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    Leadership and learning are

    indispensable to each other.

    — John F. Kennedy

  


  [image: images]


  Copyright © 2003 by Corwin Press

  First Skyhorse Publishing edition 2015

  All rights reserved. No part of this book may be reproduced in any manner without the express written consent of the publisher, except in the case of brief excerpts in critical reviews or articles. All inquiries should be addressed to Skyhorse Publishing, 307 West 36th Street, 11th Floor, New York, NY 10018.

  Skyhorse Publishing books may be purchased in bulk at special discounts for sales promotion, corporate gifts, fund-raising, or educational purposes. Special editions can also be created to specifications. For details, contact the Special Sales Department, Skyhorse Publishing, 307 West 36th Street, 11th Floor, New York, NY 10018 or info@skyhorsepublishing.com.

  Skyhorse® and Skyhorse Publishing® are registered trademarks of Skyhorse Publishing, Inc.®, a Delaware corporation.

  Visit our website at www.skyhorsepublishing.com.

  10 9 8 7 6 5 4 3 2 1

  Library of Congress Cataloging-in-Publication Data is available on file.

  Cover photo credit: Thinkstock

  Print ISBN: 978-1-63220-683-1

  Ebook ISBN: 978-1-63220-927-6

  Printed in United States of America


  Tips for Leaders

  1. Understanding Leadership

  1.1 Strategies for Managing Oneself

  2. Linking Leadership to the Brain

  2.1 Self-Assessment on Brain Structures and Their Functions

  2.2 Testing Your Hemispheric Preference

  2.3 Assessing Your Creative Traits

  2.4 Steps for Fostering Creativity in School Organizations

  2.5 Assessing the School’s or District’s Climate for Supporting Creativity

  2.6 Developing a Climate for Creativity and Empowerment in a School Organization

  2.7 Some Basic Steps for Using Imagery Successfully

  3. Brain-Compatible Curriculum

  3.1 Accommodating the Brain of Today’s Students

  3.2 Eliminating Topics from the Curriculum

  3.3 Using Chunking to Increase Retention of Learning

  3.4 Identifying the Critical Attributes of a Concept

  3.5 Developing Curriculum Materials for Students with Special Needs

  3.6 Steps for Tying Technology Skills to Content Areas

  3.7 Worksheet for Facilitating Curriculum Change

  4. Brain-Compatible Instruction and Assessment

  4.1 Helping Teachers Develop a Classroom Climate Conducive to Learning

  4.2 Helping Teachers Use Novelty in the Classroom

  4.3 Helping Teachers with Block Scheduling

  4.4 Helping Teachers Use Closure

  4.5 Encouraging Student Movement

  4.6 Concept Mapping

  4.7 Understanding and Using Bloom’s Taxonomy

  4.8 Guidelines for Using Performance Assessments

  5. Teacher Evaluation

  5.1 New Directions for Teacher Evaluation

  5.2 The INTASC Performance-Based Standards for Beginning Teachers

  5.3 A Three-Track Teacher Evaluation Program

  5.4 Guidelines for a Teacher Mentoring Program

  5.5 Guidelines for a Peer Coaching Program

  5.6 Guidelines for Implementing Teacher Portfolios

  5.7 Guidelines for Using Action Research

  5.8 Examples of Student and Parent Surveys for Evaluating Teachers

  5.9 Guidelines for Using Student Achievement Data to Evaluate Teachers

  5.10 Steps for Conducting a Three-Party Supervisory Conference

  6. Ethical and Spiritual Leadership

  6.1 Preventing Mistreatment of Teachers

  6.2 Resolving Right-Versus-Right Dilemmas

  6.3 Steps Involved in Ethical Decision Making

  6.4 Addressing the Spiritual Needs of Students

  6.5 Addressing Your Own Spiritual Needs

  6.6 Practices for Maintaining Inner Peace

  7. Transforming School Culture

  7.1 Surveys to Assess School Culture

  7.2 Impact of Circadian Rhythms on Schools

  7.3 Key Points to Consider about Year-Round Schools

  7.4 Strategies for Forming Effective Teams

  7.5 Steps for Problem Solving at Interdisciplinary Team Meetings

  7.6 Attributes of Staff Development Programs at High-Achieving Schools


  
About the Author

  David A. Sousa, Ed.D., is an international educational consultant. He has made presentations at national conventions of educational organizations and has conducted workshops on brain research and science education in hundreds of school districts and at several colleges and universities across the United States, Canada, Europe, and Asia.

