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SCHOUL: A COMMUNITY OF LEADERS
Roland 3. Barth

. :-And cone day. iying aione on the iawn on my back,
hearing only the moan and groan of aome far off train
on a distant track, I 8aw above me, 2,000 Feet or more,
something to which this day, I must say; I’ve neaver

agen anything iixe before. The head goose, the Ieader

of the V, suddenly awerved out; leaving a vacancy that

promptly fillied by the bird behind. The leaaer then

tlew aiong side, tne formation growing wide, and took .

tils place at the back of the iline -- and they naver
missed a beat!'!'i
For many years I have been developing a personal vision of

would like to be principal or teacher. Not

[ ]

the eschowol in whlcﬁ
surprisingly, thi& 1§ aiso the school which I would .ike my
daughters to atténd. Mine 18 a personal vision, a conception of
what might beé, what cou.d be, perhaps what should be, rather wthan
a projection of what will be. I find the continuous exercise of
vision-making engaging, fun, often useful, and above ali,
hopeful. Tho&e of us who work in or near public schoolis need

hope.

memory an unuaual and haunting poem, a portion of which appears

above. In the poem; two i1mportant ideas emeérge -- ieaasr8hip ana
community -- which gave me a name for an element of my persona.
viZgion I had been strucggiing to clarify and articulate. It was
not difricuit to transform the metaphor “geesé: a community of
iéaders'" into “school: a community of leaderas.'

Like most of us I have been reading somé of the recent
national reports. I rina tThar the concept of a School as a

community of leaders hias pecome both fashionabie, and




XX

controversiol. It appesrs that Concern about the reiationsnis
peiween teacher and principal, Arouna SCHoOCL-wlce deci181ion
making, wiil be with us for a gouod whii&. I hope so.

or instance, the Cai:ifcrnia Commi&Sion on thne Teacning

‘i)

fessi1on< relates shared school leadership te strengtnening the

al

PT

teaching profession: The Carnegie Forum’a3 proposal for “,eaa

te2achers” cails upon principals to snaré autnority with teachers

ther thney can recesign schoois to become free of

8o tog

v

bureaucr2cy and create a career path for thée more rmapaple:
Recentiy; the National Association of Sécondary Schooi Principais

(NASSP) also announced the creation of a program to heip urban
high school principals involve théir faculties 1n i1natructional
improverent and give teachérs a more integral rolie iIn currIcuium
revision; program planning, deaighation of individuai and schoo.

objectives. These studies Suggest that teachers aren’t much
involvad as leaders in their &chools: that it wouid be good for
them to be more involved: and that i1t’s possible for principsis
to learn how to involve thém.

Unfortunately, well intentioned efforts to involve teachers
in decision making have exacerbated tensions between tnion and
mandgement, betwe&&n téacher and principal: Teachers and treir
associations have reaponded with anger that it has taken so long
to include them, suspicion that they are peing tricked, and
confidénce that the revoiu-:0n 1s now At hand:

“hé national professicriali principais assocrations have
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responded défeénsSively to the idea that teachers might “ieag"
scnools. So nas thé American Association or School
Administrators which recentiy issued a policy statement which
cautiously "...ehcourades schoois ana districts to &atabiish
formal procedures that wii. promote appropriate 1nvoivement of
teachers 1n decision making." This would take place unaer rhe
direct:ion of a "strong, eiffective principal. Subétltutlng a leaa
teacner or a committee of teachers for the principal .s
unaccéptabié.“4

A stronger reéaction from admrinistrators has ied to a lawsuit
in Rochéétér. New York where a program had been created for
mentor teachers with no teaching duties who would Spénd al) their
time helping improve the teaching skills of firat year teachers
ana tenured teachers experiencing difficuity. According to the
président of the local administrative association which fiied the
duit, “this program encroache= on the job of those currentiy
involved in the evaluation process."5S The suit asks that mentor
teachers teach students; be removed from évaluating new teacners
and be evaluated themselves on their own teaching by principals.
allow others a turn at ieading, attempta to rearrange decision-

making within a school seems to be ruffiing feathera.
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schools literature, and the concer. O0f high expectations, most of

us have peen seeing and saying "all chilidren can iearn."

initially many zeachers. principals, parenta, even children were
skeptical. Now the peilief tnat “aii chiidréen can iearn” is
wigespread and the impiications for instruction and students has
pecome profound.

when I was working =o establish thé Harvard Principais’
Center six years ago, I pased my efforts on different

assumptions: every principal 1s véry good at something; there
are other principals who would liké to know and to be abie to do

hat: and; principals can corvey their important craft Knowieage

ct!

about staff development, parent involvement, disciplina; or
managing the lunch room to one anothér. iIn short I believed that
*ail principals can learn' and that “all principals cai teach."
Many were skeptical of these preposterous propositions: Some
university peop.ie, supérintendents, parenta, teachers, students,
and even principals might still take exception:. Yet,; the
conviction that principal& have substantial professionai
knowledge which ia of ifimens& value to others in improving
achools and that they can convey these insights to their
colleagues 13 aiso having profound implications for principais,
for their proféasional development,; and for the Improvemernt of
their schoola, as the tormation of principal centsrs arcuna tne
worid attesta,

i would like to sugou=z_ another astonishing propositicn:

.
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“ali teachers can lead." Sképrics might say "some teacners'. or
"A few" or even “many". But theré 18 &n 1MpOrrant part of the
ii1fe and work of the entire scnool that every reacher is goca at.
wants To become good at, and can become good at. A4 Ciassroom
teacher 13 no more '"3ust a teacher' than Corawon AQulno 1s 'jnst

nousewife": Teachers narbor extraordinary ieaderamniip

I

Sapabiiities and thelr leadership is a major tapped rescurce for
1mproving our nation’s schools. All teachers can iead: The
worid will come to accept that all teachers can lead; as many now
accept *“ail children can learn" and "ail principsis can teacn'™ 11
we can overcome the many lmpediﬁéhts facing teachers and
principals which block tesachers ieading, and i1f we can finda

.conditions ander which teachérs will exercise that ieadership.

As principal, I used to think I shared leadership: I did.
Or I should say I went as far as I couid go or feit the school
couid go. But reflecting on my leadership a decade iater, I see
that I stopped well short of < community of leaders:. Leadership
for me was delegating, giving away or sharing participation in
important decisiocris to others ao long as the curriculum; pur .
achievement, ataff development and of course stability were not

much altered. Now I seée 1t differently. Schcocol is e place wnere

might be leaders in some important school wide endeavors.
Rather, my vision for a school 1s a place whose very mission 1a

to ensure that students. parents, t:achers and principals ai.

become school jleaders 1n asome ways and at some times. Leadersn:ip

i
{
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1s making happen whit vou b&iieve in. Everyone deserves a
chance. Schools can neip ail adults and youngsters wno resrde
there learn how to earn and enjoy thé reécognition, satistacztion,
and i1nfiuence which comas from serving the common interest asa
well e&s one’s mseif-intereat.

I would iike to coneider the i1dea of a School as a community
of leaders by examining particularly what teachers and principais
scnool;, a veteran teacher sent me & memo indicating his intention
to stay out of school until the '“deplorablie and 1itegal fire
safety standards have be&en corrected." A challenge to the new
authority? Perhaps. An unwelcome hassel from an unexpaected
gquarter? Perhaps. And an opportunity. Perhaps:

In a long talk with theée teacher his energy; and concern for
the safety of childreén as well as his anger emergsc. At the
conclusion of the conversation I asked him 1f he would accept
assume the position of “"fire marshall®. Aii of the
responsibility. He was appropriately suspicious. The next day
he agreed. I gave him the Key to the fire alarm system and
pledged ny support for any plan he proposed. I asked that he
consult With me from time to time as his plan developed.

Somehow, 1n addition to his full time teaching

r2s8ponsibilities, he began to devise 2 most schcol i1ncredible
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sciool fire safety system. He met with &ach ciass and teacher
and talkéd about the sericUsSnass of fire 1n & fifty year oia
brick and wooden purlding fuil of papers and peopie. He nela a
dri1ll for each class; estabizshed a routé of exit, ana assessea
with teachér and atuaents how the drili naa gonsé, what could ba
improved, and how iong 1t toolk to evacuvatée che buirlding. Then ae

announced the first scnoci-wide fire drill. The Fire Chief rrom
the city attended and watched in wondérment as 450 children and
3U-some aduits cleared the purlding quickly, duiretliy, and
orderly. He informed the fire officials that he vas concerned by
how long 1t took them and their equipmént to reach tne schooi.

Hé told them that once a year he would call & drill, and time the

officials to see how quickly they could réspond!

Furthermore:; he reasoned that in thé event of a reai fire,
especially during the long New England winter, the popuiation of
the s~hooi (many without shoes and coatd) would have to stand in
the snow and freezing cold for an indetéermined time. This was
unacceptable. He viaited a nearby church and made arrangemsnta
with the pastor to secure a Kay. burlng the next driii the
entire achool filed into pradétermined pews of the church. I
shall never forget his solemn assessmént from the aitar of the
process.

Unusual lendths to go for safety? A pathological obsession

abcut fires? Too much timé spent off “the basica'? Most of us

would rather have our own children in a school wnich too satfety

this seriously than the one which had been cperating the p.evious

g
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year...or the school in which I tried to administér fireée safety
aiong with everything elsae:

When teachers are eniisted and empowered a8 acrino. lesaers
everyone can win. Other teachers’ concerns are irequently better
uncerstood by one of their feilows than be somecné whs pericrms a
different Job. Important school-wide issues receive mo-é& care and
attention when the adult responsible 1s responsiblé for no otner
major areas. And the principal wins by recognizing that there i1a
plenty of leadership to do arcund. If the principal tries to do
all of 1t; much of 1t will be left undone by anyone. Leadérship
18 not a zero SsSums game 1n dﬁicﬁ one person gets gome only when
another loses some: The principal demonstrates leadership by
;entrusting some of 1t to othera. And i1mportant needs of the
teacher-ieader may be met. 1In this case, thé teacher’s rapport
with the faculty improved:. He waa dubbeéd "Sparky" and at an end
of year faculty meeting awarded a shiny new red fireman’s hat
(the kind about which 8 year old boys dream at Christmas) on
vhich waas evblazoned “Chief". Recognition that he was chief. O0Of
something. Other teachers can becoune chief of something toco.

