schools want the authority to be responsible for school performance? Are people comfortable “being bossed?” 

For the most part, individuals in schools are not satisfied with the top-down leadership approach. It is well documented that “you do as I say, follow the rules as the leader has done: 


 Max Weber popularized a hierarchical type of leadership where the boss dictates to the others their duties. It is a top-down, hierarchical approach to leadership. As one applies this bureaucratic approach to education, the principal has traditionally been given the expertise power, the charismatic power and the authoritative power to tell the staff how to perform and then design an evaluation procedure to determine how well they followed through with the dictates, and act as “machines” in the process.  However, as a result of the reform movement and concentration is put on the physical aspects of  responsibilities of teachers and staff, there is a present-day dependence on educational leaders to utilize the expertise, and educational experiences of others to develop a cohesive systems approach to empowering others to communicate, and agree using a consensus approach to improving the schools. Educational leaders are now able to utilize the abilities of others and create a learning environment where students in school may benefit from the decisions of all stakeholders. Hargreaves and Fink,Sustainable Leadership, explain each of the varied principles of sustainability to convey how a quality school with high academic achievement may be obtained and maintained. Hargreaves and Fink delineated the consideration of depth of the fundamental moral purpose and broad learning for all, the ability to prescribe and advance the most valuable aspects of life over time, the breadth or the ability to distribute responsibilities to others, the ability to find ways to share knowledge with other schools or be socially just, the encouragement of diversity, the networking among the varied components of the educational institution, the renewal the staff's energy, the encouragement of risk taking, and  the preservation of the long-standing leasdership purposes by reviving organizational memories.  


15. Another Teachers’ talks about “team spiritedness” and everyone “having a piece of the pie.” 

Are these important factors? How does one promote this willingness to take responsibility and to show initiative?

      Teachers’ talks on “team spiritedness” speaks to the invaluable benefits of teachers working together to maximize the gains of teaching in contrast to the outdated outright individualism in teaching business. Traditionally, every teacher considers his/her classroom to be his/her “little kingdom” and sees interventions from the administration as some form of threat or at least irritable. The old idea of teaching used to be narrow, where “teacher-knows-all” and the needs of the school children are simply limited to the teacher’s expertise and style. Kathleen says that “the ideology of professionalism distracts teachers from recognizing and turning to their advantage, current tendencies in the organization of work in our society.”

      Robbins makes a distinction between work teams and work groups. 

“Work teams are formal groups, made up of interdependent individuals, responsible for the attainment of a goal. So all work teams are groups, but only formal groups can be work teams.”
      

      Teachers are leaders in learning organizations and must show healthy passion for whatever increases the gains of learning. Peter Senge, talking about the art and practice of learning organization says, “Unless teams can learn, the organization cannot learn.” For Senge, 


When teams are truly learning, not only are they producing extraordinary 
results, but the individual members are growing more rapidly than could 
have occurred otherwise.

Thus, Senge builds his well known systems thinking on the very important foundation that team learning brings out the best in a group of team workers as they seek the “larger picture beyond individual perspectives.”
 This notion of harnessing the best skills of the individual teammate was further illustrated by the Senge’s application of Bill Russell’s story of the Boston Celtic Team at competition. He talks about a “resonance or synergy” which develops among teammates, “the commonality of purpose, a shared vision, and understanding of how to complement one another’s efforts.” For Senge, individuals do not sacrifice their personal interests to the larger teamvision; rather, the shared vision becomes an extension of their personal visions. In fact, alignment is the necessary condition before empowering
the individual will empower the whole team.

      Robbins rightly states that it is a common stereotype about groups that the sense of team spirit spurs individual effort, thereby enhancing the groups’ overall productivity.
 Among farmers in the rural agricultural community in Anambra, my state of origin, in Nigeria, the benefit of team work is well established and used. Peer groups of a neighborhood come together on a scheduled day to work on a member’s farm. Members take turns to repay the favor received from other teammates. The joy and the output of such team work are richly rewarding. It is important to note that the rural agricultural community has a humorous method of rewarding or encouraging slower workers to be competitive in team work. One who irremediably falls behind expectations in contribution may find it difficult to find teammates for his/her farm. Such problems as inequity contribution can become a problem in team work.

      Research findings express one of the prevalent problems in team work as social loafing, which is, “the tendency for individuals to expend less effort when working collectively than when working individually.”
  Some teammates who see others as lazy tend to slow down to establish equity, especially if the individual efforts are neither recognized nor individually rewarded. If individuals in a team work become free riders and depend on the efforts of the others, the group input will be reduced. On the other hand, there could be a tendency for a member, or a group-within-the-team, to believe that they know better than the rest and therefore dominate the group contribution. This domineering attitude excludes the contributions of other members of the group. Robbins proposes that odd number of members of the team will be helpful in individualistic cultures when the team uses voting to resolve problems as they arise.  

      Team work ought to be team work where everyone gets the opportunity to contribute. In teaching profession, the need to create a learning condition is primary and teachers, especially, need to learn how to use every available opportunity to create a learning environment where all those involved in the teaching/learning enterprise can learn and contribute to learning. Teachers need to grasp the basic framework of the important scheme of learning together. Teachers’ talks about everyone “having a piece of the pie,” in relation to team work, speaks to the need for every member of the team making adequate contribution to the team work.  Peter Senge’s (1999) book, The Dance of Change, illustrates group work in his five kinds of systems thinking. The systems thinking maintain the dialectics between the validity of the individual in respect to team work. While the system dynamics highlights the essential ingredient at the foundation of every enterprise, the four other types of the systems thinking can become a problem if not properly harnessed into a unified and productive team scheme.

      1. Senge’s point of departure in his systems thinking is what he calls “the System Dynamics.” The system dynamics underscores the vital rallying point of every enterprise destined to grow. Senge says that “Nothing can grow in a self-sustaining way unless there are reinforcing processes underlying its growth.” Thus successful leaders have “tacit theories of growth” which guide their action even while their efforts fail.
 The underlying truth is that good market sells itself and the news of success is a compelling force which motivates people to work hard. Senge describes the rallying force in success stories as the fundamental reinforcing processes sustaining profound change. Growth happens by enhancing personal results, developing networks of committed people, and improving business results. Team work is for a sustainable change requiring planning and discipline.

      2. The “Open Systems” thinking explains that even in group work one should expect the natural flows and constraints of things. It is also based on the assumption that the “whole of a system is more than the sum of its parts.” Here, Senge underscores the importance of team work as he explains that “an organization is a thing that transforms its input – everything it eats, breathes, perceives, absorbs, and takes in.”
 In this understanding, the inadequacies of the individuals in the group could be adjusted for a better yield because humans are no machines that are impervious to its environmental changes.

      3. The “Social Systems” thinking is that which sees the world through human interaction. In the social systems view, no one is an island; relationship is everything.  Senge talks about a tripartite nature of a successful enterprise: the social group whose interactions constitute the organization, the dynamism of group self-perception which shapes human interactions, and finally, the purposeful goals of the emergent organization sustained by group needs. A school exists to teach the learner about the ethos of the society and to offer the learner the tools to survive in, and to contribute to the growth of, the society.

      4. The “Process Systems” thinking takes its root from a “socio-technical systems” (1950s) team-oriented approach by which managers attempt “reprogramming the flow of activity in an organization in the same way that you might reprogram a computer.” The process systems method some times turn out to be disastrous, but the process method can be very useful as its method of process mapping invariably gathers a cross-section of people to chart an organizational process that can make a difference.

      5. The “Living Systems” thinking sees the world as it really is: “a constantly pulsing, changing, interconnected world of rapidly interacting relationships, in which order emerges naturally from chaos without being controlled.”
 The living systems perspective is that life and process in the universe is self-organizing. By the interactions of people and the awareness of the consequences of their everyday actions, there comes a natural choice of people to modify their behavior, propelling them into new patterns of operation.

      Therefore, “team spiritedness” and everyone “having a piece of the pie” are important factors in contemporary school organization. Every player is important and unity is strength. Team organization is becoming very important in directing school change for excellent performance. 

      Team work is a major device in school reform. In order to introduce school reform considerable leadership planning must take place. For a successful team scheme, an additional planning must be put in place. For example, the team must be very clear about the organizational goals with good support plans to see the operation through. The necessary tools of engagement – technical, interpersonal, and other skills necessary for everyday operation in the organization – should be in place. The leadership should ensure a culture of trust and unified commitment to duty built on responsible and unambiguous communication.
  


16. One person sites the African proverb, “It takes a whole village to educate a child.” To you, what does that mean? How does it apply to the effort to create change?


What it means is that educating/training child/children is not a one man’s business rather it is a community business. It is not the job of only the parents or the teacher to train or educate their children but everybody in the community is expected to be involved in the training of the children in the community.
The ways it applies to the effort to create change is that it helps to initiate/encourage the idea of team work among teachers which builds support network for each teacher. It also gives room for community involvement in the education of children. Teachers are encouraged to listen to some suggestions from the parents of these children and teachers in turn encourage parents to help their children at home by teaching them in whatever they need to learn and by helping them to do their assignment. Therefore, it makes teachers, parents and indeed the entire community partners in the education of the children in the community. I think among the four, “organization” should drive the others because it is the pattern of purposeful relations that exist among individuals within the boundaries of the school’s sphere of interest.

17. James Comer comments that the school design process is “a messy muddling through.” What image does that connote for you? Is that an accurate or fair way to describe school design?


We support Comer’s comments that school design is not an easy job because school design entails an ongoing inquiry process which requires a multi-methods investigation and collaboration between school designer and communities. According to Elmore (2004) the successful outcomes of school design efforts have far less to do with design "inputs" than with the internal dynamics of the school community. Fullan (2007) adds that school design requires an open public process which involves all school and community stakeholders and it must start early allowing for community input long before final decisions are made. However, in the design process schools leaders have to think creatively about how to make effectively design in spite of local constraints and variance states (Pfeffer, 2007). Therefore, school leaders have to involve every stakeholder for successful design.


