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Batten‘ loe D. “Face-to-Face CDmmunlCal ion.” The
- , * Personnel Administrator, 21, 2, (February 1976} pp.
. . “ 51—54 Ey153 582, £,

Battéﬁ the authqr Of a béspselllng mdnﬁ&,emeﬂt book belleve;

-7 .thatsurvey results and the discussions of management researchers

- mdﬁcatethat“the manager’s total ef fectiveness rises or falls directly
in proportipn to his facetoface’ skills — his interpersonal insights
and actions.” In this article he outlines the cssent:al elementr, of
tr,ulv eff@the one-to-one relationships.

First of all, a leader should remain - ‘both vul nprabie and cpen.
1hat is, a leader should remain flexible and respansive to new ideas
and be willing to "skick his neck out” at times, This Kind of dpen

_ relate ermpathetically with others. “The defenswe invulnerable
« person,” Batten notes, "p1ateaus early in life_in terms of gmwth
vitality, and the Capacuy to obtain fol[ovwershrp R
~ The manager should ‘avoid what Batten calls *
.. the tendency to hear the other person out and then say what
you were going to sav anyway * And he shbuld be aware of "body
English,” but be careful not to’ ]udge another accordmg to past
" biases or stereotypes.”

L

'

<a

negatwe listen-"

Batten encourages leaders toa\ozdtho temiencylolabol box or

-categorize others. Rather, “we should trybn see the other person as
being in a state of fiow, of ongoing growth’™ | Instead of limiting a
person by looking for his or her weaknesses, a leader shauld

- concentrate on the person ‘s strengths and-expect full use of these .

' strengths This, says Batten, fulfills in the other person a central

THE PERSONOA OﬂGANIZATION ORIGiIN=
= ATING IT POINTS OF VIEW OR DPINIONS
".STATED DD NOT NECESSARILY REPRE-

SENT OFFlC!ALNATiﬂNAL INSTITUTE OF -

B

. posture is essential for a leader's continued growth and ability 10 .

* human requifement ~the need to fee! in some way significantasa

person.

O~ .

‘Communlcatxom Brtween Student and Prmupal "
NASSP Bulletin, 58, 384 (Dctober19?4} Dp 312 [z]
103473

* Students tend to equate zhc amuunt of ‘time their prmupal ‘

spends with them with thé amouny of care te or she has for them.
~. Thus Gray and.Ward encaurage priricipals to increase the number
. Q “and quality of prrﬁonal contactsthey make withy sturivnts and m ;,,4:
~to know the.concerns of the.“inner. student Lo e :
0
E P\IC

il Thxt Promidnd by BRIC

cparaphmwm,, and feedback ki cxample i pnncl;ml shoul

makes. In turn, he should listen carefully to whata student is s

Gray,‘lnhn W., and Ward Mlan L ”lmprovmg

Communication quality can hn increased by such tnhm( Les a

encourse students 1o reflecton and respond to- statements “hie
‘}ylm,

‘Number39 - e Dtloberﬁ 78

The Best of ERIC presents annotations of ERIC liter-
. ature on important topics fn educational managemant
. .. The selections are intendled to give the pracncmg edu-
cator easy access 10 the most significant and useful infor-
' mat!on avaflabTLfrOm ERIC.Because of space! hmstatlons
' the items listed. should be viewed as representdtive, rather
than exhaustive, of litérature meeting thosa criteria. . v
_ Materials were selected for inchusion from the-ERIC. -
. catalogs Resources frt Education {HIE} and Curr&nt/’ndex
to Journals in Educatlan (C}JE) o :

[
x

‘

. Thls bibjmgrm::hy ‘was prepared by the EHIC Clearmghnuw on Educationul Mahagarnﬂnt for distribution. bv tha Arnerican Assoc;atmn ot {:ﬂ:hcm\
and~He Aﬁs@cnatmn of Wisconsin Sehoal Adn’“imstramrs

&)mmumcatlons SE(EIE

- “and then attempt to paraphrase what that studént has said.
*Principals shoul dattempt toinitiate d:aloguewuhstudents about
y _the concerns and questions that most oceupy their minds. One
techmque for getling’to know the real interests of students is to ask