And; were sach of 30 teachers to becore chief of something, a

2zchool would be well along thé path toward a community of

leadersa.

ERIC
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Schoola are complicated places: Decisions are made by many
people in many places at hundreds of different choice points.
Teachers are 1nvolved at many levels in important school-wide
decisions, oftén teachers make decisions which others presune
iﬁéi make. Some teachers are not involved. Some are asked for
information which provides data for administrators to decide.
Sonc afe consulted for thair recommendations while administrators
make the decisions. Some make the decision and administrators are
informed. And Sometimes teachers and administrators together
make important decisions.

But many teachers and principals f£-~=1 that teaching and
leadership are mutually exclusive. One visitor to a achool who
waa interested in leadership eaked to "ahadow" a teacher for a
day. "I’m not a leader. I’m just a teacher. If vou Jant to see
ieadership go shadow the principal,"” said the teacher. To be a
leader is to be an administrator: That all teachers lead within
their ciasarooms doea not Seem to count. Leadership happena
among adults: It is commonly he’d that if you are a teasher the
only way fo become a leader is to leave teaching.

Theras may be few ospportuniities for teachers to offer schocl-
wide leadership: Others may not feel it poasible. Yet for more
teachers the question is “why would I want to lead anyway? Shut
the door 4and leave me alone.'" As one principal put it, “teachers
in my building don’t want more participatisn.’ Most teachera

already feel overwhelmed and overworked. Teachersz spend vast

11
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quantities of time and energy beyond their work hours correcting
papers; repairing what happened today and ptéparing for what may
happen tomorrow: An opportunity for leadership is an opportunity
to depliete more time and energy. The opportunity for teachers to

run meetinds and manade fire drills are peculiar cpportunities,

.indeed. The would be teacher-leader seaks fulfilliment and

satissaction but more often encounters committee work, meetings,
conflict. Aiready bombarded with intérpersonal overiocad, few
teachers are eager to accept such '‘opportunitiesa’.

Furthermore, if a teacher does add to classroom work;
responsibility for fire safety, thé téachér risks being viewed by
feliow teachers as “special’, "favored", "opportunistic", or aven

“uppitidy". The culture of &choola exacta cruel and unusual

penalties for teachers who violate the taboo againat wanting tc

appearing to distinguish them&elves in the eyes of their peers.

The culture of most schools doés not expect, value or reward
leadership from teachers.

When others are deciding, teachers can resxst; lobby; hoid
out; and in inventive ways attémpt to influence a situation to
their own advantagé. When teachera work for the common good they
give up a large mecaiure of sSelf-interest in the OULCOME: With
leadership and responsibility comes the nead to see others’

.
points of view, and act fairly in their eyes. Many teachers are
not willing to make thie trade.

And, as principals know, no decision pleases everyocne. Any

12
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decision displeases someone. Why would teachers want to
engendér the wrath of their fellowa? Let tha principal do it.
That’s what he’s paid fcr: And; given the distance in many
places between union and management, why should a teacher do what
an administrator 1s supposed to do; thereby light&ning thé 1oad
of the adversary and iﬁéféaéihg one’a own? Aé oné teacher put
1t, "to go across" can be debilitating:

Furthermore; the kinda of issues and decisions in which
for leadership but for management. Taking responsibility to run
fire drills ie an important school-wide issue. But what import
does this work have for the otherwise busy teacher? On the other

hand; inatructionai leadership, the decisions which have to do
with what is taught; using which materials, allocating what
funds, are the decisiona most teachers would like a hand in. And
86 would the principal and central nffice. All the bees #iock to
the best nectar. The teachers usually loae.

The rewards of leadership then, 8o treasured in the é?éé of

teachers, are often illusory, no more immediate and satisfying

for teachera than for principals. For moat teachers the achool

worid is the world within the classroom. Teaching. Because
“every teacher can lead" clearly does not mean that avery Eescher
wants to lead, mhould lead, should be expected or reguired £6
iead:;

There is & touch of irony in the fact that those in history
who have been most widely celebrated as "teachers" have also bean

13
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ieaders: Socrates,; Plato, Jesus, Moses, Ghandi are all names
synonymous with teaching and leading. But teacher-leadership 18
ciearly not a common contemporary condition. Why, thén, did
Sparky agree to serve as school fire marshall? Why, for that

atter, would any teacher choose to engage in &Sérious, susteined

3

schooil ieadership?

Public policy makers respond that opportunities for teachers
to iead will attract more able people to thé profeéssicn. And by
engaging teachers in ieadership activitissa, the very able,;
empowered, enobled and chailenged, will choo&é to rema:in in
teaching.

Others argue that le&acérship opportunities will bring out

the beat from teachers; and the very best from teachers wili

bring out the very best from their studenta. Teacher leadership

w1ll raise pupil achievement. Time for Reasults: The Governors

1991 Report on Education,® for instance, offers less regulation

of teachers if they will provide leadership at the school level
and accept réspohéibiiity for student achievement.