18. What processes and rationales would you say have been used for the most part in the past for designing schools? What can be borrowed from these earlier efforts? How would the rationale and processes be different now?


 Traditionally, schools have been devised primarily utilizing the conceptual framework of Frederick Taylor’s “machine,.  This concept purports to focus upon efficiency. Taylor developed his philosophy by considering recommendations of producing better movement in order to improve the technique of digging. In the era of creating a better and more efficient school, the school day was devised to create several periods of learning where students were expected to move from class to class, learning different subject areas in isolation of the other. The teachers lectured in order to provide as much information as possible and the students were tested to ascertain how much of the information was memorized.  This factory system model of education is still being observed in some educational institutions today.  The school buildings and the departmentalization of learning of individual subjects in isolation for a fixed period of time each day is difficult to change, requiring tremendous efforts in order to create a block schedule for students to coalesce subject areas in utilizing what they can do in a cooperative learning environment to create  practical solutions to problems. One area of education which is revolutionizing how students are learning includes new instructional strategies utilizing research techniques for proven improved student academic performance. Also, improved supervisory processes and administrative programs are being studied to facilitate effective leadership capabilities in all areas of teaching and learning. 

19. Frank Smith contends that “education is not a profession based on ignorance.” Do you agree? How might you challenge that statement? What are its implications for school design efforts? Can anyone just wander in “off the street” to create a school? Should teachers be empowered to redesign schools?

Historically, schools have been led and operated by a top-down leadership approach where the Superintendent and the members of the Board of Education develop a plan about how schools should operate, and they issued directives for the teachers and staff to follow-up without input. Likewise, parents have not been deeply involved in the education of their children.  However, over the years, teachers have been included in the decision-making process concerning the operation of their schools. Dr. Smith's above-mentioned quote,"Education if not a profession based on ignorance." may include several interpretations. I agree with this quote as it pertains to advocating school design with the input of many stakeholders with decision making responsibilities.  Teachers must be certified and they must utilize their expertise in the areas concerning the education of our youth, and administrators must be able to demonstrate leadership capabilities to oversee the operations of the schools, curriculum programs, as well as the instructional strategies. 

Dr. Smith has championed a school design program, called the ADC model, which includes areas of instruction, organization, governance, and accountability (IOGA).  This school design model is a method for ensuring that schools enable our "immature," as Dewey puts it, to acquire "habits of mind" in order to be successful citizens in our democratic society. Dr. Smith's IOGA process is an acceptable school design process which enables teachers as well as other stakeholders to make important contributions so that students may have the opportunity to grow and ultimately acquire skills to produce in society.
(22) The school change process calls for looking at four design concerns—instruction, organization, governance, and accountability. Why is it essential to look at all four? Which (if any) of the four should drive the others? Are there other essential elements?
The ADC process suggests that Parents, community leaders and principals come together to design or renovate existing schools. The four elements ask some basic questions:
1. What are Students’ and teachers’ work
2. What are the time, people, space, and role of outsiders?
3. How will the school, its families and community judge their accomplishments?

ADC process encourages all the “components” to come together to create a positive contribution for a successful school change process that will enable students to grow and be nurtured in an environment that will help every child learn and be successful.
I think among the four, “organization” should drive the others because it is the pattern of purposeful relations that exist among individuals within the boundaries of the school’s sphere of interest.
Popkewitz has identified and explained three areas of instructional strategies in schools; technical, illusory, and constructive strategies. Dr. Smith's school design program resembles the constructivist approach in that all stakeholders are involved in the process of learning and there is an open communication among all interested parties for the sake of our children. therefore, it would seem highly unlikely that an individual would have the capability of "creatng"a school.


20. Your superintendent stresses that the new design for school change has to be more than “just principals making decisions for their schools.” What is involved in principals’ accepting this new type of role?


Andy Hargreaves has stipulated that superintendents must consider qualities such as having a sense of purpose, providing an acceptable process for succession, the ability to delegate powers to others, actively improving the surrounding environment, promoting a cohesive educational climate, utilizing the energies of others, and being steadfast in renewing the long-standing purpose improving the academic performance of the students in the school district. (Hargreaves, pp. 18-21). In addition, Elmore, in his book, School Reform from the inside out: Policy, Practice, and Performance, purports that the superintendent must create high standards for student academic performance by creating an atmostphere where individuals are encouraged to interact and discuss academic goals for children. Overall, the superintendent must move beyond micromanagement 

and toward a systematic approach to maintaining positive learning environment that is durable and long lasting.


21. It has been suggested that successful schools create for themselves a “special identity and character.” To you, what does that mean? Has that been part of your own experience with schools? How does one foster the development of such a special character/identity?

      Peter Senge talks about a “better mousetrap theory,” which states that ‘If an innovation or change initiative is successful, interest will spread, and, as the old adage goes, “the world will make a bitten path to our door.”’
  That successful schools create for themselves a “special identity and character simply states that schools of quality naturally attract the attention of school stakeholders. Parents want to send their children to high achieving schools; administrators and teacher covet the pride of “brand name” schools as Harvard; and students from high achieving schools find admission into colleges or employment much easier than the graduates of the “rest” of the schools.

      My High School was a seminary school, known for its quality education in colonial time in my country, Nigeria. Parents struggle to send their children into the Holy Ghost Juniorate because of its quality education and not necessarily because they wanted their children to become priests later in life. Quality education, however, is expensive just as every scarce commodity is. My first teaching experience was in the Holy Ghost Juniorate. Parents were prepared to offer favors to “buy” the admission of their children into the school.

      When I established a parochial school, I founded a quality and competitive primary school which did not have to be so expensive as to exclude very low income families. When we needed money for expansion, I called on the parents who are always willing to help, seeing how much the school is changing their children and our environment. 

      To foster the development of a special character or identity of a successful school, a few critical school factors must be in place. Ronald Edmonds (1979)
 talked about five-factor effective-school formula as summarized by Hoy and Miskel (2005) below.

1. Strong leadership by the principal, especial in instructional matters.

2. High expectations by teachers for student achievement.

3. An emphasis on basic skills.

4. An orderly environment.

5. Frequent, systematic evaluations of students. 



22. The school change process calls for looking at four design concerns—instruction, organization, governance, and accountability. Why is it essential to look at all four? Which (if any) of the four should drive the others? Are there other essential elements?
The ADC process suggests that Parents, community leaders and principals come together to design or renovate existing schools. The four elements ask some basic questions:
1. What are Students’ and teachers’ work
2. What are the time, people, space, and role of outsiders?
3. How will the school, its families and community judge their accomplishments?
ADC process encourages all the “components” to come together to create a positive contribution for a successful school change process that will enable students to grow and be nurtured in an environment that will help every child learn and be successful.I think among the four, “organization” should drive the others because it is the pattern of purposeful relations that exist among individuals within the boundaries of the school’s sphere of interest.


:23. Frank Smith refers to your school district by using the term “culture of failure.” He further adds that teachers might have convinced themselves that “they can’t teach kids.” What contributes to such a conclusion by teachers? How typical/atypical is this attitude? What is to be done about it?



Having little experience in teaching with much experience in learning, I have found that learning is natural, but teaching is not. Teaching is not a professional for the faint hearted or for those whose primary interest is the accumulation of wealth. Many teachers are between the rocks of administrators, students and their parents and some lack training and still others face economic hardship. Teachers need motivation from their schools, boards and education system. According to Dunn (2006) teachers need to deepen their content knowledge and learn new methods of teaching. They need more time to work with colleagues, to critically examine the new standards being proposed, and revise curriculum, opportunities to develop, master and reflect on new approaches to working with children. All of these fall under the general heading of staff development.
We believe that if teachers are motivated, they will teach students at higher level and students will perform well, as a result, the culture of failure will end.


24. Your superintendent takes pride in developing an instrument to measure the effectiveness of schools. What risks does s/he take in doing that? What would be in such an instrument if you were designing one? How would you use such an instrument? What would you do with the information?

When only one person is involved in developing an instrument to measure the effectiveness of schools, chances are that it lacks effectiveness. This is only done so in the perspective of one person and the entire responsibility fall upon him/her. In order to achieve a cohesive and accepted instrument that would measure effectiveness, all the stakeholders must be involved or at least a good representation of them.  If I were designing an instrument I would use Dr. Smith’s ADC Model. (Smith 2007) This model poses 29 questions that are used as guidance to structure for categories; instruction, organization, governance and accountability. Then the application of descriptive data would give us an idea of how each school of the district is doing and comparative data would serve as a mean of comparison from one school to another or between neighboring districts.


25. Ideally, groups of teachers and parents would come forward with a wish to redesign their schools. What, if anything could the superintendent do to promote such a development? How do state mandated time lines impact school design strategies? 


Ideally, groups of teachers and parents, as well as other important "interested parties" come forward with a desire to redesign their school. 


There are occasions where the State Education Department mandates that these individuals meet in order to determine whether changes are required. The superintendent has the responsibility to facilitate a process where the school district may improve the academic success of its students. According to Thomas J. Sergiovanni, a superintendent may utilize a set of five core leadership capabilities in order to create an educational setting for the benefit of students living in that area. Sergiovanni explained the technical style where an individual may use sound management skills, human style, where s/he may harness available social and interpersonal resources, educational capabilities, in which an individual may utilize his or her expertise in knowledge of educational issues, and schooling, a symbolic "force" where attention is on others with regard to important issues, and cultural leadership skills derived from developing a unique school culture. The superintendent has the opportunity to promote and maintain an effective school district by applying these leadership" forces" in order to develop, maintain, and improve relationships in a "community building" effort. As a result of the reform movements over the decades, the value of including more individuals who desire to become involved in the operations of their school is being emphasized. Particularly, a federal law, No Child LeftBehind has required that the Site Based Management Team, inclusive of representatives of stakeholders in each school district, to meet and decide upon a process of attending to the specific needs of its schools. The Site Based Management Team must present a plan about various design efforts that will improve the operation of its schools. Overall, it is imperative that the superintendent develop a process of open communication with all interested parties, in order to and develop a strong school “learning community."