-+ them to write on unSlgned papern the question$ that mast deeply

concern\them When the authors did this with several classes of -
co!leg,e freshmen they found that the students were thinking about
“such hasie issues as the) purpose of life, the reasons for wars, and the
way ta personal happirtess. The atthors ranked the varied questions’
accordmg to how often they were asked and gave the resultmg
“concem profile” back to the group.
Gray and Ward believe that administrators can take a long step
loward improving cormmunication by realizing that students want
" dialogue about. setious human problers, instead of ecther pat
answers or avaidance of the issues. To facilitate suchdmlogue they
recommend that princi pals-vmce their own- roncerns abogxt some of
* the issues that susdents mention in their coﬂcern prof:]e
- e o
* Ingari, Sandro. ~'A Case Study in Hurman Relations
NASSP Bulletin, 60, 401 {September 1976), pp. 103-6.
£} 153 064. = . . p

in }h:s article ,V!n[:,dfl constrijets a fictitious situation in which
principal-facully relations are very strained. In the process of

writing the principal gut of this dilernma. he outlines several useful
*techniques for i |mprovmg nlurpersonal relations between principal.
and faculty. : '

Ingari’s main argument is that bv increasing the opportunities for

. informal contact between principal and faculty, the level of mutual~
trust and understanding belween them can be greatly increased.
He outlines several ways that a principal can’increase his or her
level of contact with faculty,wh: cdeemphamzmghns authorrtanan
role, o

" Forexample, the pruu’cnal can use aztendanc’e at extracurricular -

- events, such as concerts, plays, and sporting évents, to increase his
opportunities for informal didlogue with coaches and faculty
members. Or He may make it a point to eat his funch with the -
faculty rather than in his office. One of the simplesttechniques is to.
show an interest in faculty’ members by mquurmg,. whenever v
* practical, about hushands, wives, or children. .
! Ingari also suggests that a principal set upweekly mformal UFap
sessions” with teachers in which he would concenirate on listening
" to facully members’ opinions and prievances. He mrgjht alsa Jeave
hn uﬂ;ca tdoor opén whenever me ible and encourage rns!ructors



; to drop by far infogmal chats.

] TS N
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I "s-

.Small changés in behavigr such as lhese conclud"

while zmpro»mg the peneral mmmumcanons chmate rjf his 5chc>ol‘

y School Business Aftairs, 41, 2 (February ‘1975) p 35
N ET10966. x

"Iock-om as defmed by Orlando isanyb

" subordinates, not communicating with fellow WDrkers when

needed, or assumingthatothen have information when they don't.
« For exammple; an adminisiratgy can przh;&ft“é lock-gut simply by

not telling his secretarywhem he'll be. Or he can file, upon receipt, ’

all directives that-come acrass his desk, without making them
available to those persons they - affect:
acknowied pe another person ivhen he bpnefns frorn that person’s
services. : ‘

Other [slialisls forms of Inckﬂut are. practiced when adminis-
trators do not reatd their pro esseon@ literature, fail to atlend state,
regipnal, and national conferences, or when they do not read
changes in laws that affect their school district. Orlando
enumerates ' several other varieties of lock-out. while warning
against the. negative consequences of such communication

- blockages. .

" communications process.”

5 Pascale, Richard Tanner. "Zen and the Art of-
, Management:” Harvard Business Review, 56, 2
< (March-April 1978), pp. 153-62. EJ 173 #06.
~ "Succewful managers, regardiess of nahonahty, share certain
common characteristics that aie related to sublleties of the
" This is perhaps | the most significant
finding ‘of Pascale’s study of Japanese companies, which he

" conducted to, determine the ways. in which the tompanies’

‘insxgh: So.does an invitation to participate, in a sngnrf cant meetmg -

9.
ERIC

communications and decision- mak:ng,, processes cantr‘lbuted o
their high perfarmange. dn this al?lcle,ﬁascaf e describes several of

the subtle communication techniques employed by successful

managers in both Japan and. ‘the United States—tﬂc"nmques' '

wllectively referred to as the “art of management o O

One such tecthuo s the use of ambiguity as a ma'hagemmt
tool: inbt(‘;i’!d of pushlr‘l[, for prematura solutions to Cornplex .

prablems, a successful manager sometimes permits the situations

“take clearer shape orreach an
* This Pascae comtrasts with the

to rermnain ambiguous untiﬁhé
accommndation of their own.’
manager who prematurely make a decmon in astifl
situation, which “freezes’ the' htural evolution of the situation.
There are aof course times when' +Being explicit and decisive is not
only Relpful but necessary™; however, there is a greatcr advantag
in having a “dual frame of reference.” —

Ambiguity can also have value when crmcuz;mj a subordiriate’s
work. The skilled manager careful y consteucts his or HeF message,
coming “close enough ta the point to ensure that the subordinate
gets the message but not so close 'as to ‘crowd'=him and cause
defensiveness.” This approach, states Pascale, allaws the worker 1o
retain his pride, while avoiding the alienation thaz often
accompanies confrontation.