  Dr. Sousa has a bachelor of science degree in chemistry from Massachusetts State College at Bridgewater, a master of arts in teaching degree in science from Harvard University, and a doctorate from Rutgers University. His teaching experience covers all levels. He has taught junior and senior high school science, served as a K-12 director of science, and was Supervisor of Instruction for the West Orange, New Jersey, schools. He then became superintendent of the New Providence, New Jersey, public schools. He has been an adjunct professor of education at Seton Hall University, and a visiting lecturer at Rutgers University. He was president of the National Staff Development Council in 1992.

  Dr. Sousa has edited science books and published numerous articles in leading educational journals on staff development, science education, and brain research. He has received awards from professional associations, school districts, and Bridgewater State College (Distinguished Alumni Award) for his commitment and contributions to research, staff development, and science education.

  He has been interviewed on the NBC Today show and on National Public Radio about his work with schools using brain research. He makes his home in Florida.


  
Introduction

  
CHANGING AMERICA’S SCHOOLS

  In 1983, then-Secretary of Education Terrel Bell wrote a book, A Nation at Risk, that called for dramatic reform in American public education to stem the “rising tide of mediocrity” that he thought was pervasive in our schools. Many parents, politicians, and educators believed that his book would signal the beginning of major reforms in the structure, bureaucracy, and organization of school districts. Hope was high, and for the first time in decades, educators truly believed the nation was prepared to commit the resources necessary to transform all aspects of public education and prepare our schools and students for the challenges of a rapidly changing society. Something went wrong. The book was a hit, the follow-up, a dud.

  Have Schools Really Changed? No and Yes!

  The bad news is that in the two decades since the book was written, public school systems have barely changed. Some components have changed, but the system still relies heavily on an industrial model, an agrarian calendar, and instructional approaches from the mid-20th century. Irritated at the dramatically rising cost of public education, taxpayers demanded accountability. State legislators, responding to their taxpayers, enacted patchwork legislation establishing charter schools, voucher systems, and high-stakes testing. Rather than helping, these actions have, in many instances, served only to further politicize the scene and fragment attempts at a coordinated approach to school reform.

  Concerns continue over how to close the widening achievement gap between white students and students of color. School violence is down but nearly 40 percent of students still report the presence of gangs in their schools. Debates still rage over the need for private charter schools and voucher programs, both of which divert taxpayer funds from public schools.

  Dissatisfaction with public education in recent years is evidenced by the increased number of children schooled at home, now estimated by the National Center for Education Statistics to be more than 850,000 (NCES, 2002). According to the U.S. Census Bureau, only one-third of the parents school their children at home for religious reasons. A larger percentage believe they can give their children a better education at home and that a poor learning environment exists in their public schools (USCB, 2001).

  Out of frustration with the lack of progress in school reform, Congress extensively revised the Elementary and Secondary Education Act (ESEA) of 2001, more familiarly called the “No Child Left Behind” Act. The 1,100-page act mandates that states create safe schools, adopt tough new academic standards, ensure that students are tested on those standards, and improve teacher quality. No one can argue that the act has a major goal of improving student achievement. What remains to be seen, however, is whether a federally monitored program that includes high-stakes testing will be able to ensure academic excellence while avoiding political manipulation. Parents, students, and educators may have a long wait for major top-down reform to occur because there are just too many political barriers to overcome.

  The good news, though, is that productive change is occurring slowly and quietly at the school level. Across North America, there is significant change happening in schools where faculty members have decided to keep abreast of what science is revealing about how the brain learns and to use that information to guide their practice. The key is a principal who is a true leader and who gives the faculty the leeway to take appropriate curricular and instructional risks. When enough schools in a district adopt this approach, that district shines like a pearl in Bell’s “sea of mediocrity.”

  In the real world, it turns out that the instrument of meaningful change is the classroom teacher and that the unit of change is the individual school. This reality places building principals in an extremely important position. By their actions, they can be the true catalysts or obstacles to change.