26. Your teachers ask for reasons why their schools are “labeled as failures.” These reasons are not presented. What does it mean for the teachers to be asking for these reasons? What model of education are they signaling? Should the reasons be given? How should this be handled?  


Teachers in contemporary society have been pressured to fragment their lessons under the umbrella requirements set forth by the federal law of No Child Left Behind.  As a result of this law, the state has required standardized exams, which are documented and each school is compared with the others, some are identified as effective and others identified as “failures. “  This process is part and parcel of a technical model, where the teachers may not be informed about what skills are required for their students to become successful on the standardized exams.  Instead, the teachers must devise strategies of reviewing for the standardized exams so that their students “earn a passing score.” but that they must facilitate a process of improvement based upon worksheet and test review, and they are left to their “own devices” in creating a learning environment where they must share information among themselves and hope for the best on the next standardized exam.  It is obvious that the teachers should be informed of how they could improve upon certain instructional strategies for improved academic performance, but that conversation should take place with input from all of the important representatives of the stakeholders of the children residing in the schools.  Overall, the important process of improving student academic performance should entail interaction among all interested parties. 


27. Frank Smith’s request for “reasons for failure” was to say that it is “more important to talk about where we are going, not where we have been.” What risk is involved in such a response? Do you agree?

      Heifetz et al (2009) talk about organizations that “get trapped by their current ways of doing things, simply because these ways worked in the past.”
 Again talking about adaptive leadership, Ronald Heifetz, et al (2009), say that “Every organization defines “success” in terms of different desired outcomes, whether it is improving profitability, saving the world from the scourge of AIDS, enhancing market share, improving public education, or creating breakthrough offerings.”
 The attainment of the vision of such organizations is what is celebrated and reward. The lack of attainment of such visions, defined as success, is what is not acceptable. So the vision defines the value, and Frank Smith is correct in asserting that the goal is more important than the glory of the past. If the goal was never clearly defined, the reasons for the failure might never be found, since the organization without a defined goal was doomed to fail any how.

      The risk involved in such response as Frank Smith’s is to ignore the vital importance of history in learning. Even organizational failure can constitute an important learning situation for an organization. The very important notion of Data-Driven Decision emphasized by Fitch and Malcom (1998)
 is all about how to use the history of school performance to make valuable decision for improvement of school. Creighton (2001) says,


Using the many different kinds of data collected at our school site to help with 
decision making legitimizes the goals and strategies we create for change and 
improvement. 
 

      If one looks at the response of Frank Smith as above, one notices that he has not said that “where we have been” is not important, but that it is “more important to talk about where we are going” when discussing the reasons for failure. I agree with him that crying over spilled milk is of less important than forging a new goal. Holcomb (2004) talks about “Plan at a glance” which demonstrates the importance of alignment between strategies, evidence, and action plan in his Getting Excited about Data.
 With Holcomb’s ideas of alignments, time is saved in bringing about required changes for school improvements.

28. A professor is brought into the equation as an additional faculty resource. What role should professors play in these kinds of efforts? What is the “right balance” between the roles of graduate students and of professors?

College professors can make themselves available as advisers and share the results of their many years of research and study done in various fields. 
Presently, everyone is encouraged to be involved and play a role in school design; the professor, community members, staff and administrative team all are expected to play important key roles.

29. Both Frank Smith and the superintendent talk about the importance of all stakeholders contributing their competencies to a school design process. What are the risks in creating a process that “brings together this type of energy?” If this is such a valuable way to approach school design, why hasn’t it been done more frequently and/or consistently?


The school design process is an arduous task which requires superintendents and school leaders to involve school and community stakeholders. Involving stakeholders in decisions making is a risk-taking journey because people always do not have identical solutions for the same problems. Likewise, ignoring stakeholders or leaving them out may cause a risk because stakeholder can break a design process effort. Pfeffer (2007) comments that the work of inclusion is important and equally important are particular of who is included. To avoid these risks, the superintendents and school leaders need to have managing stakeholders’ and school designs’ skills such as understanding and make others understand the process.


30. How prevalent in schools is the willingness to rehearse and request feedback about the change design before one’s peers? Why? Why not?

Requesting feedback and rehearse before our peers is very important in a change design, especially at the beginning stages our careers as educators. New teachers for example might bring in creativity and technological knowledge to enhance lessons and curriculum but lack the classroom experience that a teacher who has been teaching longer have. Unfortunately, in our educational system, this concept of sharing and requesting feedback is fairly new in some districts and non-existent in others. We tend to work in isolation without the collaboration from peers, and other stakeholders in the community. 

Probing Further

1. If you were to present 3-4 design models, how would you approach the task? What would you emphasize, how, and why?


In order to present new design models there are several steps required to avoid a haphazard approach in best serving the needs of our students. First, I would conduct a search of interested parties of the stakeholders in our school to meet and investigate how we arrived at our present situation. Then, the committee members would determine what our present needs are in order to facilitate an educational climate suitable for improving student academic achievement. Once the group understood what was required, we would research various models and analyze each of the components to determine which model would best serve our school. Afterward, we would investigate this model in action by visiting a school implementing the appropriate model to determine how it operated. Eventually, we would present a model that was best suited to our needs, implement the model and make recommendations for improvements during the school year as adjustments are needed periodically.

2. What have been the most recent trends regarding conflicts between urban school superintendents and school boards? What efforts are being made to foster better relationships and to reduce the “revolving door” nature of superintendences? 

Recent trends regarding conflicts between urban school superintendent and the school board appeared when a superintended gets hired from the outside of the educational establishment. This happened in some states where the laws were passed changing certification requirements for superintendents. This allowed anyone to become superintended if so desired to be trained. Another trend could be when the board has division of interest and expects the superintended to produce various results. They are forgetting that the primary agenda is student achievement and community engagement to promote student achievement (Key Work,) and that the board shares responsibility on how well students perform. Efforts from the National School Board Association and the Urban Superintendent’s Association have helped foster better relationships and reduced the “revolving door” effect. The Key Work of School Boards Guidebook is an example of the educational outreach to enhance better communication among the Board and the Superintendents. 


3. How has school design been approached? What are the leading views about planning and “the change process?” To what degree are these latest research findings being applied to school design efforts?

      This question is, to say the least, ambiguous, in that the phrase school design could be anything between the location and nature of school buildings, to the academic program of a school according as its mission requires. The nature of this write-up will not be appropriate for such wide discussion as the above. It is just enough here to propose some answer to the question of school design.

      Popkewitz, Tabachnick, and Wehlage presented studies of school responses to a program of change in which the authors presented three main systems of schooling, namely, Individually Guided Education (IGE), Technical Schooling, and Constructive Schooling.
 These are fundamentally schools but different in pedagogic style and in their different emphasis on the learning and knowing.         

      A traditional school design is a typical business area, housing offices, classrooms, restrooms, libraries, cafeterias, laboratories, and gymnasia. Staffrooms have desks, shelves, coffee pots, and mailboxes. Today, a contemporary school design will have to accommodate innovations in technology, adequate safety provisions and a cohesive community facility able to transform its environment into a learning center.
 

      It will be essential to take advantage of cost effective and environmental friendly programs in planning school designs in such a way that could save funds for several years to come. I have been to a primary school which is better equipped than any university I have been to. It is a thing of pride, but it pains me when the school library is not as outstanding as other facilities in the building, or when the school will have to struggle to retain useful members of the staff in the next budget year.

      I will want to see a school design that has the character and identity of a family, in both architectural and personnel management. I will want to see a school design and system which does not split the psyche of the children but mould and change them in a most humane way, maintaining them on the part of life-long learning.   

      Most research findings today are influencing the contemporary school designs. Lackney (1998) talks about “Twelve Design Principles Based on Brain-based Learning Research.

Part Two: Bringing the change process to your school 

Fundamental Issues: Think about these larger issues and return to them after completing the in-depth review. 

1.How is the planning of new or restructured schools typically conducted? How does an interactive view of planning differ? 
      Chin & Benne (1985) mapped out various strategies for effecting changes in human systems. These strategies will be of critical importance for effecting new or restructured school changes (pp.22-43).
 1. The empirical-Rational Strategies – the rational behind the empirical-rational strategies “is an assumption that men are guided by reason and that they will utilize some rational calculus of self-interest in determining needed changes in behavior” (p. 24). The strategy of empirical rationalization is effected by (a), encouraging basic research and disseminating the usefulness of the desired change through general education. (b) By carefully making critical selection and replacement personnel. According to our authors, “we need the right person in the right position, if knowledge is to be optimally applied and if rationally based changes are to become the expectation in organizational and societal affairs” (p.25). (c) The use of systems analysts as staff and consultants, not to run systems bureaucracy but to manage the systems difficulties. (d) The purity of language used to transmit information must guarantee adequate perceptual and conceptual recognition. 

      2. Normative-Re-educative Strategies of changing – based on the understanding that “men are inherently active, in quest of impulse and need satisfaction” (p.31). According to the authors, Dewey believes that ‘the relationship between man and his environment is essentially transactional.” As a result, intelligence is more social than individual, and actions are guided by socially meaningful norms, call it a normative culture. Thus problem-solving as avenues to change ought to be given also a social face by institutionalizing the problem-solving structures and processes. 3. The authors also write about Power-Coercive Approaches to Effective Change, brought about by strategies of nonviolence, use of political institutions to achieve change, and changing through recomposition and manipulation of power elites. 

