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A preferred vision for administering secondary schools: A reflective essay

Abstract

Education in America is changing. This paper will explore the role an administrator plays in developing a
shared vision, empowerment, school-community relations, staff development, the hiring process, and in
dealing with social problems.- "All principals are instructional leaders, since all principals inevitably
influence what students have an opportunity to do in the classroom" (Donmoyer, 1990, p. 27).
Administrators should be the facilitators of teachers. It is important to be the kind of principal that
teachers can trust to implement changes. A principal's purpose is to nurture and develop better teachers.
A critical part of the job is to help all teachers to understand that they are there for the benefit of the kids.

This open access graduate research paper is available at UNI ScholarWorks: https://scholarworks.uni.edu/grp/2184
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Education in‘America is\chanqing. This paper
will explore the role an administrator piavs in
developlng a shared v1s1on, empowerment sohool¥h
'communlty relatlons, staff development the h1r1ng
f?process, and in dealing w1th‘s001al problems;, "All

"pr1n01pa1s are 1nstruct10na1 1eaders, since all

’f'f pr1nc1pa1s 1nev1tab1y influence what students have an

'.opportunlty to do in the classroom" (Donmoyer, 1990, pjf”“‘*‘

‘j27),k Admlnlstrators should be the fa0111tators of ]
kiteachers; It 1s 1mportant to be the klnd of pr1n01pa1.’
‘that teachers can trust to 1mp1ement changes. 'Ah
k”princlpal(s purpose'ls to'nurture and'develop better
Lteachers;‘ A critical part of the job is to help all
teachers to understand*that they are there for the
5~benefitnof thehkids;
To max1mlze the effectlveness of a staff, the
"admlnlstrator must know how staff members feel and they
ffneed to feel they have 1nput in the dec1s1on maklng
;process;’ One way to get 1nput is to never be too busy e

ﬁ”to llsten attentlvely and to give the 1dea presented

"°}thought before speaklng A good 11stener reslsts the'

' ;urge to reject proposals until - he/she 1s sure he/she

"afully understandS';t."



Shared Vision

"Most people have goals“and'objectiVeS~”butfno

- sense of a real vi51on. No organlzatlon becomes great

w1thout goals, values, and m1ss1ons that become shared.
A 'V1s1on statement' or the leader's strength is not

enough A genuine v1s1on breeds excellence and

'7learn1ng because people want to pursue: these goals.j%;g*~ff

T’Shared visions create a commonallty that g1ves a sense""
: of purpose and,coherence to all act1V1t;es" (Senge,e
:1"«,‘,1991 p. 7). o | | |
” . In an open system the leader shares w1th others
- all the ch01ces he/she is w1lllng to live w1th. The
group then arrives at a consensus that reflects the
1nput.¥iA true open system could be renamed a support

'rsystem4because,everyone is supporting one another. In

'“V€lthiSftYpé‘bf system everyone is successful because

eyeryoneiiszOrking toWard'a“common‘goal
Shared v151on 1s 1nd1spensable for employers that
‘want to prov1de focus and drlve for employees.' The

foverarchlng goal that the vision establlshes leads to

: -,commltment as well as new ways of reasonlng and

fperformlng - It:encourages rlsk-taklng and
experlmentlng._ It also strengthens a securlty to the

:1ong-term (Senge, 1991 p. 8).



School Empowerment
As an admlnlstrator one should always be a

cheerleader and motivator. It’s 1mportantwto-pump |

:people up and to befpositiverin‘public; fWe;can'th

control our c1rcumstances but we can control how we

respond to them. Gllckman (1990) belleves that

"empowered schools are better because of the way that

| teachers, students and adminlstrators treat one

another., ThlS source 1nd1cates that some of the best

and brightest teachers have-leftithe_public schools

ﬁ,becaUSe of their frustration‘caused‘by a lack of

1nfluence in dec151on maklng. He powerfully

“illustrates the levels that thrive on empowerment by ’
’gremlndlng the reader that not even the Pre51dent ‘of the,

'Unlted States ‘has absolute Veto power.