Pascale also dlscusse§ the value of / implied rcc:og,mt:on as a
powerful incentive for workers. Seeking anagher’s opinion, for’
example, tacitly “communicates recognition and respect for-his'

frant which the person might otherwise have been excluded.
Thesuccessful manager, says Pascale, sees himselfnat only ds an

accomplisher of certain organizationdl tasks, bu( also as “an

essential intermediary ir the social fabric.” He' values 4 wurker for:

.

t

s Ingari, can " ‘
do much to improve the effecmenr;ss of an educational- leader, -

" Orlando, Joseph M. "Do You Lock OugAssOCia:es?'

avior b\(é schDOI V
vadmzmstrator that blocks needed communicatlon. ‘lock-outs can
lmciude not- respondmg o inquiries by fellow administrators or

Or he may fail o

‘ambiguous |

[ ¥4

' '\"\2.

h:s uqueness and hum annegsxm add hon to valumg him Fcnr the

~function he raerforrns lha( is, the manager is altentive. to bo\!h the =
" "man” and, the “hottorn’ \hr{e“ ‘Pascal e ‘ilfustrates: many: of hls
% concepts in thls interesting ﬂrtxc:te by cantrastmg Eas em* and
"Western jﬂudes oﬁthmk;ng, T T

i

Paﬂerson. .Waller ‘G. "To tHe Prmcu::.al Are You
Theré?” NASSP Bulletin, &1, 407 (March 19‘??}

. -

] - 1046 E] 160 412, LR A et

Leadérs should operatﬁl within &N ”Dp(‘ﬁ dmr pohzv pruwdmg

" frequent and regular DppOr(unlttes ﬂaii;;?::/ An avadab\e and

visible leader provides, psvchologscal assy e that th«‘ Ieadpr

there” should probl ems ariseé. Thm ultvma le

effectiveness. | .
-Patieron offers school admimStrators several suggest%ﬁs far

mcreasmg avaﬂab:llty A prlnclpdl ‘€an remam in the outer officeat’

" theopening and closing of ‘school so students ancrteachers may see .

and talk with him or her A supermtendem might spend an
occasional lunch hour in the facul ty lunch room. A superintendent
or principal can prowde ‘open hqu;s in which any staff member
teacher, parent, ar student may see him, » +
The aythor alsﬁ:1 provrdes several contemparary and historical

“examples supportiog the idea that leadership is enhanced thrcm&,hI

»

the increased availability of the leader, .

7 Some

0ints of@lm@rferc‘m‘:e 7 h‘erm7 }9
e 387(1 g\:aryw?a) op. 50-54. EH'IO 352 ¢ :

The "ciass:c linear\model” of communication has. five
components: source, mess e, medium. receiver, - and reactmn.«

. Breakdowns in communicatio can occur at any of these points,

says Pulley, and in a variely of way.:x oL e mple the saurce, which
is the individual urg,roup with infarmation to share, may be viewed

" by others in a wide variety‘of ways, thus 1nhshmng the accurate

transmission of the messa&,& .

The way the message is constructed or encodcd can at.a leadta
misunderstanding. “Overuse of education jjargan,” for example,
can easily lose:a listener, while the use of “sensitive” words and
phtases tends, to aliendte some audiences: To avoid the latter
diffiruity, ‘Pul}uy recommends that terms such as “truant” and
“lazy” he replaced by the Puphemlsms ”absent without pormts
sion” and “can do more when he tries,”

The medium is simply the delivery systemr fOLd messape, whether
it be conversation, w|ectmn|c dgvice, orpnnted matter. Errors-at this

Pulley, Jersy L "The Prin(ipal and. Conﬁ'muniéaﬁoﬁw ;

s
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awa\'cn

_are satisfighd hy shared de

Pu\léy c@n(ludes bv retorﬂmerlde trhat Lhe prmcnpal bulld an,

i

‘ 3\ T R{'search Interpersanal Reiataons HDW to Say
(PR Gopdbye.” Nation's Schools and Colieges, T. 2
: \ (Cbct@ber 1974), pp. 5456 ) 105 881,

How do you en atorwersatuon? /\cmrdnng to the flndmgs of a
research team at Purdue Uniyersity, miost pu’lple don’t just shake
hands and sy’ goadet Instead, they end thé conversatinn with
words of rf‘nﬂf(ﬂrrﬁmf‘ﬂt and agreement, such ds “yeah,*right,”

Ysure,” or C\kay e seems that - “most people instinctively
undﬁ‘ratand thas \a;\reem(:n‘ (L9 the proper way to &nd/a
CUHVE*TSEIIDF\ . . i
E Even stronger w;
are nSnverbal clues:
by a break in Bye\ccntacr Bui, “the surest clue that a¢
is over is what! searchers Call left positionin
takes actually points his legsor foet toward the door.”