          Thus the planning of new school must do adequate preparation, study and education of stakeholders and apply every helpful contact to ensure a successful implementation of change.

      The Interactive view of planning differs in the diversity of interests among stakeholders. School change is not brought about by the action of one person but the involvement of all the stakeholders. Evans (2001) talks about readiness and resistance, the greyer-and Grimmer-Faculty as experiences of encountered in the process of change (p. 91-96). 

 
2. In what ways does reliance on public discourse create community through the construction of shared meaning? Is there some better way(s) to promote community building other than the use of a common frame of reference? 

Although there are different theorists who focus on community building, Putnam (2000) only focuses on construction of shared meaning. He summarizes that the shared values, shared history, trust and commitment found among organizational members produce a group-owned capital that results in higher production. Moreover, when people have positive working relationships, they work more effectively together, and this ability is predicated on, and resides within, the group and the sum of these relationships, the commitment, motivation, and trust inherent. 
There is no better way to promote community building than the use of a common frame of reference because frames concept employs usable knowledge and key ideas about specific area in the community. 


3. Can a strategy of defining elements of school culture by focusing on coherent models transfer a way of thinking about reform and design? Can a design advocate create a school community discourse about school culture? 


Absolutely! The most indicated person to present a model for defining elements of school culture is Edgar Schein. First there must be a common goal. In a school the most common goal is to have students achieve high on state exams. Then Schein explains that the organization’s founder creates such a group and by force of his personality, begins to shape the group’s culture. (Schein 83) He also mentions that in order for the group to develop into a culture it has to overcome various crises of growth and survival and that it has to work out solutions for coping with the external problems of adaptation and the internal problems of creating a workable set of relationship rules. 


4. Is a sense of conflict or struggle inevitable in planning? Is that a good or bad thing? How should one handle that? 


When there are individuals meeting to devise a plan of action in order to create a plan of action to meet the needs of other individuals, namely students, conflict is certain to emerge. Each person has a set of values that may be different, and may be contrary to another person's set of values. Deborah Stone (Policy Paradox) delineates several instances where conflict arises in common areas of educational settings. For example, in explaining the concept of public policy goal of "equity," Stone portends that there are several contrary interpretations of how one might perceive equity, utilizing the distribution of chocolate cake in a certain instructional class as an example of the problems of defining the concept of equity. A conflict arises when individuals determine how to distribute the chocolate cake in a fair and just manner so that everyone receives an “equal” slice. The crux of the matter lies with how does one share equally. For example, one individual may interpret that to mean each of the eight students receive equal slices. However, an issue of determining whether absent students should receive a slice later may arise. Interpreting conflict or struggle is not necessarily a bad thing: Conflict, as explained by fight or battle is not a good thing; however, if conflict is interpreted by another explanation such as competitive or opposing action or mental struggle resulting from incompatible or opposing needs, drives, wishes, or external or internal demands, then conflict can be utilized to overcome problems associated with creating an educational environment conducive to meeting the needs of our students. Conflict may create a dialogue wherein the opposing viewpoints may identify the actual needs of our students; thus, creating a plan of action. Stone created several scenarios where conflicts arise, and indicates that individuals develop aspects of "symbolic representations of the problem by creating numbers, categories, metaphors, and/or symbols to persuade others of their viewpoint in addressing and solving the problem. Bolman and Deal, Reframing Organizations, comprised conceptual frameworks utilizing the metaphors to characterize their ideas about how individuals deal with problems in different ways. In essence, Bolman and Deal explained four frames of thought, Structural, Human Resources, Political and Symbolic interpretations about how organizations are characterized and how individuals interact within those organizations. In particular, the issue of conflict was addressed and each of the frameworks dealt with conflict differently. In the structural framework, conflict was addressed by developing a hierarchy of leadership where directives were handed "top-down." In the Human Resources frame, conflicts tended to force individuals to withdraw from their tasks. One way to address these negative situations was to utilize David  Wales concept of empowerment. The political frame organized coalitions and bargains or negotiates in order to resolve conflicts. The symbolic ideal utilizes the process of belonging, acceptance, and emphasizing the study of the issue/facts. Once again, there are several interpretations about how to handle a conflict. Contingent upon the issue, it is imperative to develop a procedure for addressing the conflict and arising at an acceptable level of communication, and plan of action in arriving at solutions to overcome problems and conflicts in order to best serve our students. 



5. Planning involves power. To what degree are typical power-holders (e.g. principal or teachers union head) willing to share their power with other stakeholders? How can this be facilitated? 

The school is a typical social organization. Hoy & Miskel (2005) say that “All social organizations control their participants” and “the essence of organizational control is power” (p.203). The principal has legitimate power which enables him to command obedience from his sub-ordinates and which at the same time demands from his sub-ordinates the suspension of the sub-ordinates own criteria for decision making and therefore rendering the sub-ordinates loyal to accepting organizational command (Hoy & Miskel, p.204). According to Hoy and Miskel (2005), the zone of acceptance and involvement should determine whether the employee should share in decision making, which is one way of power sharing. If subordinates have expertise and falls within the zone of acceptance, they should definitely be allowed to share in decision making (pp.324-325).

            Teachers union belongs to a group identified by law as employee organization. Recognized and employee organizations are legitimate authorities who have right to represent employees by collective bargaining where it is allowed, or in grievance proceedings between the employee and the employer (School Law, 10:32, p.339).
 

      This can be facilitated if employee is committed to the organizational mission and especially when employee has personal stake. 


6. Why do attempts at school reform seem to come and go as if they were passing fads? How might the effort be different? 

      Attempts at school reform come and go as passing fads because attempts of school reforms that are not sustained really pass bye, and they have the character of fads. For example, in the use of dress mode (fashion), designs come and go and some times they come back in modified ways. But what definitely does not change is the human body which is clothed by various designs. Dress modes change with the change of weather, acquisition, of new modes, or of exotic designs, and by the invention of new clothing materials. But unlike fads, successful reforms introduce lasting changes on the society. Educational change is not just for innovation but to improve on the techniques of teaching and learning. It incorporates the basic rudiments of teaching and learning and must be set up within the parameters of practical reasonableness. It is the practicality and the reasonableness of the intended change, strategically and adequately communicated that convinces the core group that the change is feasible and attainable.

      Thus we can say that every academic reform is a response to changes in social needs and status. It could be a response to new ideas and methods in educational enterprise. Bennis, et al. (1985), write,

Living in an age whose single constant is change, all men and women are in an urgent need of whatever resources can be made available as they seek to understand and manage themselves and their environments, to understand and solve the unprecedented personal and social problems that confront them.

Just as these changes begin in time, they expand to new horizons, challenging the insatiable human minds. In the introduction to his book, School Reform from the Inside Out: Policy, Practice, and Performance (2008), Richard F. Elmore, writes: “One test of decent research and analysis is whether it is topical at the time it is written and yet remains useful when times have changed.”

      The effort of making a sustainable reform must start with planning for change. Every known research on change emphasizes the importance of planning. Chin and Benne write about three types of strategies for effecting change in human organization as follows.

       1. Empirical-Rational Strategies – these strategies are based on the assumption that human beings are guided by reason and calculated self-interest to determine the need for changes in behavior. The empirical-rational strategies are the reasons for the institutionalization of education as a means for disseminating scientific knowledge, as advocated by Thomas Jefferson and Horace Mann in the United States of America.
  The empirical-rational strategies include the basic research and dissemination of knowledge through general education, the philosophical idea of personnel selection and replacement of ineffectual officers, and the use of system analysts and consultants for specialized improvements.  The authors also write about putting in place the machinery for applied research and linkage systems for diffusion of research results, the projection of utopian thinking as part of empirical-rational strategy and finally, the perceptual and conceptual reorganization of language of research through the clarification of language.

      2. The second type of strategy for change according to Chin and Benne is called Normative-Re-educative Strategies of Changing. The underlying assumption for these strategies is that “Intelligence arises in the process of shaping organism-environmental relations toward more adequate fitting and joining of organismic demands and environmental resources.”
 Chin and Benne proposed two approaches to the normative-re-education strategies, namely, “Improving the Problem-Solving Capabilities of a System” and “Releasing and Fostering Growth in the Persons Who Make up the System to Be Changed.” The first set of approaches focus on the improvement of problem-solving processes in use by the client system. The second sets of approaches focus on helping members of client system to be aware of the consequences of their overt or covert actions and value orientations in order to help organizers make healthy choices.

      3. The authors write about “Power-Coercive Approaches to Effective Change.” We understand power here in its empirical-rational approaches as dependent on knowledge – behavioral knowledge, people technologies, physical-biological knowledge, and material technologies - as its essential ingredient. Here the authors posit three main strategies, Nonviolence, Use of Political Institutions to Achieve Change, and Changing through the Re-composition and Manipulation of Power Elites. 

      Therefore when the schools are constantly embroiled in the controversy of change, the leadership should do well to brace for the problems that accompany every change by use of tested strategies.


7. What are the positive feature of – and drawbacks to-action research? 


The positive is that action research is patterns of collegiality, communication, and networking. It influences thinking skills, sense of efficacy, willingness to share and communicate, and attitudes toward the process of change. Educators involved in action research become more flexible in their thinking and more open to new ideas (Pine, 1981). The drawbacks are that action research is difficult to maintain rigor in data gathering and critique. The unreliability in data gathering is also a drawback. Another drawback is that action research produces results which are not generalized and representations of the process of action research may confuse, rather than enlighten. 

8. How does one take into account time lines? Is there such a thing as too little time set aside for planning (e.g. a new school model) or too much time? What criteria might be used in setting the right balance? 