When a group of knowledgeable people are put

-,Qtogether, 1t is belleVed that they act in ‘the best
: :1nterests of students. leing teachers a voice in~

k decision maklng motlvates them to work serlously towarde
sachange. They w1ll strlve to keep a program from o
TJfallure when the respons1b111ty for its success 11es
’;W1th them.; After all, no one wants to be v1ewed as a

f'poor de0151on maker.u



As an administrator, more input translates into
more ideas with the feeling of ownership developing.
Glickman reflects that democracy is not an efficient
mechanism, and at times it produces horrendous
decisions. Democracy is, however, the core belief that
unites us as people. A major goal of education is to

teach the skills necessary for democracy to survive.

School-Community Relations

At the heart of an effective and dynamic school
district is a structured program of school-community
relations. YAn administrator may provide excellent
leadership for the school’s curriculum and he/she may
be a financial wizard; but if that administrator cannot
communicate with the school board, a concerned tax-
payers’ group, or the staff, days in the district will
be few" (Kindred, 1990, p. 1).
External Public

The principal provides for the good of the
organization when he/she is involved in public
relations. We are doing a multitude of good things in
schools and we should be "tooting our horns" a little
more. Unfortunately, the media spends too much time

and energy focusing on negative incidents. It is the



: charge of a school admlnlstrator to‘act as a’"press’
vagent" for the school district. Communlty members want
to know what is happenlng in schools and to feel they
have a v01ce in the de0151on mak1ng process." The '
pr1nc1pal makes the flnal de01s1on but only afterzf;isw
twelghlng suggestlons from parents teachers, and
communlty members.y It 1s paramount to convey the ff7'**
perceptlon that the school truly seeks and respects
1deas that don’t or1g1nate w1th educators.i After all
how can anyone make an 1nte111gent de01s1on before they~;
have cons1dered all the facts or 1nformatlon°f> | A

'Internal Publlc

An effectlve school 1s run . 1n much the same

“,manner a. successful bus1ness is. run. Emphas1s must be ‘

placed on good customer serv1ce. At school
“admlnlstrators sometlmes neglect to cons1der the
"students, thelr parents, as well as the faculty and
\,staff as valued customers.; School employees could
;beneflt 1mmensely from some customer service semlnars"
’s1m11ar in content to that the bus1ness communlty

:~;attends;; Open enrollment and prlvate schools offer
‘"dlssatlsfled customers" other optlons.'f s
hKlndred (1990) found the follow1ng.u

School dlstrlcts see three reasons why ‘a good



internal communlcatlon program 1s 1mportant' ,(1)
‘a good external communlcatlon program cannot |
survive without it; (2) constructlve 1deas wlll:be
suggested by employees because someone‘is'
listening:and‘informinglthem; and (3) human_needs,
such as recognition andfa sense of.belonging,fwlll
be met, thus making employees more productive!(p,yk
100). B . L
 Social Problems
"Our world is awash 1n v1olence; And no one‘is
suffering more than our young people" (Molnar, 1992, p.
4). The soc1a1 problems that schools deal W1th today
are enormous. Adolescentsfexperlment with various
coping strategies, i.e.,'aloohOl,‘drngs,Vsex,,suicide,
gangs, etc;, Gangs give.adolescents a sense of
belonging,;afsnrrogateffamily,:a oareer path,‘an
opportunity to actualiéep“adulthood“, and an'identity
orkrole. ‘A gang has ardefinedjstructure andVQturf",‘a
,special language unto'ltself, a uniform dress,Fspecific
| names for its members, ‘and a purpose——lllegal act1V1ty.

Accordlng to Moore, Garc1a, Garc1a, Cerda,ﬂ&

B »Valenc1a (1978) many gangs were started for noth1ng

- more than protectlon.: COn51der the early Hlspanlc

gangs in the Los Angeles area. When 1mm1grants from



‘Mexico came to this country due to p011t1ca1
1nstab111t1es in their own country, they were- unable to
kspeak the Engllsh 1anguage. They tended to move 1nto
Hlspanlc barrios where,they were often treated as
unskilled laborers and paid almost nothing for a'day’sk

work. Due to éthnic misunderstandings, there was -

strlfe betWeen the 1mm1grants and the Engllsh speaklng Lol

communlty. Due to the strlfe, groups were formed to
protect themselves and the1r famllles. Ultlmately,
criminal act1v1ty began be1ng conducted through theser
groups, and decent people were forced out of the
groups, These now cr1m1nal groups began f1ght1ng with
»such groups‘or gangs from other.nelghborhoods,‘whlch
started 1ong4standing'rivalries that’still exist today.
'dnjthe‘basis of'thisvinformation, one”could
;derive'that gangs began as a racist defense; It is
“also true thathuntil recently;most Hispanic:gangs

allowed only Hispanics, and on rare occasions, a black

d,uinto their group. Black gangs have, until recently,

limited the1r membershlp to blacks. The wh1te gangs
are Ausually all wh1te and lean tOWards the "Aryan" type
mentallty.' In recent years, however we’ have seen
these raclal d1v151ons fad1ng away and we - are seelng