The literature from succesdful businesses, from Japan to
IBM, offers &vidénce that when workers participate in deciaion
making their satisfaction and the quality of their work rises:
Tedcher-leaders too, it 18 reasoned, will become more invested in
the School and in its success. By sharing ieadership,; teachers
will feel moré ownerahip and commithment to the impiementation of
decisions. And Ly providing teachers with leadership

opportunities one accords them recognition. Therefore, they wiil

14
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work harder and better and longer. In sShort, research suggests

that the greater the gséfiici_pation in decision-making, the

produCtiVity. Job satisfaction, and organizational commitment.
That’a why policy makers and businessmen would have teachers

leéad. But, given the reasons "why not' suggested above, why
would any teacher want a hand in mujor school decisions? One
teacher put i1t this way:

What 1is the passion I have for education?

The. ciassrpom exXperience. That is what I
love: ©On refiecting upon 1t I reallzed that

I love my own experience; that which occurs

within gpgiwaiis of my room and with students
I caiil mine. What happens in my room;, I like

to think 1s quality learring. What happens

outside my room has very little to de with
me: And that, quite simply, is what’a wrong

with public schoola.

leader ought not to be such a difficult one to accept. After

all, teachers are leaders in the classroom every day. There is
no reason why the akills of the clasarocom cannot be tranaferred

to areas of the achool life outside the classroom. '
And another aaid,;

ways. We provide educational direction and

create the kind of educational environments

wa beiieve in for our satudents. We work with

other teachers to create new curriculum or to
conault on problems we have with studenta.

We work WLth parents in reflecting on their
children’s development and by providing
information aboiit academic matters. We voice
matters of concern for ourselves; our
collecgues, o.r students and administrators,
and frequently initiate major programmatic

changes in our schools.

15
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To assert one’s ;eadershlp a8 a teacher, often
against forces of administrative résistance, takes

commitment to an educdational ideal. It also
requires the energy to combat one’s own inertia
caused by habxt ana overwork. And it requires a

certain Kind of courage to step outside of the

§@§§% pfescrIbed circle of traditional “teacher

tasxs“’ to declare through our action& that we

care about and take respon31b111tv for more than

the mlnxmum. more than what goes on in the four
walis of our classzrooms.

Many teachers feel then that no mattér how fulfilling, now
important; and how successful the work within classrooms, there

18 more to teaching.
Other teachers become concerned about the whoie school

pecause they think “1f only someone will." When “someone
doesn’t" for long enough, they become the *“aomeone." They are

propelied from classroom to achool leaderahip by anger.

Ieader,rltrwasrcleeyly,ange: which pushed me out.

on the leadership *“limb.' Put another way; anger

provided the adrenalin which made it possibile for

me to take the risk of assumlng a leadershlp roie.

Moreover, beyond the lnltlal push“; anger fueied

was of;en uncgmfortable, unpleasant and
unfamiliar. For me then, anger both precipitatea
and sustained my role as a faculty leader. _Anger
eriabled me to find my Voice and compelled me to

Bpeak but pub11c1y. Speaklng publlcly, in turn,

and articulate criticisms of and chalienges to my
principal’s pollc1es and decisions.

botching it up, a teacher nas several options: retreat to the

classroom and close thé door, pretend the probiem the does nst

exist: bitch about it to whomever will liasten; leave the school

for one with a weil run .unchroom: or take some responsibiiity
16
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for réforming the lunchroom: Because the forrier courses usually
have no efféct on the lunchrooh; the latter for many teachers
become®s a compelling alternative: Often in schools tha

And many teachers want to iead for precisely the reasaons
others do not. They derive respect, if not acclaim, from other
teachéra for their efforta: they derive energy from iéédéfShlp
activities which fuels; rather than depletes, their classroon
ctivities; by leading; they find they can more fully understand
the pointa of view of other teachers and adminiatrators; thay
children: they find they learn by leading, that leadership offers
_profound possibilities for one’s professional déveiopménti and
they aspire to distinguish Ehéﬁseives with respect to their
peers.

In short; opportunitiss to engage in school leadership is
attractive for Sparky and other teachers because it offers
poasibilities for improving teaching conditiocna: it replaces the
solitary authority of the principal with a collective authority:
it provides a conatructive format in which adulta can interact
which overcomes daily classroom isolation; it helps transform
schools into contexts for adult as well aa children’s learning.
And teacher ileadership makes teachérs feeél and become more
important and professional in the& eyes of students, other

teachers, parents, administrators, and their own.

17
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THE PRINCIPAL AND A CCMMUNITY OF LEADERS

Principals, by virtue of the authority of their position are
seen as Schooi leaders. Recently i participated in a lengthy
conversation about shared ieadership with an elementary sachooil
principai and a junior high school Efiﬁéiﬁaiza We agreed on
several assufptions about teachers as leaders: ail teachers have
leadership tendencies: schools padly need teachers’ ieadership;
teachers badly need to exercise that leadership: teachera’
ieadership has not been forthcoming: the principal has been at
the ceéntér of both successes and failures of teachers’
leadership: and principals who are most successful as leaders
thémsélves are asomehow able to eniiat teachers in providing
leadership for the entire school.

What zan principals do to develop a community of lesders
within a school? Wheat do principais do which thwarta tha
developmant of teacher leaderzhip? Wwhat do praincipals do which
makea the emergence of schooi leadership from teachers more
likely?

