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Administrative leadership vision: A reflective essay

Abstract

Education is in a time of great debate, change, and growth. lowa schools are trying to implement the New
Department of Education Standards established in 1989 and new legislation enacted by the Seventy-Third
lowa General Assembly in 1989 and 1990. As we deliberate, another transformation labeled, “The lowa
Initiative for World-Class Schools", is under study (Lantor, 1991; Lepley, 1991)
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Ecucation is in a time of great debate, change, and
growth. lowa schools are trying to implement the New
Department of Education Standards established in 1589 and
new legisiation enacied by the Seventy-Third IoWa General

ASsembly in 198G and 19G0. As we deliberate, another

while there 15 much dialogue about sweeping renovations

in school governance, curriculum and accountability, there will

ely be no substantive aiteration or a community's infinite
responsioility Lo orovide 2 sChoot environment that enabies
3TUCeNts 10 acquire nasic skills and encourages an attitude of
Hre-long fearming. While we can not predict the future, the
nistory of The past decade clearly shows Snifis in social,
economic, ana demograpnic conditions. SincCe Schoois refiect
the society in which they exist, schools likewise nave
attemplted to aciust 1o the changing needs of society.

tZ

There 13 go0d reason to think trends now sidered



contemporary will continue and even accelerate in the era of
expanding world economy and world competition. The demands
on schools and education will undoubtedly increase as they
will be expected to provide United States citizens with the
genius and expertise to excel as the world strives for a higher
"quality of life”

The administrator must realize that the quality of
nis/her leadership is crucial to the success of the school. An
effective principal plays a major role in the successful
transformation of the school. My philosophy of leadership and
educational administration has evolved through coursework
ang practicum experiences where | have Jained vaiuvaple
insight infto the conaition of education. The puilding principal

i3 the key person 'n equcational transformation.

attrputes ana roles necessary for the princioal to oe an

effective educational leader aAn effective educational ieader

)
&
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YISION 0T an exemplary scnool. The admimstrator is 3

o)



director for positive growth in the schooi system, througn
proper leadership and vision,

Leadership

An administrator must reaiize that the quality of his/her

leadership is critical to the success of the schooi, and
therefore should have four characteristics to be an effective
in the leadership role. Manz and Sims (1960) and Dull (1981)
describe four dimensions of leadership: 1. The Visionary role
which 15 the comprehensive mental model of effective

001ing, goal setting, communicating the schools acagemic

w
O

mission, and becoming an insirucrtionai crange agent. 2. The

o

Improver role, copes with str engthemnng the weakresses of

J

staff, deals with empowering staff, training and modeling for

faculty and quides others to lead themselves. 3. The

Facilitator role iistens and affirme 1

T)

taff, coordinating ang

uw

aligning the curriculum, teaching, and assessment of faculty.

4, The Evaluator role monitors instruction programs

IJ\

, Jather
o

information, assesses teacher performance, and scrutinize

(@)



students performance. These characteristics are closely
affiliated with successful schools (Manz and Sims, 1990).
Principals must take an active role in leadership. They
must be the leader of leaders. Leadership skills contribute to
the initiation of change and the ability to motivate staff and
students. Education needs teaders that provide vision and
transiate that vision into reality. The principal cannct
accomplizn the goals and objectives of the school without,
empowering others, Sergiovanni (1987, 1992) describes active
ieadersnip as enabiing others, or empowering otners, to e

1£3Cers. Facuity empowerment 1oster

o)

“oileality.

(g5}

ownersnip, and effeciive decision making within tne school,

thus promoting accountanility at ali leveis. By implementing a

snarad jeacershin nian, orincinals can deveiop ang utihize the

eadersmio travis of ail teachers,

TC meet the changIing needs of our society and 3choois,
the role of the principal must be redefined so thece

educational leaders can devote more time 10 oreparing schools



for the change and challenges of the next century. A
transformational leader allows for teacher empowerment,
which decentralize the decision making process.