' multl—ethnlcfgangs.t



In recent years, we have seen the reason for gangv
existence shift toward the money-maklng aspect of
crime. We find gang members selling drugs and
"competing‘for that market. We find them involVed'in
car'theft rings. It is no longer protectlon of thelr
1ne1ghborhood or turf, but competltlon for the elu51ve
‘buck. There appears to be a trend toward more |
'organized, criminal activity. B |
"More than 80%'of Americals_one million priSone:Sﬁj‘
are highisChool dropouts" (Hodgkinson, 199l;,p; 15).."
These softs’of problems must be addressed:before
learningjcanztake place."Eddcatorszmay‘attempt to
teach but unt11 students’ phy51ologlcal needs are met
they cannot learn (Hodgklnson 1991) .In 1953, Wally
~and Beayer_Cleaver had Ward~and June Cleaver'to turn to

for support In 1994, the frightening and pathetic

' ’truth for many teens and pre-teens is that thlS role is

now filled by their gang. It has been sa1d that
:1gnorance is bliss. - That may be but when'lt'comes to |
' ysoc1al problems, knowledge is the best defense.;eThe'
problems don't go away if we 1gnore them.‘ The 1nformed<
wpadmlnlstratorrcan prevent»many problemszby educatlng
'fnot only'the;staff;they‘workiwith but'the commﬁﬁiﬁyfAéf

"well.



Referral Networks

As our society»changes so do the students we have
in schools. Asvarresuit;'it is essential'that'referral
_networksybe deVeldped Within schools. »The'network
‘should serve’asha 1ink'anongfteachers‘and
administrators?todidentify;and connect Students aﬁé"
fparents:with'thé appropriatefresourCes to héip[neetn'f
theirwneeds; Schools can make aLSighificant'imnathbnir‘J
students and parents who are. affected by soc1a1 B
problems. ‘ ‘

"America’s chiidren are 'endangered species’ and
seheols alone,éannet,qorrect,the problems in education"
(Hodgkinson, 1991,rn; 16). 1In addition to teaching the
| fundam‘entalvs,‘ schools now have thé added responsibility

kofvdireCting‘youth to suscessfully confront social
- prOblems. "Only by concentratingball of oﬁr resources.
toward a.common qoal can we efflclently help all of our

youth achleve healthy and p051t1ve self—concepts.

K,‘Admlnlstrators serve as key persons 1n gettlng the

freferral network establlshed It-faIIS‘upon the

admlnlstrators to see to it that all students are safe.

T Many ‘times thls may requlre d1501pllnary actlon whlch

V't‘posslbly 1ncludes,asslstance from an outside source.
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Youth Empowerment

: "Participantsifrom'diverse yoﬁtheserving”,f
organlzatlons-~churches, sports organlzatlons, youth
'groups, schools, s001al clubs--say that -a major problem
they confront is attract1ng~and sustalnlng.the |
inVolvement of young people" (Heath 19§l, p; 624)f'

Successful organlzatlons have in common their dlvers1ty,

and the1r 1ns1stence that members feel ‘that they belongfi‘

to an 1nt1mate group. N"These'organlzatlons‘alsoyadopt
an approach'that’is‘both'firmrahdﬁflexible;ﬁtheyp" 7
empoperirather‘than infahtiliieayoaths"‘(Heath,»19él;
p. 625). | | | '
Lbnly rarely are adoleScents ylewed as a source'of
ihsight into the reasons that soﬁefof;their peers
deliberately place their,health ahd their.fotures at |
risk (Roth, 1991). "Enlisting teens to‘attackaproblemsf
endemicyto‘adolesoence is ah approach that is well- .

suited to youth service organizations" (Roth, 1991, D.

1 619).