Articulate the Goail

In order to move a school from where it is to wher® one’s

1s. This 18 risky. Many principals may not be suré of what

their vision 1s. They may not want to face faculty and parenta.

18
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dissonance which might surface if they shared their vision: They
may not :zee the connection between say, "a community of leadera®
and minimum competence in threa place multiplication.
Consequently, few administrators telegraph their vision to the
school community, preferring to believe that "they’ll figure tt
cut."™ A community of jeaders aznd the involvement of teachers and
students in school ieadership is more likely to occur when the
Frincipali openly articuiates this goal in meetings,
conversetions, newsletters, faculty memos and community meetings.
Reiinquish

There are short lists and long lista of the behaviors of
"effective principals'. They includé continuous monitoring of

One state had extracted 91 different behaviora of the successfyi
principal: I have never seen on such a list the “abiiity to

relinquiash:" And yet there are too many achool-wide

have in their bottom drawer a few marblea of authority that come

with their appointment and even more that they earn over tinme.

Some principals try to play these marbles alone: Others don’t

play at all, making few decisiona themselves and aliowing othersa
to make even fewer. I think it béat to have ali the marbies
piayed by as many players as possible. But many principals

already feel they have too little power over a tottering
building. To convey any to othera ias illogical. It 1a against

19
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human nature for us to relinquish power when we will probably be
held accountable for what others do with it. One shouid
accumuiate and consolidate, not relinquish. This ieads to the
common belief that "I cannot leave my building.' Perhaps the
most important item in thé list of characteriaticse of effective
pcincipals 1s the capacity to rélinguish, so the iatent, crea-:ve
powers of teachers ray be rsléased.

Empower and Entrust

It 1s important for a principal to relinquish decisiocn-
maling édiﬁﬁfity to teschéra. But the teacher wili not become a
the angry phone call comes from a parent; the principal violates
the trust and re-asaérts authority over the issge. it takes oniy
s few incidénts where the rug is pulled from beneath a teacher’s
ieadersnip before teachera cecede from the community ~f leacers.
The principal muat bet on a horse and have the courage and truat
t® stick with it and halp it finish: To change the bet in the
middle of thé race i1a to create conditions under which everyone
loses,

involve Teachers Before Decisions are Mads

It i8 common in the world of teachers and principals for a

probiem, like inadequate fire safety,; to emerge, the principal to

quickly reach a solution (bringing in the fire chief to lecture
students and teachers) and then invite a teacher to "handie" the
situation. THia 1s an opportunity for maintenance, not
leadérship, which few teachera will embrace. The energy. =ne
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fun, the commitment around leadership comes from brainstorming
one’s own solutions and ther trying to implemant them. For a
community of leaders to develop, tough important problems need to
bé conveyed t- teachers before, not after, the principal has
played them out several asquares.

Which Responsibility Goes To Whom?

oneself, the principal often selects & responsible, trusted
teacher who has successfully handled similar problems. But; by

relying on the tried and proven teacheér, %“he principal rewards

of time before the overburdened teéacher burna out, conciluding
that if one is going to act like an assi&tant principal one might
as well be paid like an assistant principal, and leaves teaching.
Other oft chosen teachers will one day declare “I’nm drowning and
I must return my attentions to the classroom. I’m sorry I can‘t
do it.:'"

The better match, as in Sparky’s case, may be betwsen an
important school iasue and a teachér who feels passionately about
that issue. For one teacher “c’a the fire safety. For another
the supply clomet. While another would favor reforming the
science curriculum, finding both fire safety and the supply

closet menial tasks, rot léadership opportunities: Teacher
leadership is less a quéstion of according trusted teachers
responsibility for important issues than of ensuring that ali

teachers are given ownership for a responsibility about® which
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they care deeply. One person’s junk is ancther person’cg

treasure.

Relimnce upon 3 few proven téachérs for sSchool-wide
ileadership alsc =mciudes the majcority of untried teachers Fram
the community of l=zader=, contributing to divisiveness and

le of a community. For Sparky, the opportunicy to

rt

ieaving i1t

1@ “key' had far more meaning than for other teachers who

g4
t!

rave

3

had been oiferec and accepted many keysa. His inclusion expanded

the community by one.

Too often the critérion for bestowal of the "key'" of

innovative solutions, the fuh, the energy comesa more often from
teachers who don’t know how to do it but want to iearn how. This
1= where leadership and Staff development intersect: The moment
of greatest learning for any of us is when we are responsibie for
a problem which we care desperately teo resolve: Then we naed and
seek cut assistance. We are ready to learn. ALt this moment the
princ.pal here haéd a résponsibility and an opportunity to assist
the teacheér in déveéloping leadsrship skiiis and finding success
with responsibility. Mere delegation or “being kept informea' is
not sufficient involvemént on the principai’s part for the
development of a community of leaders. Unsuccessful leaders ao
rio. make & comiunity of ieaders. Moat teachers, like miost
principals, reeéd :ssaistance in becoming snccesaful school
ieaders. Thé principal who supports and teaches the “beginning
school léader,' assumés a surden of considerable time and
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patience. "It would be easier and quicker +o handle it myself."
Yet, this is what is really meant by shared leadérship. it is
interactive, interdepenaent.