Education system must develop leaders who have great change knowledge and who can in turn develop leadership into others. Once the stakeholders grasp the nature of the change it is likely to appreciate it therefore, leaders have chance to develop it further in practice. They may choose to develop guidelines or maps which include balanced time and deadlines for activities of every stakeholder. Some activities may take long time and some may take short time depending on the change participants’ abilities. Fullan (2004) claims that engaging stakeholders in the process of change is not easy work, requires leaders to take time, be patient and flexibility, and incorporate new idea into strategies. He concludes that it is important for principals to get the rights people into the right positions with common vision. Having the clear vision, guidelines and right people, the powerful and greater leaders will use balanced time for a new school mode.

In-depth Review 

1. Someone argues that although “the template” might be the same in all schools, how it is delivered “should be the call of the ones on site.” Why would someone have such a view? What does this comment reveal about an understanding of community building? 


No school district is exactly like another. School cultures are very different even within districts. School districts function based on the community they served. Therefore, how the template is delivered should be the call for the ones on site. The people of the school are best to implement any change in that school because they are aware of the needs of the students, and the available resources. They are also the experts on how best to allocate or redistribute resources. We must work together to meet the standards on No Child Left Behind legislature to decrease the tension being accountable entails. Richard Elmore notes that, “we have gotten ourselves into a situation where testing has become the primary lever of accountability and improvement.” Elmore opposes what he calls loose-coupling, which education resides in isolated individual classrooms. 
With this in mind, a system of collaboration among teachers, administrators, and collaborators should be placed. The creation of this system should be inclusive and leave no one behind. 
2. Someone argues that “people implementing the program must be invested.” What does it mean “to invest?” 



Sergiovanni stipulates that individuals should be empowered to engage in the decision-making process in order to contribute to the community building process. Likewise, Wehlage connotes that individuals who share a purpose and experience a sense of belonging become "members" of a community and are therefore affected by the decisions that take place during the implementation of educational programs. 

3. A leader laments that no one was interested in his previous efforts to bring about change. From a leadership perspective, what is the paradoxical nature of his statement? 

The paradoxical nature of the leader’s lamentation that “no one was interested in his previous efforts to bring about change” was that it could be true that no one was interested in his previous effort to bring about change while it could also be true that he failed to appropriately sell his new idea of change to his co-workers in a way that is sufficient to make his change effort take off. He has to make his communication of change clear, interesting, beneficial, and realistic (Bennis, Benne, & Chin, 1985; Evans, 2005).    

4.     Someone says that long ago she gave up the notion that we can educate by “merely plopping students at the school’s doorstep.” How realistic is it to involve parents and families? If it is such a wise strategy, why is it infrequent? What needs to happen to make it more commonplace? 


The language of this question is not comprehensible. The verb to plop means to drop or to allow something to drop so heavily as to yield a sound similar to dropping something in water without a splash. Would the idea of “plopping” from this “someone” mean dropping school children as one would drop spoilt milk? 
5. There is a call for Core Groups to act as functional teams, with all team members being treated equally. In schools that you know form your personal experience, how easy or hard would it be for teachers and administrators to accept an “equal role” for non-teaching staff, parents, and community representatives? 

Generally in the field of education, a Core Group are those directly and in directly involved in education of children- Administrators, teachers, non-teaching staff parents and community representatives. They initiate a culture of collaboration and the building of community (Roberts and Pruitt, 92 –94). Within the context of reform, undoubtedly there is need for increase of role for parents and community members to compliment that of administrators and teachers. I really don’t think it is possible to play equal role because administrators and teachers are the professional. It is important that non-teaching staff, parents and the community are carried along in every aspect of children’s education but there is no way there can be equal role with administrators and teachers.
6. A professor, in talking about reform, argues that it needs to be more than “just doing the old stuff better.” To what degree are reform efforts that you have witnessed or experienced merely been “doing the old stuff better?” Why has that typically been the case? How can all the knowledge you have acquired, including the theorists you have read, impact the situation? 


Change is complex, difficult and frustrating and a real change is difficult to achieve because many people including teachers like to stay with their old ways of doing. 
Fullan (1999) explains that in order to help stakeholders to break out their old mindsets about education and change, education leaders have to help them see the need of the change, to help them to reach consensus on beliefs about change, and to foster a sense of ownership of the vision. This requires that the leadership of the district and schools be willing to step out of their old mindsets about administration, and embrace a new mindset that entails empowering rather controlling. Fullan (2003) argues that without support for understanding a new program, the teachers are left to their own devices. He maintains that people need to see feel and touch the value and vision of the organization and if they find the meaningful in a vision they will develop a moral purpose without compromising their own dreams. 
7. The superintendent returns to his theme of two separate societies-“those who have and those who have not.” He urges us not to accept second hand anything for kids in schools. Is this societal split inevitable? How does this relate to the notion of advocacy? 

In Savage Inequalities, Jonathan Kozol, explains that urban schools are far from providing the adequate educational environment and resources for students. This crude reality is a rude awakening to educators who would like to think that every child has equal opportunities to an education. In New York City for example, children go to overcrowded classrooms with no windows. The infrastructure is dilapidated making the learning environment difficult. The lack of resources such as technology, textbooks and encyclopedias make the teacher’s job more difficult. 
Kids are already at disadvantage when entering the school system. They come from low economic families who are struggling to send their kids to school. These kids come to school hungry and needing essential things. Schools are not equipped to provide for these kids. 
As school leaders, we feel committed to advocate for the welfare of these disadvantage children. Students should be learning in an environment that is positive not one which one fees asphyxiated with no windows and no playground. Teaching resources should be available just as is in wealthy districts. There should not be any room for decadence. 
8. Someone talks about the typically isolated nature of our profession, about the fact that “normally we do not talk very much with each other.” How true have you found that to be? How do we impact the situation? 


Historically, teachers have been isolated in fulfilling their professional responsibilities. Administrators have taken a "top-down" approach to supervision dictating to teachers about how to educate their students. Indeed, teachers have been expected to be more efficient in their instructional approach, emphasizing the physical aspects of their responsibilities, considering how to save time on certain instructional tasks, as well as taking notice of how much work a student can "complete" rather than the quality of the work. Contrary to considering the quantity of work completed, presently, teachers have concentrated on the quality of the work, and popular instructional strategies that pertain to collaborating with others are being implemented. Also, teachers are collaborating with other individuals in order to enhance their instruction for the benefit of their students. Charlotte Danielson has instituted an approach to instructi0nal strategies where administrators and teachers are encouraged to engage in dialogue about instructional strategies and interaction with students and parents to improve instruction and work in a positive learning environment, albeit Danielson has been criticized with not including more input from the teachers vantage point in the post-observation conference. Wehlage and Sergiovanni are proponents of engaging in dialogue so that all stakeholders experience a sense of belonging and empowerment, thus inspiring them to be motivated in sharing ideas about improving instruction.

9. What educational value does the use of metaphor have in urban schools? 

Brandt & Herrington say that “Reform mandates create pressure for change in schools” and that “Metaphors serve as tools for understanding, identifying, and describing how educators within the school perceive and construct their organization and manage their work lives.”
       

The use of metaphor in an urban school helps to keep the ideal of the school in perspectives. The metaphor keeps a school change within the focus of every participant. The metaphor helps to shape the change program and to flesh out the rational for the change. In explaining the use of metaphors in educational administration, Sergiovanni says: “the ways in which we understand authority in schools and what we believe about leadership differs depending upon which metaphor, organization or community we accept.” Sergiovanni discussing Mannheim in the matters of theory change he says, “Unless the root metaphor for the school is changed, I fear that whatever might be considered new with community will be understood in terms of the already established categories” (pp. 214-226).
    
10. What roles and responsibilities should be assigned to Core Groups? What competencies do they need to succeed? How do they get these competencies? 


In the school organization, we consider the members of the school local level to constitute the school change core groups, namely, the teachers, the school principal, the students, the district administrator, the expert consultants, and the parents and select members of the community. Each member of the core groups has a role to play in order to achieve a successful change in school. Fullan (1982) writes about the teachers affected by school change: “change is a highly personal experience – each and every one of the teachers who will be affected by change must have the opportunity to work through this experience in a way in which the rewards at least equal the costs.”
 The big picture of change ought to be clear to the teachers since the teachers in effect are the practitioners of change. Fullan also asserts:

In sum, balance of incentives and disincentives from the perspectives of individual teachers helps explain the outcome of change efforts. Need, clarity, and the personal benefit/cost ratio must be favorable on balance at some point relatively early during implementation.

      The competencies which the core groups need to effect a successful change are many and varied. The teachers, besides being trained on the core subjects of learning must posses adequate competency for classroom control and discipline required in teaching organization. The institution must be able to develop a common technical culture binding the teachers together towards achieving a common goal. Fullan (1982) discusses the study of Lortie (1975) on teachers’ work and thought, as he presents his view on the role of teachers in school change.
 
11. A professor declares that the problem with schools is not a matter of individual competency or interest, but that “it’s the community that doesn’t work.” How would you interpret that view? Do you agree? In what ways can a sense of community exist? How does the use of models address his concern? 


My interpretation of the view of the professor is that no individual can do it alone, all hands must be on deck, every stakeholder must be involved in making schools successful. I agree that even the most charismatic and motivated leader can not transform a school to a successful school alone, he/she would need the cooperation of a community of people. A sense of community exist when all stakeholders in the education of students—administrators, teachers, non-teaching staff, parents, and members of the community—are involved and collaborating together to making the school a better school.

12.To what degree do you accept the idea that a psychiatrist (like James Comer) can have relevant views about how schools should operate? What are highlights of the Comer School Development Program? 