Staff Development
It is very 1mportant that approprlate staff
'/development workshops be sought by the admlnlstrator.hp*
h»vIn our school dlstrlct an approprlate 1n-serv1ce wouldo

'”be on gangs and how to deal with the related 1ssues.;A



11

Another school district’may need‘tokbefin;serviced'on’
special education. The needs of the d1str1ct should be
assessed by the adm1n1stratlon and addressed.y Too
often admlnlstrators choose 1n—serv1ce toplcs‘on thelr
_W1shes'ratherrthanrthe d1str1ct'S’needs. >Educatorsf
must g1ve up Some popular bellefs, but 1n the process
| they ga1n the freedom to max1mlze thelr own’ and the1r -
students’~potent1al (Lov1tt,-1990).
Igstructlonal Leader

A common oplnlon 1s that pr1nc1pals are not and
never have been maximally effectlve 1nstructlona1
leaders;(Fallon,~1979, p. 67).’:Many teachers’
experiences,and beliefs about supervisiontand
evaluation are that the exercise happens'as a required'
part of the job. They don’t understand that
| supervision;and,eValuation is part of an inprovement'
proceSs'for teachers. They thlnk the pr1n01pal is
Ktrylnq to "catch" teachers in the1r weaker areas. The
perceptlon of - an announced classroom v151t 1s that

any0ne can- look good for flfty mlnutes 1f they know

‘Tt ahead of tlme that they are golng to be evaluated.

"Secondary school pr1nc1pals are expected to i
prov1de 1nstructlona1 leadershlp, but the everyday

‘5fdemands of the pr1nc1palsh1p compromlse thelr ablllty
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to adequately ‘fulfill that role" (Cunard 1990, p. 30)
Effective prin01pals spend most of . thelr tlme 1n the
school. They‘are engaged in 1dent1fy1ng andtassess1ng ”
instructiOnal problems. A leader is never happy to
just 1dent1fy the problem but also alds in the‘f¥~s
solutlon.~ The pr1n01pal that encourages and supports'
others actlvely and con51stent1y looks for the -
opportunltles to guide and coach people.}k

The pr1n01pa1 who understands the. most 1mportant
:and perhaps the most pos1t1ve purpose of teacher |
evaluation is the 1mprovement of 1nstructlon, 1s a true
educational leader. This purpose must be conveyed to
teachers.‘ Many teachers feel SUSplClOUS and hOStlle
toward the evaluator ‘when the purpose or goal of
evaluatlon has not been communicated and,ytherefore;
'wi11~usually'notfteaoh his/her best lesson.

"EffectiVe‘principals, together mlth their
kstaffs, artlculate a set of cultural norms that deflne
what their school is about they are constantly out and
about their bulldlngs, monltoring whether norms are

’ belng v1olated and re1nforc1ng good teacher practlces“

"g(Donmoyer,v1990 p..27).
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Who Should Be’Hired5“'

As the educat10nal leader for the bulldlng, it is
1mportant that a principal have the ablllty to hire
good teachers. A team<1s only as strong‘as_ltssf
menbers. "One of the ‘most direet'ways‘ayprincipal_
influences instruction is by hiring the teéChers,whd,
4de11ver ity (Donmoyer, 1990, p- 23) |
Minority Populgt; n

A principal needs to‘ask~applicable; prebingzi
’interView‘qﬁestiens and hndW‘Whetyteéeher traitsyerey?
eriticaiyfer the kids in a'pértienler,building;'*
Although race should not befuséayas;a‘Sdle eriterion,
an ideal SChool would recruitzthe'sane ethniC~meke up
1n faculty and staff as 1s present 1n the student body

Faculty dlver51ty provldes the opportunlty to
present 1essons from- multlple perspectlves. Teachers
should be;role'models forvourvyouth; challenge’
‘sterebtypes of minorities,'end:reinforce the democratic
ideals‘of equality and equity. ’Ityiseinequitable to

expect our minority students to identify with a

'~ majority role model. An administrator can play a

. crucial role in the recruitment of diverse individuals.
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Recrultment

| It is true that there are 11m1ted numbers of
people of color in educatlon,but,that 15 not’an excuse
to give up the search for'dualified‘minority?te?7
'individuals}‘ Maintainingﬂthe.status quohis:nozionger
acceptable. Sthool districts wishing to improve their
cultural diversityfwill'need tofadyertise positionsﬁiﬁs'
sources to 1nform targeted audlences of opportunltles
for employment. - |

"Whlle schools of educatlon should cont1nue‘

recrultlng m1nor1t1es for faculty pos1tlons and
encouraglng m1nor1t1es about to enter college to
con51der a career in teachlng or graduate studles in
.educatlon, they should Shlft some of thelr attentlon to
‘establlshlng relatlonsh;ps_wlth’metropolltan:school
districts;to,try:tokincrease theracademic performance
ofvall students, therehy'addreSSing‘thehmore
‘fundamental problem—ftheylack:of'minorities'in’higher
education" “(Garcia;W1993,‘p;‘427) The goal of . all
‘educators should be to 1ncrease the pool of m1nor1t1es

W1thvbachelor s degrees. One way\tokkeep teachers,as

"‘weli;as Students?around once they»haVe‘been

Asuccessfully recrulted is to 1mplement a mentor program

: for teachers and students in school.