teach&rs who €xpr2ss a pasa'onate intevest in ar isaue, as Sparky
did, everyone can win. The overburdened teacher recéives no
furthér bird-n: the teacher who dizplays excitement arowut &n
i¢sue ii enlieted in the growing comrunity of leadeérs. The
tsasher cones alive as an aduit learner, as well aa loader. And
I think the principal wins. If “he principal this year can heip
annoint, induct and support the initial efforts of teacher-
leadera, those effcrts will be rewarded next year by a level of
independence when much leas will be needéd from the principal:

shéfed'Re§§OHQi5iiiE§ for Failure

If the principal conveys resgpongibility to a teacher for an

principal has several optiona. Blame the teacher. "I erntrusted
leadership and authority for fire safety to Sparky and he Siew
it. Now I’1l find someone who can do it better or I’11 do it
myaelf.”™ Thia ﬁ;§ protect the principal in thé short run, bGt in
the long run neither Sparky nor othér teachere will cheose to
play again: Without tre provision of a safety net by the
community of leaders. Or the principal, can become the ione
lightening rod: "I am captain of the snip, it has gone aground.

I assume ressponsibility,' a needleéssly lonely and self-punative
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posi“ion.

If the pPrincipal bets on this horse and it runs gpaoriy,
are responsible, for together we have given cur best efforts.
Both have soméething of impoi tance to them and the school which
bones thém. Responaibility for failure is shired. Usualily chne
world of échools deais more kindly with mistakes made by a

coaiition of <teacher and »iministrator than wheén G6ither errs

dlone. Adritionally, tne important guestion to ask is not “who’s
fault is it?" but "“what happened, what can we learin from it and
how might we do it beiter next time?" The principal who occupies
a fox hole vith a tezcher has hope for developing collagiality.
ataff development; and morale. There is much then, to bé& gained
by both teacker and principal frem failing together.

The _Teacher Enjoye Responsipbility for Success

Whereaa it is important to the devalopmént of a community of
leadera tinat failures be shared by teacher and principal, I think
it equally important that success refléct upon the teacher, not

the principal. The principel has many visible occaaions during

the achool day and year to be the "hexo." Running the assembly,
coming in cver the loud speaker, sending thé notice to parentsa;
meeting with the press about thé National Merit Finalists. For
“he teacher there are precious few opportunities to expect ana
enjoy recognition from the school community. For the principai
to hog or share the limelight 18 to reduce the meaning of the
recogniticn for the teacher and make less likely continuation of

membership in the community of leadeéers.
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School-widé success revnlenishes the teacher perscralily and
proféSéionaiiy. I have seen ciassrsom parformance. morale,;
corritneiit to teaching; and relsiicnships with colleaques &ill
benefit from public recognitiorns:

Additional.y, taachers snouid enjoy the sv-cess becausa they
Have ébne moat of the work. My part 1 the fire asefety plan
occupiéd a fraction of the time Sparky put in. Mine we:® prime
minutes but there were few of them.

Principals, of courae; have their owrn needs for succesa and
recognition which often impede the development of a community of
lead=rs. But in the iong run, teacher auucéss begats further
te&cher leadership and success. The school improvesa. Ard the
principal justly comes in for ample crédit as ‘“the one who pulled
it off." Everyone wins.

41l Teachers Can Lead

Just as high expectations that “all children can iearn‘ have
been associated with unexpected lesrning on the part of children
whose race; social class, and family background might not predict
achievement; high expectations on the part of principais that all
teachers can be responaible, committed school leaders; makea more
likely energence of leadership tendenciés which ail teachers
possess.

How might axpectations of principals for teachers as leaders
be raisad and conveyed? Principals can articulate a community of
leaders as a goal, look for and célebrate examplies in other

schools or in one’s own school.
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Embedding in a principal’e concéption of leadershxip the idea
that all teachers can isad has a ot to do with the ways schoois
1espond to differences. Just as I wouid like to see our distain
for differences &smong stidents replaced ny the question:; “néw can
we make use of the differences for the powerful learning
opportunity they hold,"” I would like to see our distain in
schools for differences among téachera and compulsion for
eliminating them repiaced with thé question,; “how can we
deiiber&stely make use of difiérences among teachers to provide
leadership for the achool?' Thé teacher interastec in reastoring
fire safety xs different in many ways from the teacher who would
turn the library into a media cénter. Differences of philosophy,
style. and passion, are remarkableé sources for achool leadership.