Principals must first acknowledge their role as
instructional leaders, and support the myriad of activities tnat
directly support this role. The first reason chosen by
princigais that hinders or prevents time to work on
instructional improvement is discipiine, followea by
resistance from faculty to new ideas on instructional

improvement (Trump, 1687)

One approach £o 2Himirate faculty resistance to cnance is
Lo empower teacners (Goodiad, 1994). Site-based management
wili make more inroads in the educational process if sharaz

gecision making 1s linked with 1op satisfacrtion and

commitment, and proves ©o te pereficial (Sergiovanny, 8ol

and mempers of the community in the decision maxing oriless

When apprepriate.
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Today's principals are action-oriented and capable of
thinking and responding immediately to continuous barrage of
activities (Hetzel, 1992). The most effective principals are
able to utilize their leadership roles within the situationail
demands of the principalship. Effective principals need to
have a comprenensive and long range view of leadersnip.

The National Association of Secondary School Principals,
states that candidates for principalships will face more
stringent selection orocedures and standards than their
predecessors, especiailv with pressures on principais to have
greater collaborative gecision Making, probierm soving and
confiict management sk1iis (Foston, 1992). The most

erfective princical nas a clear vision Lo dictate the decisions

Visionary leagersnip is a prominent trait OT pe”or*m"n

adminisirators (Dull, 1981 Manz and Sins, 19%80; Chance,



19%0). Effective school leaders have broad visions that are
clear, active, ambitious and performance-oriented, and create
conditions to help them realize their goais.

In describing the dominant qualities found in a visionary

leaders, Chance (1990), states that visionary leaders are

quidea and motivated by personal vaiues. They have an intense

commitment to the achievement of goals that they 1dentified
as important for their organization. Leaders develop a sense
of common purpose and direction among all members of their
organization. They are organizationai innovators and

CON3isTEntly TOCUS On a futurs that recresents something

w

petter.

Censiderations in developing a vision for a school
(Chance, 1990}, includes both professional and personai
visions. Professional vision focuses on the ideal school,
effective assessment of 3trength and weaknesses within the

scnool system, anticipates accomplisnments for students and

faculty, while pewng cogmizant of external factors n the

O



community. Personai visions include his/her own personal and
professonal values, leadership style, personal assessment of
total organization, vand strengths and weaknesses of oneself
The principal must continuously ask the probing
questions that go to the heart of the teaching/learning
process, which enables him/her to maintain the emphasis and
focus necessary to foster school improvement, and thus
continue to proceed toward attaining vision of the school.
Visionary principals acknowiedge their role as
transformational leaders,; all other activities must directly
support thisrole. A transtormational principal nurtures the
emerging faculty leagersnip while cognizant that fhe
eadership role creates a common ungerstanding of the scnool
cuiture. The teachers feei empowered, tne compmarnien of
ng coilection of data give the feacher reeling
of efficiency, wnich morTivates them 1o vo‘zumarﬂv WOPK T0or

INtMInsSIC rewards.



Visionary agminisiration should adcress several key
guestions in the areas or curriculum, cormnmunication, schoo!
culture and climate. All four areas interact within each other
and represent the heart of the school. The soul of the school 1s
the curriculum. Opportunities for interdiscipline units, refine
or revision the on-going process, outcomes oriented classroom
practice should be 1dentified and described by the principal.
Technology, coaching/peer mentoring, mastery iearning,
diverse teacning/learning styles strengthens the on-going
process of developing a curriculum.

Effective communicaticn is a two—way process,
ferm effective COMmMUNICATOr ranks nign on the 1st of roie
axpectations for administrators (Manz ang Sims, 19S0; Dull,
1987 Shakesnaft, 1621). The process of peodle sharing
fhougnts, ideas ara feeiings with eacn other in commoniy
ungersrtandapie wave 1s of ontimal concern ro effective
principais. The key words in communication are sharing and

commonly uncerstanding. There are numerous channeis in



which communication travels through the school organization.
Mernos, notes, telephone calls, or meetings, as well as non-
verbal communication all ptay arole in insuring common
messages. Setecting the channel of communication enhances
the clarity of the meaning, the impact of message and ensures
the message sent was the message received,

School culture refers to the organization's values and
norms, where as, school climate is the way people feel about
the organization. School climate 15 a major indicator of the
quatity scnool 1ife. The principal’s modus operandi determines
or dictates the oositive climate in the bullaing. The climate
influences the school's aptlity to change and excel
(Sergiovanni, 1987). The development of morale and a heaithy

school environment are cruciail cutcames of leadersnip. The

are orought together inone puilding, wnerepy the principal is
the main contigutor to infiuence the 2osiftive climate. An

agriimstrator must ne willing Te reiinguisn some



A

responsibility for shared leadership 1o be successful. when
one feels like a major contributor, morale and attitudes
improve (Maeroff, 1988).