  
ABOUT THIS BOOK

  Researchers, politicians, educators, and observers have written many books in recent years about why we need school reform; some have suggested how to accomplish it. Few books, though, have sought to include newer research into teaching and learning as the justification for the reform actions that educational leaders should consider. Dickmann and Stanford-Blair (2002) broke important ground with their book, which presented elegant and thoughtful arguments for aligning leadership with the growing body of research on intelligence.

  Leaders need resources to expand their knowledge and develop their skills. Leadership means taking the members of an organization to new levels of accomplishment and fulfillment. It does not mean doing more of what we are already doing. Schools today are complex and complicated organizations. Society is becoming increasingly heterogeneous, more non-English-speaking students are arriving in our schools, students come to school with different views on learning, and stress is now a constant for both students and staff.

  Despite these challenges, science may be the key to helping leaders lead. Cognitive neuroscientists are gaining greater insights into the workings of the human brain, including how the brain survives, interacts, and learns from its environment. Many of these insights can help educational leaders in their attempts to convince themselves and others of the importance of changing what we do in schools to help all students reach their full potential. Science can provide leaders with a deeper understanding of their own thinking processes so that their decisions are mindful and ethical. If leadership is the key to true educational reform, then thoughtful leadership is the key to thoughtful reform. To that end, I have written this book with the hope of providing educational leaders some insights into how research in cognitive neuroscience and other related areas can inform their practice.

  Questions This Book Will Answer

  This book will help answer questions such as these:

  
    	What are the attributes of a successful leader?

    	What are some basic facts that educational leaders should know about parts of the brain and their functions?

    	How can a leader encourage and develop creativity in a school?

    	How are the learning preferences of students different from those in the past, and what are the implications of these differences for curriculum and instruction?

    	What are other ways of evaluating teacher effectiveness besides classroom visits?

    	What are some strategies for resolving ethical dilemmas?

    	How can we discuss spirituality in schools without violating religious beliefs or the U.S. Constitution?

    	What are some effective ways of transforming the culture of a school?

    	What can be done to develop aspiring and current educational leaders while retaining those we already have?

  

  What Do We Mean by Brain-Compatible?

  Wherever possible, I have used findings from cognitive neuroscience to help expand the concept of leadership, especially in the areas of how leaders need to think and act to resolve dilemmas, handle conflict, and promote desired change. At the same time, leaders themselves need to know what researchers are learning about cognition, so that the decisions educators make in schools are consistent with brain-compatible curricula and instruction.

  Brain-compatible curriculum and brain-compatible instruction are not programs neatly packaged in kits that can be distributed conveniently throughout the school. Rather, they represent a frame of mind whereby the educator recognizes that new information is being revealed periodically about how the brain learns, and that this knowledge may translate into new initiatives and teaching strategies that can help students reach higher levels of achievement. Educational leaders must explain to teachers that the brain-compatible approach is not a program. Because of their experiences, some veteran teachers see any new initiative as a packaged program with a limited shelf life. I remember one war-torn teacher telling me: “I have survived learning styles, cooperative learning, and writing across the curriculum. Now, you want me to teach to the brain?” I did ask what body part he had been teaching to until now, but that only added to the awkwardness of the moment.

  To some degree, I can understand this cynicism. Some staff development programs of the past offered sessions that were far too short to be meaningful experiences, so teachers went right back to doing what they always did. The big advantage to the brain-compatible approach is that it shifts focus from the teacher to the learner. It aims to uncover for teachers as much as possible about how the brain learns. And the more teachers know about how the brain learns, the more likely they are to develop and select strategies that will result in successful learning. We all use care in selecting our physicians because we want our bodily ailments treated by the most up-to-date professionals. Taxpayers, then, should also be able to send the minds of their children to the most up-to-date professionals in their schools.

  Chapter Content

  Chapter 1 discusses the attributes of leaders from the perspective that leaders are made, not born. It reviews various leadership styles, their advantages and disadvantages, and ways for leaders to assess their own style. Also mentioned here are some of the discoveries in brain research that have application to what leaders are trying to accomplish in school reform.