I _Don’t Kriow How

The foregoing discussion abouf Principals helping taachers
become citizens of a community of leaders impiies that the
principal knows how to do it but for a variety of reasons would
like teachers to do it. I probably could have handled the
problem of fire aafety. VYet, principals who alwaya know how to
do it perpetuate what one referred to as “the burden of presumed
competence.” A principal is hired from among a hundred
candidates bécause the selection committee supposes he or she
knows how to do it. Thereafter, for principals to admit they
don’t know how is a sign of weaknessa, at best and incompetence at
worst. Many principals succumb to the "burden of preaumed
competence" by pretending, sometimes even convincing themselves
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they know how. This can kill the development of & community of
leaders. The invitation for a teacher to take on fire safety may
often be framed then as a veiled challenge to mee if the teacher
can do it as well as the principal. Céﬁﬁéiifiéﬁ on the part of
teacher to excéed thé principal’s knowledge and akills in turn
engenders a wish on the par+ of the principal that the teacher

fail. School léadersahip then becomes an occasion to renew

adversarial reélationship all too latent among teachers and
principals.
Teachers know that principals don’t know how to do it all.

teacher by announcing, "I’ve never set up a fire safety system
-before. I‘vé got some ideas, but I don’t know how." I don’t
know how. Thia declaration by the principal becomes a powerful

invitation to teachers. It éﬁ§§ééfé that the principal and
achool needs help and that the teacher can provide the hélp. And
it gives the teacher room to risk not knowing how either and
perhaps to fail. Or the teacher can emerge a genuinely helpful
leader of the school and friend and colleague of thé principal.
“I don’t. know how" is an éEEEéEEiGé; disarming, and realisatic

invitation likely to be accepted and handled with reéaponaibility.

Personal Security
These suggestions for tesdacher and principai to move a schootl
towards a community of leaders, imply a level of personail

security on tha part of both principal and teacher. For the
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principal to publically articulate a personal vision, relinquish
control, empower and entrust teachers, involve teachers sarly,
accord fééﬁaﬁéisiiiéy to untried and aspiring tesacher-leaders,
share responsibility for teacher failure, &accord rescnsibility to
teachers for success and have confidericé that all teachers can
lead,; a §Eiﬁéi§éi has to be a secure person willing to take
riska. Security of the principal; above all &lses, is a
rests. With some measure of personal Security these ideas have
plausability, without security they have little.

The security of principais.might bé influénced in severai
ways: During the pre-service pré&paration of the aspiring
.Principal; including certification réquirements, university
course work, and peer interaction, the concept of a community of
leaders might be introducéd, 8o that candidates might become
familiar and comfortable with this idea.

The manner in which principals are selected for the position
tends to be a byzantine procesa. Criteria are put forth and
deci=iona made on the basia of & hoat of factors usually
determined within thé school district. Seldom is “personai
security" among thém. Yét, interview techniquea, written and
oral instruments exist which might help identify this important
quality.

The third and perhaps most promising point of possible

Principals have as a context the school over which they preside,
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and strengths; and fellow principals with whom to explore tha
unfamiliar; perhaps threatening idea of shared leaderahip:

But schools are organizations which suffer from scarce
resources and recognition. Teachérs compéte with teachera;
principals compete with principals; and teachers compete with
Principals for these precious commoditiea. For principais to
feei sufficiently secure and in control to share control with
must be acknowiedged and addressed.

Currently, the Program Advisory Board of the Harvard
Principala’ Center (made up of 18 principals, 3 univeraity
faculty members) has selected shared leadership as & focus for
the spring calendar in the belief that "“shared lééaé;éﬁiﬁ expands

the possibilities for school improvement; increases commitment,
complicates decision-making, and makes for more effective
education for children."

Two hour workshops with titles such as "Building School
Coalitionsa"; "A Nation Prepared: Teachers for the Sisat Century";
“The Principal and the Conditions of Teaching"; "A Case for
Shared Leadership; The Ravolution that is Overdue": "“Who Owns the
Curriculum"; "School Improvement Counciia: and "Working Together

for Quality Education"™, have occupied the attention of many

principals as well as teachers. These disucssions may not

concept of school as a community of leaders more compelling and
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iess risky. It rémains tc be seen what wiii happen back in the
schools.
Communities of Leaders

fantasy. Historically, thée membership of the National Education
Association (NEA), whén it was founded in 1870, inciuded not only
teachers but as many téeacher aducatora, principals and
schools.

A century latéer, the NEA, now a teachers’ organization, has

collaborative school& in which the professionai autonomy of
teachers and managerial authority of principais are harnesased:
Among the recommendations of this effort are that principais
involve faculty membérs in decision ﬁakiﬁéi teachers participate
in the sachool budgeting processa and in evaluating principals’
ar4 deciaions; principala and teachers jointly devise a
schoolwide plan for instructional improvement and for recognizing
student achievement. One promising step towards a community of
icadeérs.

Several secondary schools, including Brookline and Andover
High Schools in Massachusetts and Hanover High School in New
Hampshire, have been working to create what they call “damocratic

schools.”™ A town-meeting school government provides teacheérs and
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students a structure for participating in theé major decisions
confronting these schools. Teachers and studenta join with
dministrators in determining policies about such matters as
smoking, pupil evaluation, and use of space, so long as decisions
are not illegal or in violation of schooi board policy. The
principal has one vote in the assembly but may veto its actions,
subject to an override by a 2/3 vote of the whole. These
assemblies are démbnétfétiﬁ§ that it is quite possible for public
schools to practice as well as teach democracy, that schools can
not only teach about aémaaféa’y; they can be democraciea. In fact
theseé Schools raise the questicn whether it is possible for a
school +to teach democracy through non-democratic means.