We agree that a psychiatrist can have relevant view about school because in modern schools, psychiatrists are among of schools and boards stakeholders. In their ultimate goals, education and mental health both seek the maximum development of the potential of each individual. Zimmer (1999) gives an example that at stance, the modern psychologically-based schools fail to adequately teach the students how to read, learn and understand, concentrating more on the affective domain, and actually cause a number of "learning disabilities", which psychiatry then "diagnoses" and prescribes drugs for as the solution (Zimmer 1999). 
Of all educational reformers, only James Comer talks about healthy child development as the keynote to academic achievement and life success. Comer (1991) contends that a wide range of student skills can be enhanced through an intervention of his design that seeks to improve the interpersonal relationships and social climate in a school as a prelude to enhancing its academic focus and hence student achievement. 
Comer distinguishes between physical, psychological, linguistic, cognitive, social
and ethical pathways to healthy development. He believes that these pathways are interdependent and mutually reinforcing. This has several important implications. One is that promoting children's welfare in just one or two domains will rarely achieve anything of lasting value; and another is that evaluating his program requires testing children across many or all of these outcome domains. He also contends that teacher knowledge of students' backgrounds influences how they treat students, the implication being that the social background of students will influence the kind of reform activities undertaken in a school and perhaps even staff’s initial assumptions about their effectiveness.

13. How do we as educators facilitate “buying in?” 

Educators can facilitate “buying in” by having a vision of change and communicating this vision to the various stakeholders. This would serve as an invitation to participate in creating programs, volunteering, community building and enhance collaboration among parents, teachers, community members and administrators. Sergiovanni states that schools need to state their missions. They need focus and clarity about their beliefs and values. There are various ways to channel this vision and mission to the community such as school newspaper, district newsletter, or just an invitation through a massive phone call. 
14. In your view, how hard or easy is it for central office administrators to truly support site-based decision-making? How critical is the support of the central office?

Reforms have taken place over the last few decades because, in part, students are not performing well academically and they should be able to better demonstrate what they know and are able to do. It is well documented that there is a need to improve instruction. Naturally, the reform process in not an easy task; Traditionally, teachers were left alone to decide how to give instruction to their students, administrators were responsible for the operations and management of the educational process, and the parents did not fully participate in the process. However, as a result of No Child Left Behind federal law, school districts are required to address the changing needs of the students and the superintendent is required to facilitate the site-based management team process in order to address these changes. The Site-Based Management Team is a committee of stakeholders who meet and engage in dialogue about how to improve instruction. Bryck and Schneider, Trust in Schools, propose that "stronger ties between the local school professionals and the parents and community whom they are responsible for serving "create opportunities for improvement.” The superintendent has the opportunity to establish a culture where individuals may meet and consider  ways to improve the learning environment in their schools; by utilizing the precepts of sustainable leadership, the superintendent can bring about authentic improvement, and lasting change. 
15. What is the value of presenting a model developed by the current participants? Any drawbacks?


The value of presenting a model developed by the current participants is that they take ownership on this model and are more likely to comply and see that others can follow. The drawbacks may be that each stakeholder would pull towards his or her own interests and the desired model lacks a unified vision.
16.  What are the salient features of the Constructivist-Inclusion model? What about this model appeals to you? What does the model reveal about the complexities involved in the transfer of knowledge about school cultures? What is the value of presenting a model developed by the current participants? Any drawbacks?

      The constructivist model of learning is built on the theory that learning is about constructing, creating, inventing, and developing personal knowledge (Marlowe & Page, 1998; Abdal-Haqq, 1998).
 It presupposes the internal capacity of every learning child to possess personal ideas and beliefs, which the teacher needs to observe, explore, re-enforce or modify in classroom work. It entails hands-on activities between the teacher and the school children. Ismat, in reference to Vadeboncoeur’s article on child development in Richardson (1997) says:

To a large extent, this approach assumes that development is an ingrained, natural, biological process that is pretty much the same for all individuals, regardless of gender, class, race, or the social or cultural context in which learning and living take place (Vadeboncoeur, 1997)
  

      Vygotsky asserts that the development of every individual is a result of his or her culture. He divides the functioning of a child’s cultural development into two distinct forms, interpsychological (the child’s experience among those around the child) and intrapsychological (the child’s personal internalization of the experiences and sensations of everyday life.
 He therefore advocates that curricula should be organized to agree with children’s natural interactive bent. His idea of “scaffolding” demonstrates how adults should respond to children’s development in order to help them perform tasks they could not undertake on their own. Vygotsky’s approach to learning is a typical constructivist method. 

       Inclusion is a term largely used for the learning effort to normalize the educational experience of students with disabilities. Initially, inclusion referred to those school children with multiple disabilities, home learning or special education environments, who are integrated with usual healthy children in general education classrooms.
 In the past some students with disabilities received extensive part of their schooling from the public schools but must be “pulled out” to receive special learning from their special education teachers. The so-called “pull out” system is largely replaced by what is known today as “full inclusion” or “mainstreaming.” The most important aspect of inclusion is its effort to help children with disabilities to develop critical social skills that will enable them to fit into the society better. In this dimension, constructivist learning shares a common boundary with inclusion.

      Thus a constructivist-inclusion model would refer to a system of inclusion education that applies a constructivist method. Constructivist-inclusion model is (1) a new discovery and problem-based learning, (2) it is a cognitive apprenticeships system where the teacher uses his expertise to guide the student, and (3) it is a cooperative collaborative learning, where person-to-person interaction is a sine qua non.
 The salient features of this method will include the following classroom methods.

1. Pace of learning, whereby the student controlled the pace of instruction as the teachers helps the student to master the use of self-questioning.

2. Sequence of learning is dependent on the teacher’s assessment of the learning progress of the individual school child.

3. Selection of material – the school child is encouraged to make choices of material for study.

4. Hands-on system – as the student produces the material for learning, the teacher’s works closely with the student to frame questions and use materials for studies effectively.

5. Production of artifacts or standardized testing determines the student’s progress.   

      The aspect of the constructivist-inclusion model that appeals to me is the relevance given to the student as the seeker of knowledge who possesses the potentiality of attaining personal change due to schooling. Here the student is not taken as a nonentity but as an essential participant of the learning enterprise on whom the progress of learning can be assessed and measured. The possibility of enhancing the relevance of school children is what defines school business and makes a difference in educational outcome. The more the learning need with each school child, the greater the responsibility there is on the school system to intervene on behalf of the child.

      The constructivist-inclusion model reveal that the transfer of knowledge is a complex human operations originating from a source (sender) to a receiver and which invariably comes back to the sender as feedback. It is this complex system of encoding and decoding, with the attendant feedback that makes constructivist-inclusion model a lucid form of knowledge transfer. DeFleur, Kearney, and Plax, (1993)
 defined communication in a way that explained the complex system of transfer of knowledge. Hoy and Miskel represented their thoughts thus:

Human communication is a relational process during which source individuals initiate messages using symbols, signs, and contextual cues to express meaning by transmitting information in ways so that similar understandings are constructed by the receiving individual(s). 

17. Teachers are given the option of designing an eclectic model. The superintendent is a particular advocate of this type of approach. What warnings should you cite regarding an eclectic model of change? Would you, personally, be challenged by or intimidated by the possibility of an eclectic model? 


The warnings I would cite regarding an eclectic model of change are the tendency to combine contradicting elements and the lack of organizing principles to guide instruction. In addition, I would warn them about the model’s inability to provide consistent strategies across all settings over a life time. Not really because it is an intervention model.

Probing Further 


1. A number of different factors are cited as the change process is launched. Among these are: 

(a) The district’s concurrent decisions to reconfigure their schools (e.g. consider the creation of a separate middle school) 
(b) Setting a deadline for model decisions to be made 
(c) Responding to pressure from the state to produce results 
(d) Getting people to be comfortable with change 
(e) Dealing with the perception that staffs as a whole are voting on what model to adopt for their schools 
In your view, which of these factors would have the most negative influence on a successful process? How would you handle each? 

      (a) Though it is not clear what this question requires as answer, it is clear to see that it deals with the origin of the need for school change. The district can decide to initiate a structural change in the school system within the district. Drake and Roe (2003) gave a brief history of school reconfiguration in the United States.
 The authors explained that the dynamics of grade organization within schools came along with the vast changes in the country in the turn of the twentieth century. The growth in population as a result of birth increase and influx of immigrants into the United States brought about the need to reconfigure the school system to relate with the needs of a fast growing nation. It was necessary to create a four year high school system in the form of 8-4 school system. As the high schools became a natural goal of many graduating school children, it became necessary to create a junior high in order to ease the transition from elementary to high school.

      Other factors that encouraged the adoption and the rapid growth of the junior high system of education include the recommendation of the national education committee, the need to stem the growing dropout problems in schools, and the child study and mental testing movements which demonstrated the gains and the differences the reorganization would bring in comparison to the 8-4 system.
 Thus, the birth of a new administrative unit known as junior high (7-9 grades) came into existence.

       The middle school was created in the 1960s to bridge the gap between theory and practice in the education of children. It is the opinion of many educationists that the junior high in most part was a scaled down senior high that was poorly articulated. According to Drake and Roe (2003), “It lacked exploratory activities, trained, and committed personnel.”
 The middle school became therefore, a second chance at creating a suitable school program for adolescents, where “quality of the program” is more important to the developmental needs of teenagers ten to fourteen year olds than “grade organization.” The growth of the middle school throughout the nation was phenomenal and a testimony to its importance and popularity.

      Thus, a separate middle school has since earned its popularity and every school district that taps into history should be able to make its case for the establishment of a middle school to serve the needs of the adolescent population.   

      (b) Time is always a constraint in any functioning organization. Taylor’s scientific management is basically time management system. Taylor and his colleagues of the “human engineers,” in the famous “time and motion studies,” sought to establish the shortest time required to accomplish a task, believing the shortest time required to be the most efficient way to complete a task.
 Robbins says that Organizations impose deadlines on decisions. For example, the budget must be completed on time, reports on new products and recommendations need to be ready for the executive committee to review on their forthcoming meeting.

      However, time is a tricky element in school management. It must be very wisely applied. In the school organizational change, it is important to know that changes take time. According to Michael Fullan, major changes can transpire over a long period of time. It might require hiring a new superintendent, creating a new role for central district personnel, transferring school principals, and creating incentive opportunities for teachers.
 