Le:\\.fsutakmg can be, a
nonvesb;l (,IUPS%apprﬂrhl’\g a v@rlnable ‘vt)ﬁg and dance,” Since
misunderstandings of the sign ¢ often occur, it behooves the

\admlmsuamr to build a y)c}d understaneling of this complex and’

pversation:

Subtle behavmr * .

Rogus, ioseph and Malclynskl, Thamas Pnnupal-
/ ) CPnlral Office Coﬁﬁf’umt atign.” NASSP Bulletin, 61,
© T 405 (januany 1977), pp. 3743 £ 158815, -~

~ The" trad; ahai hierarchical rﬂodgl of 5choal;5ys'

grgan‘lza ion may be respnnslble for mmmumcatlon pmblemf
within” t
Grgamzdtlar

'I‘

bes not satisfy members’ "higher neseds,” needs that
sion-making angd involvement in the
develapm -t of the organization. If satisfaction at this “motivation
Jevel™ is nlpt achieved, workers are Tikely to express frustration at-
lawer lévels by organizing and d\“rﬂdndlﬂ“"'h security, - fringe
benefits, and other tangablps On the other h nd satisfaction of
these hmher needs a-a beert shown to relate significantly to
improved emplovee p&f!ﬂ\rﬂﬁr(t‘ "

+ Part of the trouble with the hlﬁrdr(hxcal Y stem is its pyramidal
structure, with different levels co nfioting superior-ipferior
relationships. Another -problem s the “rule”
game that problemes ar¢ “symiptoms of weakness and weak people’
never lngve up the pyramid.” Thé result of these problemns is the

“isolated principal” —inhibited in vertical communications with the
cpntral office and in hnnmﬁ’al ann' unications with his peers

As one means of |mp|r4rmnt|'1i, ¢ haflﬁl' in this kind of systern, the -
authors Bﬂ(UUI’dg@ i duptl@n of team management concepts, Team
meetings would provide opportunities for greater, communic ation

" between -the centrat office and principals, whilé the inclusion of

principals in decision-making would engender feelings of belonging
and contributing tor the organiz ation . q

The authors alse suggest that prineipdls meet tm,ether regularly
in support groups-of e!g,htio ten to identify and discuss peoblems in

EMC e ) _:_’fﬂ

o

to sm_,nal the end of .1 ‘conversation, however .
The ¥irst sigh is oiten a forward fean, followed

the leave- ..

a fairlly comiplex .ritual of verbal and

e systen Rogus_and Matczynshi b(‘h(i'v}: that this type of ~

of the hierarchical |

"

: Student' and students with a high. invalvernent in acti

_ ;‘cumrﬂumcauan dimensions, Hj
. while (Gnslderlhg the - Corhmuni
. ;(\ther 5tudentmc|alcla§5 also perc ,ved avarvicw opportunity for

~an altempt to relieve horizontal isolation. Most f-impdrtam,

however, is their recommeridation that everyone in the school
hierarchy maké a constious éffart to chinge the athtudmal sets
that hold the hrerarr_hy mtact

= e e e S

Schntt, ]ames L “The Practltlbner‘s"cjuiﬂe to

Reiearch Communications. The Principal and

s . Students.” NASSP Bulletln, 57,377 (December1973)
. Pp. 8690 €1 090 447 e,

: WF’S

pat should be fully aware. uf the facm Fhat influence
the QLk)llty of his of her communication with students. Schott here

- describes a study Gf the relation ships between a nurmber of student

attributes and the gualily of communication hetween s[udent and
principal as perceived by the students *

A Purdue University researdyer conducted the study in a large
urban high school with'a wide range of social status levels and a
black population of 11. percent. The attributes Under investigation
were race, gradeindex, curriculum, sex, activities index, and social
statas. A thirty-item questionnaire was used to meéasyre student
perceptions of three communication dimensions: the climate for
student-principal comr .nicatiops, the opportunity for -
communication input, and kow well students were kept informed. .