Alaskan small schools are places to watch. Their isolation
mzRes them promising laboratories uncontaminated by the rest of
the world for growing ail sorts of unusual cultures. For instance
in Alaska, where one might roantinely find K-12 achool staffed by

three or four adults, many educators don’t know that teachers

enjoy achool-wide leadership over issues from leak, roofs to
parent involvement:

And many parochial schools thrive under what is Gften
referred to as “servant leadership™ on the part of the principal
or headmaster: Principals, like parish priests, lead adults by
serving adults: Thia invariably means involving teachers in

important decision of the schools. It ia impossible to serve
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teachers by excluding then:

Quaker achoois too, have tracxtlonaity workxed with great
success by créating for students and adults a culture of
participatory ieadership, simiiar to the leadership of Guaker
meetings. Théy assume that évé;?aﬁé has an "“inner light,*
something to offer the group, if given the opportunity. And
every fembér has something to learn from others.: Members -work
togéthér as8 equals, sharing 13&35; planning, glving féédbéck, and
supporting each other in new efforts. Leaders emerge 1n various
ways at various times and then give way to other leaders.

The work and the leaderhip of the group is a résponaibility
and an opportunity for sili, as one observer at a faCulty meeting
in a Massachusetts F?iéﬁaé school discovered:

One teacher sat down in thé Iarge c1rcle of staff with

a oox of tangied yarn which had been donated for art

and becan wxndlng it into a ball while llstenlng to

and discussing staff isaues. Soon the peraocn on her

left reached into the box and began unravelling and

winding another. baii of yarn. The person to her right

did the same, and soon the vyarn had spread around the

circle with everzone winding whlle participating in the

meeting: No one had ever said a word about the yarn.®

students in achools to work and lead together, to everyone’s

benefit. A community of leaders, neithér & new nor an 1macxnary

concept; seems foraign only to the majority of public sachoois 1In
this country.
Conclusaion

I found out that fils goose can fly from way. up

north to way down scuth, and back again. But; they
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Corictasicon
«:. I foird out that this goose can fly ficm way up

north ta way down sdﬁfﬁgmégd Eagkiagaih;rﬁut;rthéy

carmnot do it alorme; you see. itfs samething they must
do in pommunicy. Oh; I krow; it's a popular rotion,

and people swell with pride and emction to think of

themselves orn the eagle side-—-strong, self-confident,
solitary. Not bad traits: But we are what we are--

that’s something wei can’t chocse. Arnd thoiigh mary of

s would like to gé”sééﬁ as the eagle, I thirk BGod made

us more like The Goose.

The Féiatibhship between teacher and prircipal is coming
under sharp scrutiny. Shared school leadership is a timely,
valatile, and I think, very EFaﬁiéiﬁﬁ issue for the improvement
of schools, because public schoais are strapped for adequate
personal resources at the same §ime extracrdinary personal
resources lay UhaCthwlédééa; untapped, and undeveloped withiw
gach scheool house.

I have suééééféa a reconfiguration of thé rélaticrship
between teacher and principal for the relationship amaong the
adults who live in a school has more to do with the character and
quality of the school and with the dccamplishments of its
students than any other factor. Students' needs won't be fully

out their own: Principals who faithfully momitor minimum
competency, comply with district-wide curricula, carefully marage
budgets and carry out the school boards® amd superintenderts’

policies; frequently do so at the considerable experse of

distancing themselves from teachers, stifling teachers’ creative

energies, and establishing adversarial rather than cooperative
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relatictiships with teachers.

Top—down, Hiérarchical relaticrshios Feaster deperderncy.
Teachers learn rict to move without coders or ﬁébﬁiééi&ﬁ FPDW the
principal; the privcipal l@arrs that he canmrot leave "high
building, lest it disiritegrate. S débehdéﬁéy immcbilizes ard
distarices teacher and principal when what they reed tao accomplish
their impartant work i maximum mobility, %ééﬁéﬁéiﬁiiify, and
cocpetrat icri.

A commiriity of leaders offers iﬁdéﬁéﬁaéﬁéé, interdeperdericz
and rescurcefulriess. While much of the current Iiter~ature

suggests that effective principals are the herces =f the

orgarnization, I suspect that more often effective privcipals
enable cthers to provide strong leadership: The best prircipals
are riot Héroéé; fﬁéy are hera—-makers.

Few of the tea leaves before us ;uggest that public schools
aré heading toward communities of leaders: Eut the impartant
gquestior is not what will our schools become but what might they
be. There is a critical difference. The questicn of what will
be implies the exercise of purely ratioral faculties, calling for
trend analyses, bﬁéjéé%i&ﬁé; ékEFéBéié%iaﬁg arid prcbability
curves. AR view of what could be is riot canfiried to these msars.
It requires intuticn, creativity, morality, and vision alang with

reason. It dﬁehé inquiry from the realm of the probable to the

powerful ideas.
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A community of leaders is a vision of what might beceame a
condition of the schacl culture, a part of the shared ricirms,
beliefs, if‘i‘ti_iéls and actions a the schucl: Ard a coammuriity of
leaders ic far more tham a pieéé of a professicnal scheool
culture. Without Shared leadership it is impossible for &
protessional culture iv a school tea exist. Professionalism and

shared leadership are one and fhe same.
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