      (C) It is normal to receive pressure to produce result from the state. Change is expensive and effort consuming and one is entitled to seek result.  Writing about adaptive capacity, Ronald Heifetz et al. (2009) say: 

Adaptive leadership thus requires persistence. Significant change is the product of incremental experiments that build up over time. And cultures change slowly.  Those who practice this form of leadership need to stay in the game, even while taking the heat along the way. 
 

       (d) The teachers are primary agents of educational change. It is important to take the concerns of teachers into consideration. Fullan remarks that the concerns of teachers cover three main areas. (1) Does the change address real student needs for improved learning? (2) Is the teachers’ role in the change clarified to the teachers? (3) How does the new change effort relate to teachers’ personal and professional fulfillment? The originators of educational change must do well to take care of the teachers’ concerns.

      Promoters of change must take into consideration the concerns of the core agents of change. Fullan further states that “the strategies commonly used by promoters of changes, whether they be legislators, administrators, or other teachers, frequently do not work because they are derived from a world or from premises different from that of the teachers.”
 

      (e) Fullan (1982) talks about three broad phases to the change process, namely, (1) initiation, mobilization, or adoption phase which explores the feasibility and options for a required change, including the decision to opt for a particular change. (2) The implementation of change including the trial and modifications of the early years of new program applications. (3) The continuation or incorporation of the change program in the form of routinization, readjustment or abandonment of the adopted change program.  

      In the matter with the perception that staffs as a whole are voting on what model of change to adopt for their school, Fullan (1982) presents a ten-factor chart affecting adoption as follows.

1. Existence and quality of innovations

2. Access to information

3. Advocacy from central administration

4. Teacher pressure/support

5. Consultants and change agents

6. Community pressure/support/apathy/opposition

7. Availability of federal or other funds

8. New central legislation or policy (federal/state/provincial)

9. Problem-solving incentives for adoption

10. Bureaucratic incentives for adoption

These factors help to shape an adoptable program of change.

2. Throughout this change process there are many references to “community building.” How has that term been defined by leading educational researchers and reformers? Which of the views comes closest to your own? What does it mean for leadership? 

According to Sergiovanni, Community building with administrators, teachers, collaborators, staff and students can be achieved by:
1) Find their work and personal lives meaningful, sensible, and significant
2) Have some reasonable control over their work activities and affairs and to be able to exert reasonable influence over work events and circumstances 

3) Experience success, think of themselves as winners, and receive recognition for their success. (Sergiovanni 1984)

If these three factors are put in place, Sergiovanni claims that people in a school culture would be highly motivated. Therefore, “we become connected for reasons of commitment rather than compliance.” He claims that there is a universal need for a sense of belonging. Therefore, schools should be the hub of connectedness to the community and other communities. Schools should be creating programs to promote the idea of community building and social capital.


This is challenging for leaders to accept that their compromise does not end with school children but should be inclusive to all stakeholders in the community. 

3. Imagine that you have been asked to develop a handbook for the training of Core Groups. What would you include in that handbook? What specific research would you cite as you trained these teams and endeavored to shape them as bonded and functional teams? 

A handbook for the training of Core Groups designed to facilitate a change process would include various functional teams. A team or group of individuals with a purpose for the academic improvement of the students as its primary goal, as well as establishing a positive learning environment where students would be able to grow and develop social skills as a consequence. There are several plans that comprise how a team can function for the benefit of its students. For example, Bryk and Schneider (trust in schools have studied situations about the "Thomas School" dealing with conflict avoidance, and Ridgeway with the methods for appeasement. A functional team approach was devised with the holiday school, which concerned mprovement efforts with a "faculty community" conveying a willingness to take risks and commit an effort to improve the academic and social milieu. The group was committed to trusting their principal and face challenges by formulating a unified plan of action. James Comer, who championed the School planning and management team as the central organizing body, is another example in efforts to provide a course of action in writing a comprehensive school plan, staff development, and monitoring and assessment features that should be part and parcel to the handbook design. Once again, Comer's premise is attributed to focusing on strengthening the social relationships among all interested parties aimed at improving the academic performance of the students. Yet another component of the handbook must include Deborah Meier, who advocates trust building among teachers, administrators, students and parents.

4.  Based upon what you have learned about  site-based management what seems to be th factors that impedce the successes of this approach? That faciliatates success? Based upon this research what suggestions would you give to others who would attempt this process?

I have been on the district SBM committee and I have been the supervisor of the SBM of the middle school. It has been my experience that there is one enduring impediment concerning the decision-making powers of the SBM, TIME and Authority.  For example: stakeholders on both committees are encouraged to converse about issues that they believe are important. However, there are no perameters of issues. Therefore, the discussions that are being held are oftentimes not relevant to student academic achievements. Often, there are stakeholders who monopolize the discussion of the meetings and there are other s who become discouraged by the lack of attention.  As a result, there are many members who acquiesce their decision making powers to others more vociferous individuals who commend attention.  Another impediment of the SBM process is the inability for the leaders of the district to ascertain how the decisions of individual schools are agreed upon.  For example, it is difficult to ascertain whether the decisions are created by consensus or if some committee members have agreed upon decisions based upon compromise, coalitions, or whether they have been intimidated.  In addition, the principal can simply ignore the decisions of the SBM if s/he doesn’t agree, and there are no repercussions. 

The overall concern for all stakeholders is that they receive the proper training in the “art” of decision making.  The consensus approach is a long process and all committee members should comprehend how the process of making decisions should entail.  Also, there should be a structure for how the discussion should encourage everyone to participate.  Finally, all decisions should be based upon issues that the principal could live with and all decisions should be based upon an agreement by all to adhere.  

Part Three: Deciding upon a school model 

Fundamental Issues: Think about these larger issues and return to them after completing the in-depth review. 

1. What does school-based management and site-based decision-making mean to you? What are its benefits and drawbacks? How does it redefine the distribution of authority in the system? 


According to Herman and Herman (1993) there are three common characteristics with respect to SBM: First, the decision making power is shifted with the advent of the committee.  Accordingly, in lieu of an autocratic principal, the site-based management system requires that all of the stakeholder groups are responsible for deciding upon the basic tenets of the educational process. Second, the decisions of the committee adhere to a process of consensus whereupon all participants must agree that they will abide by the actions of the committee after everyone has had an opportunity to “weigh in” on the decisions being raised bythe committee. Third, the SBM process gives all stakeholder groups empowerment in the operation of the learning process and the educational climate, once the decisions have been made.  However, over the years there have been several drawbacks about the SBM decision-making process.  The primary impediment of the SBM system has been its inability to make decisions in a timely manner.  Also, it has been argued that the SBM can create an impasse by lapsing into policy and governance issues and creating problems of discussing issues without making concrete and decisive actions.  Overall, the authority of the learning process has been shifted from the principal as the leader of the school, to a more decentralized process where all stakeholders are being encouraged to participate In the decision making process. 


2: If one is moving to site-based management, what kind of preparation needs to be made? What kind of support and monitoring are necessary? How would you introduce it?  


As a result of the No Child Left Behind Act and federal law, it is imperative to create a SBM committee in each school of the school district.  In order to comply with the regulation, there are several steps that can be taken to ensure the salutary effects of the decisions created by the SBM. First, the superintendent should establish a district-wide SBM team, inclusive of several of the same groups that the individual schools should have. For example, there should be representation of Teachers, the custodians and supportive staff, the psychologists, the school administrative unit, as well as the central office administrative units.   During the meeting, there should be an attempt on the superintendent to create roles for leadership positions in the committee and rules should be established for the procedures while the members of the committee meet in order to obtain structure in debate, consensus, and documentation. Soon thereafter, there should be a discussion and documentation for researching the components of the present-day learning climate in the district, what is needed for improvement and how improvement will take place.  After the committee members have spoken and a complete and timely discussion , there should be an effective decision-making process so that issues of importance can be utilized to create programs for improved student academic learning.  After the district committee has met, the individual schools should utilize the district document as a model for each of the components of their documents. Decisions should be driven by  the needs of the students and the process for improved academic achievement.  At the end of each year the district committee should meet and evaluate the individual school plans to ascertain if they met, if there were changes, and how the changes have improved the academic learning environment.

2. Who are the stakeholders in a site-based management design process? What does it mean for a participant to represent a constituent stakeholder? How does on establish reciprocal influences between a representative and a constituency? 


A site base school design includes principals, teachers from all grades, parents and community members. It is a significant reform initiative that promises to place more authority in individual school through the adoption of more democratic decision making process, seeks to distance itself from any one locus of control. The idea is to draw upon all members within an existing educational community as equal partners working toward a common goal; improvement of student learning. 
Principals have to facilitate the involvement of others in school decision-making, to communicate with all school constituencies, to foster the change process, build a schools visions and goals, organize meeting, and help school leadership teams build coalitions for the good of all students (Tanner & Stone, 1998). 

   3. To what degree are schools the product of their leadership? How does a school design process impact different patterns of leadership? 


Leaders are responsible for managing the culture of the schools. Dr. Dunlop claims “Culture and leadership when examining closely, are found to be two sides of the same coin, and neither can be understood without the other.” This implies that while leaders are responsible for creating a culture that is conducive to learning and collaborating among colleges, they are also liable when the culture is not positive. Dr. Dunlop also claims that, School cultures reflect belief systems. The leaders of the school system must change the community to change the school. The neighborhood, the school, and the community are the three parts of the equation. (Dunlop 1997)
If we consider Dr. James Comer proposal for a school reform, which promotes the collaboration of parents, educators, and community to improve social, emotional, and academic outcomes for children that, in turn, helps them achieve greater school success, many areas of leadership are impacted. Not only does a leader have the moral purpose to see that each child gets educated, but also has to oversee programs, delegate responsibility, bring in the community for support, and encourage parental involvement.