The school climate effects teachers, staff and students
expectations regarding behavior. Positive behaviors promote 2
ciean, neat and well maintained iearning environments, in
whicn everyone feels petter and puts forth more energy to
maintain the standard. A sense of a family, is created wnereby
all participants care apout others in the scnool. insuch a
positive environmeant, classes are student-centered and utilize

 enrich and remediate the
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fearners’ QUICOMES. Tne Taculty and ztarf are receptive 10
students’ thougnts and ideas. High expectations are
estaplishea for the stugent, staff ana faculty. The school's
goal would be 1o reach everyone's maximum potential; the

community would reflect the same objectives,



Female leadership

The 1990's is the breakthrough decade when women will
achieve positions of leadership throughout corporate America
and education (Naisbitt and Aburdene, 1990)

women currently make up 40 percent of the management
sector of business, haif of all scientists and one-third of the
managers in aavertising, marketing and public relations
(McGrath,1992). Similarly, more women will be appointed as
SCnooi principals and sucerintenaents in the gecade anead,
ORENING Up tremendous career advancement opbortunities to
women In egucation and provige a vital new leadership needed

1o reform education in America (McGrath, 16820,

.\

AcCcoraing to a survey by Gotwalt and Towns (1988),
women who do become feaders in education tend do exnibit

similar characteristics To men in the zame positiors. These

w

women demonstrate that they know the unwritten rules about
ccepted behaviors and experiences tnat are rewaraed in the

system. Througn organizations and netwaorking, women are



DegINNING o ask the "right questions” and iearn what they need
f¢ know about carser advancement paths and leadersnip. They
have identified successful leadership quaiities and skills, and
develop mentoring to strengthen their position,

Successful female leaders demonsirate hign level of
skills in communications, probiem sciving, organizational
savvy, team building, instruction and currmcuium
(Gardenswartz and Rowe, 1987). The male superintendents
expressed confidence in their ability to manage the operation
of facilities and finance, but male superintendents admitted
fheir greatest neens 100 IMpProverment 'n agminisiration are |
the areas of communicanicn, irndIlementTions 0T New
Instructional systems, curricuium deveiogment and teacher

evaluation. 3triking apout these areas of weakness is tha

=

they are orecisely the areas of ¢
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leaders.
Administrative women tend o p0ssess more expertise

Lhan men secause they have had more experience 1 the



classroom (McGrath, 16G2). Female orincipals are focused on
people-oriented styles while male principals are more task-
oriented (Porat, 19382). Both men and women should find their
range of styles that pest fit their leaderships stfengths. A
principai must avoid becoming locked into one leadership styie
(Sergiovanni, 1687).

The most ¢ritical pericd of an administrative
career is the first year on the job. Post-preparation
assistance for beginning administrators could take various
forms. Leaders of educational administration have

reestaplisned the values of mentoring, shacowing, field-based
seminars as well as networking, to establisn a Toundation of
administration support (Daresh and Plavko, 19G1). All of
which would Tocus on the goals of providing indivigualized

assiztance o the novice agministrator,

incipal is an effective motivatoer of
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raculty, staff and stucents. The key o motivating staff

members isntergersonal skills and competency on the job.



In motivating students, 2 principal must show that he/sne
really cares apout the students by using every opportunity to
positively interact with students individually or in small
groups. An effective or?ncipaigives the school direction, 2
sense of oneness, anua\N1H ngness to work for the common
mission estaplished for the school.

AcCcording to the National Association of Elementary
Schools Pringipals (1990, p. 2), "Quatity schools are never
satisfiea that all 15 weil. They seek continuaily to improve, to
find better ways of meeting the needs of their students, and
the community” My role as an agmirisiratoris o ne a
positive role medel To students, faculty and staff, as well as
motivate and cnailenge all personnel to attain the school's
mission goals ana oplectives, [f | achieve excellence in this
role, | will make the schcol the best

everyone
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