  Chapter 2 presents some basic information about the major structures of the human brain and their functions. It discusses such topics as the difference between learning and retention, left and right hemispheric preferences, higher-order thinking, and the nature of creativity. True reform often requires creative solutions. Consequently, how leaders can be more creative and how they can honor and encourage creativity in school organizations is an important part of this chapter.

  Chapter 3 proposes what should be included in a curriculum that is more compatible with the brain of students today. It discusses the influence that modern society has on student learning and why students come to school with a different set of expectations about learning than those students of a decade ago. Using recent discoveries from neuroscience, some suggestions are made about the nature and content of the 21st century curriculum with a view toward being more successful at meeting the needs of a rapidly changing society and student body. A brain-compatible curriculum framework is introduced and explained, with special emphasis on reading and language acquisition.

  Chapter 4 offers a picture of what brain-compatible instruction and assessment should look like. The importance of classroom climate, novelty, retention strategies, closure, and imagery are discussed and supported with practical suggestions for classroom implementation. Practice, for example, can be a friend or foe, depending on how and when the student uses it. Suggestions for differentiated instruction and assessment are also presented to ensure that the needs of students of different ability levels are fully met.

  Chapter 5 deals with teacher evaluation, one of the most sensitive areas of leadership. As we begin to recognize the extraordinary complexity of teaching, we need to revise our ways of evaluating its effectiveness. Part of that evaluation suggests that leaders encourage teachers to gain new knowledge about how the brain learns and to devise strategies that incorporate that knowledge into their practice. The chapter also discusses ways of expanding evaluation methods to include multiple data sources, such as portfolios, student test results, action research, and parent and student surveys. Evaluation methods should also be aligned with national professional standards and school reform.

  Chapter 6 tackles a subject seldom discussed in educational circles, the need for ethical and spiritual leadership. Schools are ethical institutions and the leaders and staff should model ethical behavior. The chapter describes instances of unethical behavior by some leaders and suggests strategies to help leaders resolve ethical dilemmas. Also included are suggestions of how to discuss and model spirituality in schools without violating religious beliefs or the U.S. Constitution.

  Chapter 7 deals with the nature and power of school culture and suggests ways to assess and transform the present condition of that culture. It addresses such basic ideas as school start times as well as year-round and extended academic calendars. Ways of ridding school culture of misconceptions about learning-disabled, gifted, and minority students are also advanced. The chapter discusses the importance of establishing and working with teams, as well as recommendations for building an articulated staff development program that supports a positive school culture.

  Chapter 8 ties the previous chapters together by offering a model for a whole-brained approach to educational leadership. It describes the habits of mind that influence how we think and act, especially in situations involving problem solving and conflict resolution. Also included is how to apply this knowledge to build a community of learners within the school organization. Finally, the chapter discusses ways to develop current and aspiring educational leaders and offers some suggestions for how to tackle the difficult problem of retaining experienced leaders in the profession.

  At the end of most chapters is a section called Tips for Leaders. These pages include suggestions, surveys, strategies, and self-assessments for translating research and concepts into school and classroom practice.

  To implement meaningful and lasting reform, educational leaders must have a thorough understanding of how schools operate and what can be done realistically to improve them. This requires a thorough knowledge of the change process and the steps needed to successfully implement change. School leaders cannot do it alone; they need the help of all members of the school community. But leaders are vital instigators, and my hope is that this book will give them some of the information they will need to convince others to follow them.
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SCHOOLS NEED TRUE LEADERS

  Public education in the United States today can best be described by the opening lines in A Tale of Two Cities by Charles Dickens: “It was the best of times, it was the worst of times.” It is the best of times because never have we known so much about how the human brain develops, grows, and learns, so that we have the potential to be more successful with more students. We have better knowledge of the causes and treatments for learning difficulties, and new therapies are evolving for helping children with psychological problems and physical disabilities.

  It is the worst of times in that never before have the public schools been asked to do so much for society. Schools not only teach children. They raise them. Teachers not only present their curriculum, but they are also asked to counsel on drugs, sex, family problems, and personal relationships. Child-rearing tasks, such as ensuring adequate sleep and a healthy breakfast, once left to the family, now occur in school by default. Important discussions and learning opportunities for children that once occurred during the family dinner hour barely exist these days as a result of absent parents or overscheduling.