In conclu51on, 51gn1flcant efforts must be made
to 1ncrease the number of mlnorlty appllcants and to
ensure that mlnorlty faculty are valued for all of
their academlc contrlbutlons. The goal of 1ntellectual
: dlvers1ty w1ll then have been reached.

Level Apprgprlate | P

It seems a crime to put a hlgh school teacher 1no;’t"k
the mlddle ‘school environment | Mlddle school studentso;
have many special needs that ‘need to be addressed. t5“
‘would be preferable to hlre 1nstructors spe01f1callv
tralned at each level rather than let the mlddle level’
be a gray,area'ln Wthh both, elementary and'secondary |
' people can teach. 'After:allilthe‘middle~level_ | |
students' needs are’uniquerandodemanding; Placing
someone'in'that~situation7who}does»not have'the-
:tralning or des1re to work w1th thls challenglng age
group of k1ds Wlll only make the kids and teacher
lmlserable.

M;dgle Level Teacher

The most important quallty a teacher can possessi’

u7; is. genu1ne carlng for the students.-~The m1ddle'leVel‘~‘

-,needs teachers who seek exc1tement eVery day and most |
of all wants to work w1th ex01t1ng, challenglng, 10 to

'14—year—old students.
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The middle level teacher must belieye there:is no’
h1gher calling than mlddle level teachlng as: a‘
career. There is no other f1e1d of serv1ce where
you could make a greatericontrlbutlon, where you
could have more‘ofran imbactfon‘the lives‘of‘
others. Mlddle school teachlng is service w1th a
capital s. It is demandlng to be sure, but 1t
- gives satisfactlon in abundance (O’Hanlon, 1991,
S Pp.e.27). |
Middle school teachers should w1111ngly accept
students for who ‘and what they are. Teachers must work
w;th students in terms’of,what they canddo; “Young
fadolescents succeed‘at‘new'and’more difficult‘learning
tasks and areas of study when they feel comfortable
";w;th‘thelr teachers" (O’Hanlon, 1991 p.28).
| | Effectlve m1ddle school teachers understand and

can empathlze with- the challenges today s young people

o face in school and 1n the1r life outside school.

‘TeacherS'w1th those capac1t1eswhave great“success,in
helping middle school studentsklearn facts, skills, and
'uconcepts. |

Education In‘America
Each person worklng in the Amerlcan educational

°£.§system is thought to have the same goal... d01ng what ..
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is best for k1ds. When success 1s ach1eved the rewards
are immense and help compensate for the many hours of
time and effort spent. It is . the duty.of the f’
bu11d1ng s educatlonal leader to ‘sSee to 1t that the ‘
entlre staff understands that not everyone W1ll reach
the same h1gh level of success, but an effort has been

made to 1dent1fy and as51st them to the fullest extent ,1

poss1b1e. Genulne care and concern for students on thepf”-

part of the school and communlty result in 1ncreased,‘f‘
success in and for schools. \ | | "’ o
According to Hoquinson,(1991), America haS-thev
power to reduce the proportion of at—riSR children but
lacks the will to do it. Amerj.’cahas“.th‘e""‘power- and the
will to decrease the number‘ofuat—risk/children
dramatlcally but lacks the ab111ty to con51der schools,
parents, and 5001al serV1ces worklng 51de by s1de. |
Presently, many times when we reach a hurdle we jump tof
vblame one another. Schools’and,parents worklng jointly
- with cdmmunity agenciesvto’serve the special,needs;of
all students 1s the key to helplng students achleve |
their goals inside and out of school The
k;adm;nlstrator who believes in a shared vision, school

B empowerment, school-community relations, and addressing -
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social problems through edudatioﬁgis“a'changé agen£;and"

 therefore, an effective administrator..
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