2. How would “success” be measured in your district and at the school level? Draw up a list of criteria. 

There are several ways in which success can be measured. Ultimately, success in any school district should be measured in terms of student academic performance. During the NCLB "era" schools in New York are measured in terms of student academic performance on the state standardized exams in various subjects during the course of the school year. then, the performance of those exams are documented in terms of comparing schools against each other from best to worst. There are other measures of success which may be considered in light of how students learn. Certain features that comprise a successful school include staff development programs, faculty competence in instructional strategies and knowledge in their subject matter, and parental satisfaction. 

3. How can you use action research to learn from this cycle of change? How would you conduct the action research? 

Studying one’s own teaching practice, to begin with, involves observation and reflection. Once we become aware of our acts and of our students’ reactions to them we can begin to form goals to improve the teaching-learning process, which will more than likely involve some form of change. In order for that change to come about we need to devise a plan that we will carry out and simultaneously observe. Finally, we can reflect on the observations and perhaps set a further goal. In essence, these are the steps of action research plans referred to in most of the literature:

1. Setting a goal

2. Planning an action to reach this goal

3. Acting on this plan

4. Observing the action

5. Reflecting on the observation

6. Setting the next goal

      As written by TERESA MORELL MOLL.

4. What lessons might the system learn? How can these” lessons learned” be used to strengthen the school reform process? 

      The preceding question refers to action research. Mills (2000)
 talks about two major types of action research, though both types can be operated concurrently. The first type of action research is called “practical action research.” Here action research deals with specific classroom or school concerns. The operators of practical action research can be individuals, or groups of differing sizes. The primary use of practical action research is to understudy some specified problem here and now, and to initiate the action plan which will guide the successful resolution of the problem at hand. 

      The second type of action research is called “participatory action research.” The participatory action research, similar to the practical action research, concerns itself with a thorough study of some specified school or local issues and applying the findings to implement actions in order to resolve some specific problem. However, the participatory action research is different from the practical action research in two applications to which researchers use it. The researchers use participatory action to [1], “empower individuals and groups to improve their lives and [2], to bring about social change at some level – school, community, or society”
 In the participatory action method, all stakeholders of varying sizes, experiences, and viewpoints, focus on a particular problem to find a workable solution. Some times researchers call participatory action research a collaborative research because all stakeholders contribute to a common effort to solve some specific problem.

      The lesson we learn from a participatory action research is that a school can arrive at a better and more durable solution if all stakeholders are involved in the problem solving. The school must reach out to staff, parents, community, experts, district, state, and if necessary, to national resources to solve problems in the school.

      The participation of different stakeholders does not necessarily need to be the same. Some ideas that arise during the study and brainstorming will have different values and participants will need to sort out and use valuable ideas in problem solving. The school will be able to make better progress in their scheduled reform and bring about required change if all participate in reform project.

5. What strategic representations would you make about change? 


 The strategic representation I would make about change is reform or growth. Change brings about reform that is aimed at progress. Change promises growth, mastery, development, and renewal. Schools should learn to love and embrace change because with every change comes growth. Experience has shown that there is HUGE growth in some of the smallest changes. Sometimes those changes could come in little incremental steps - but every one of them leads to growth – growth in achievement – growth in learning- growth in communication and relationship with the community- growth in finance, etc.

In-Depth Review 

1. Someone talks about “buy-in being done down the road.” What does this seem to mean? How does one facilitate buy-in? 
Managing stakeholders well is a key in effective school, but the hard part is getting school and community stakeholders accept that schools need to change. Some people in schools do not like to change their old ways and some services providers enjoy the failure of the schools. To attract stakeholders accept change or to facilitate buy in, the leaders needs to understand that collaboration itself is a challenge which requires patience, compromise, willingness to understand the perspective of others. Then school leaders have to communicate the visions and goals of the changes so that all stakeholders have an accurate understanding of how changes will work. If the changes are understandable stakeholders will be willingly to share their perspective, discuss their interests and present their concern about change. Stakeholders are likely to support the changes, if they have sufficient time for collaboration. Fullan (2007) contents that the active involvement of stakeholders increase their by in and provides the foundation for sustainable reform. 

2. The Design Team provides data to the schools in the district, giving them a sense of staffs’ initial reactions to each model. How should the data be displayed and presented? In what ways can this be helpful? In what ways can it present a problem or obstacle? How might it be used? 

The data should be displayed to show facts and figures so that the staff may see how the various groups of students are achieving. It is helpful in that data reveals ones strength and weakness which bring about challenge and subsequently school reform. Besides, data speaks for itself and can produce a clearer picture about students and the community. However, data can present a problem or obstacle if the collection of data was not accurate, misrepresent the sample and misinterpreted by analysts. It should be used with caution.
3. If you were a principal leading your staff and Core Group through this process, how would you proceed? Explain. 

I would not be an authoritarian principal. I would be a coach to my staff. I would use Wehlage’s Seven Criteria (Wehlage, 1992) to define what needed to be changed in restructuring school for a better outcome for all students.


1. 
A sense of membership in the school

2.
Student engagement in authentic work


3. 
and valid assessment of student performance

In order to guide this process, the following four criteria are for educators.
1. moral commitment to disadvantage youth

2. reflection and dialogue about education

3. empowerment to respond to educational issues

4. strengthened resources for the school

I would engaged staff into shared ideas for decision making following Sergiovanni’s (2007) teaching on community building. The core group would include staff, parents, administrators, facilitators and community organizations. 
4. Someone state that she still has the feeling that “staffs are looking for principals to take the lead.” How do you explain this role expectation? How should a principal in the change process respond to this expectation? 

Making everyone see the principal as a facilitator, and a coach will be factual if the principal sets the tome from the beginning. I would use Joyce Epstein’s (2002) idea of partnership to introduce the role expectation. I would have each stakeholder abide to Epstein’s pledge for school-family-community partnerships. This would give them a clear picture of what their expectations are as community member, as parents, as teachers, as students and as administrators.  After having done this, my job would be to foster team spirit (Epstein, 2002) which has the following steps:
· Respect the ideas of all team members

· Inspire team members to work well together

· Help team members develop leadership skills

· Encourage team members to set high expectations to involve all families in productive ways
· Lead by example with enthusiasm, fairness, humor, and common sense and with good organizational, communication, and problem-solving skills

· Assist others at the school to see the “big picture” of school, family and community partnerships

· Celebrate success with all team members and other partners


Probing Further 
1. Leadership in schools has often been cited as a critical factor. Sergiovanni presents a thesis about substitutions for leadership. How could his thesis be applied to the change process? 

In excellent schools, things “hang together.” (Sirgiovanni, 1984) a sense of purpose rallies people to a common cause; work has meaning and life is significant: teachers and students work together and with spirit; and accomplishments are readily recognized. To say excellent schools have high morale or have students who achieve high tests scores or are schools that send more students to college misses the point. Excellence is all these and more. (Sergovanni, 1984) 

Having said that, excellent schools …have students who achieve high test scores..misses the point, Sergiovanni focuses on excellence not competence. His thesis centers around five leadership forces that can be thought of as the means available to bring about change:
· Technical-derived from sound management techniques

· Human-derived from harnessing available social and interpersonal resources

· Educational-derived from expert knowledge about matters of education and schooling

· Symbolic-derived from focusing the attention of others on matters of importance to the school

· Cultural-derived from building a unique school culture

According to Sergiovanni, school leaders are responsible for building a school culture based on sharing ideas. This notion of shift roles of leadership, could present a problem for administrators who need to be in control and who micro-manage every aspect of school functions. If the three human characteristics of motivation: commitment, enthusiasm and loyalty, are met, people are willing to make an significant investment of time, talent, and energy in exchange for enhancement and fulfillment. (Sergiovanni, 1984)
2. Action research is a form of inquiry. How should a Core Group make use of action research? How should their research relate to the change process? 

In the words of Wikipedia, Participatory action research is a recognized form of experimental research that focuses on the effects of the researcher's direct actions of practice within a participatory community with the goal of improving the performance quality of the community or an area of concern. It is a collaborative method to test new ideas and implement action for change. It involves direct participation in a dynamic research process, while monitoring and evaluating the effects of the researcher's actions with the aim of improving practice. 

3. What criteria should be used for measuring the effectiveness of schools? Summarize some of the criteria most commonly used. 

Different people who have different concerns may define measuring the effective of schools in different ways (Cheng, 1991). He describes three dimensions which we can follow to measure schools’ effectiveness.
1. The degree to which the schools’ productive output (that is its product or service) meets the standard of quantity, quality, and timelines of the participants, who receive, review and or use that out. 
2. The degree to which the process of carrying the work enhances the capability of school member to work together interdependently in the future and
3. The degree to which the school experiences contribute to the growth and personal well being of school members. 
We believe that the school productive output is the common measuring schools effectiveness because we normally assess schools basing on students’ grades, state examinations, taking AP classes passing regents, and introducing new and effective programs.

4. How might video be used in a school design process? 

We are now living in an information society. Technology has risen up forcing schools to redesign instruction and pay close attention on how kids learn. Thus, in the past learning was done in isolation without a connection to the real world. Students are growing up accessing technology and communicating to practically the world. It is important that a school design brings about new technology including the integration of videos. We can use videos to enhance our presentation to the board and to the community about the need to fund technology. It can also be used in curriculum building for;
· Digital story telling

· Learning and teaching

· Collaborated projects

· Engineering education
· Home Economics

· Drama role play

· Language classes to learn vocabulary such as show and tell

· Journalism, to interview members of the community

Mark Twain says, “Reflection is the beginning of reform.” Teachers can use video as a reflective practice. They would video tape a lesson and use it as discussion and feedback from colleagues. This would create a community of collaboration and would serve as teacher training. We must remember that there is nothing more motivating to a learner than to see a video representation. 
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