. Not surpnsm;,fy the study revealed that white students, fermale
ities all
perceived better corrimunications in all categories than did their
munterparts S . 2

The fmdm -oncering the effects of the: 5tudents social status
were pamcular y interesting”Ag might be expiected, students lowest
on the social Dosition. scale were | ess isfied with all three
afestatus stuclents, however,
tions &imate’beupr than any
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input, whiJe’ middle-class students perceived the hughest e Valenhne, Jerty W Tate, BradfardL Seagren, Ala:n
GPDDFtule o Lg * 1. and Lammel, John A. Adn‘hnlst;atxve Verbal
The most interesting finding vas that mast students perc_ewed Behavior: What You Say Does Make a Difference.”
_ their opportunity for input as far better than either the &.E”F—‘Tﬂl - NASSP Bulletin, 59, 395 [Derember'1975) pp. 67- 74
climate for communications or their level of being inforpred? This- " EJ135571. =

ent - i =z , - _ R
; There is a slgmhcam relan@nsh@ bgtween whatan admmlstrator

says and the “climate” or "tone’” of the administrator’s school. The
authors here discuss the results of a study in which the specific
verbal behaviors of high schoo! principals were correlated with
-different perceptions of .the school by téachéfs parents, and

finding, suggests Schoit, r}wight‘feflect a general attitude of it

skepticism relative to the actual impact they might. have upon their
school life.” )

( One of the key 4mpl|cat|c1ns of this study says Sthtt s “the

need for each principal to assess the status of principal udent

communications within his building.” Being aware of the variables

in the cormmunications process is a first step toward understanding * students. .
students and their perceptions. The study reveaied that “each admlmstrator was ccmsustently

. cdirect’ or ‘indirect’ in the verbal* behaviors he ut,lhzecL Diréct

v

ﬂﬂ Taylnr Richard L The CQrﬂmumcat!Dn Structure of a behavior includes direction-giving, emplasizing main .points,
Large Urban Secondary School 1971. 22 pages ED . statements of decision, and criticisrm, while ifdirect behavior refers
123 810. . - © * to the expression and acceptance of feelmg Dplﬂans and values

Tavlor deﬁcnbc:s a method he used to determ ine the (ommumca-.
tidn characteristics of Rainier ‘Beach High School in- Seattle,
Washington, where he is principal. He then discusses the general
applicability-of this method to other brganizat ions. '

' The method Taylor used assumes that organizational structure ~
can be characterized “in terms of communication events which
* connect pairs of individuals.” When all these "units” of connection
are determined, communication structure for the whole
organization can be mapped and stidied. Thus Taylor's main data-
gathering tool was a simple questionnaire thatwas distributed to all
slaff asking each to check off the frequency, subject matter, and-
importarice of their contact with every Dther staff member aver a
glverl period of time.
The data so obtained were subjected to statistical analysis to
determine the structuge of the communications network, including
the nur’nbc-F and identit\'f of “key c'omrnunicamrc“ and "isolatec N

and the use of humor.

Surpnsmg,ly the study showed that “the more direct the
principal, the more positive the attitudes of teachers, students, and-
parents” toward the school. For example, in schools where the
pri’ncipais were more diretzt ”the studénts perceived the schoals as

each cther, prov!ded useful services, ﬂr_nd stressed gr@upgentered
social activities.” At the same time, the principal’s direct verbal
behavior provoked feelings of constraint on personal development.
in other words, direct verbal behavior stimulated perceptions of a
group-centered, goal-oriented. organization, but at the expense of
perceptions of individual grawth. ~ :

In contrast, indirect verbal behavior created an atmosphere of
self-development. Increased expression and acceptancenf opinions
and values by the principal stimulated perceptions of a flexible
organization that cared about individrials. Concomitantly, students
perceived the school as ha\nng little: emphasis or: achi ievernent,
hard work, and commitment ta the goals of the school.” S

The authors make no judgment as to which, kind of verbal
behavior i better, but I&ve it to the admihistrator to decide the
kind of environment preferred for his or her Dr;,anlzatmn and then
adjust verbal behavior accordingly.

two=year data perlod (hanges inthe qudntlty aﬂd :.ubjpct matter Df
conversation could be detected, as well as chq anges in the network
itself. For example, Taylor traced an increase in staff discussion
about the sehoal’s participation in a modlel schools project to the |

resbonsé to workshops on the sybject. - : . .
.Tavylor mphed statistical methods .deyeloped by several . _ . : 1
orgam?atlonal theorists. He describes these methods in ‘Some detail -

* and p(gwdes a sample questionnaire. The costs of administering the
Guestionnaire and analyzing the data; says T aylor, are nominal He

 recommends use of the fnethod whenever it isof value ta know the

anrnmumf:atlon structure of an nr;,dnl?ﬂlmn v
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