  Consequently, fewer adults have fewer opportunities to teach their children respect for the property and opinions of others and the rules of acceptable behavior. Schools, then, whether they like it or not, are left with the unenviable and daunting task of raising children as well as teaching them. The notion that teachers act in loco parentis has never been more accurate. In this best-of-times/worst-of-times scenario, educational leaders become the key to helping school staffs balance their responsibilities and priorities successfully. Managing cannot do it alone.

  
ATTRIBUTES OF A LEADER

  Defining leadership has not been an easy task for social psychologists or anyone else for that matter. Nonetheless, most of us have some idea in our head of what constitutes leadership. Rather than define leadership, we tend to describe it using characteristics that are common among effective leaders. Many books have been written about the attributes of leadership, often using case studies to show examples of effective leaders in business, politics, and the military. Research literature abounds with references to leadership styles, leadership models, and leadership behaviors. After sifting through much of the research, seven attributes of leaders consistently emerge. Great leaders

  
    	Are made, not born

    	Know their stuff

    	Have a clear vision of their mission

    	Respect and care for their followers

    	Have high expectations

    	Demonstrate absolute integrity

    	Are excellent role models

  

  This list is by no means complete. But it is a good starting point, and it is worth exploring these attributes to see how they apply to educational organizations.

  Leaders Are Made, Not Born

  Some personality traits common to successful leaders, such as assertiveness and gregariousness, have been found to be moderately inheritable, but few studies have been done of the genetic basis of leadership. One study of 247 adult twin pairs found that about one-half of the personality traits associated with leaders could have a genetic basis (Johnson, Vernon, McCarthy, Molson, Harris, and Jang, 1998).

  Leadership, however, is more than just personality traits. More often it is the result of developing characteristics that inspire people to work for the goals of an organization. These include understanding people, exercising power and authority judiciously, empowering colleagues, and being decisive. Leaders know their strengths and weaknesses. They use their strengths wisely, compensate for their weaknesses, and draw on the talents of other members of the organization. Schools are seldom ideal places to develop leadership skills because policies and regulations often place strict limits on the discretionary power of a school leader.

  Leaders Know Their Stuff

  No one expects leaders to know everything, but they should be well versed in the competencies needed to be successful in the organization. They should also know the rules that govern their position and control the exercise of their authority. In schools, this means that leaders need to know those regulations and policies that relate to the decisions they regularly make. What is more important, because school leaders often supervise and evaluate their staff, they need to possess the knowledge base to explain, and the skills to demonstrate, effective instructional strategies to those teachers requiring such support. Although playing politics may result in a promotion, it will not earn the principal the respect of the staff.

  Leaders Have a Clear Vision of Their Mission

  Leaders need to determine where they want the organization to go and how they will get it there. To know where they are headed, leaders must analyze, assess, plan, implement, and evaluate. A clear vision is particularly crucial when human and financial resources become tight or when competing factions are demanding services that could change the mission of the organization. Now the leader must decide which allocations of dwindling resources or which set of demands is less likely to prevent the organization from achieving its goals. In schools, the most common vision statement is that all children can learn. We know that students have their strengths and weaknesses and that some learn faster than others. Yet, schools treat most students as if they all learn the same way. We still

  
    	Insist that students spend the same time at each grade level

    	Follow an agrarian calendar

    	Use language competency as the main indicator of their intelligence

    	Subject students to too much teacher talk at the secondary level

  

  These structures run counter to the idea that all students can learn. Rather, they decrease the ability of the staff to individualize instructional services for students.

  Leaders Respect and Care for Their Followers

  Effective leadership is a partnership with others rather than a one-person operation. Mutual respect between leaders and followers is essential for developing a sense that all members of the organization care about and contribute to each other’s success. Schools are usually tightly knit organizations. Consequently, the level of respect and interest that school leaders exhibit in their professional relationships with the staff is often the deciding factor in how much the staff will respond when the leader asks for assistance in solving difficult problems.

  Leaders Have High Expectations

  With few exceptions, job performance tends to rise or fall to the level of expectation set by the leader. High expectations yield high performance, generally followed by monetary and in-kind rewards for both leaders and followers. When setting high expectations in schools, educational leaders will find that some teachers will consistently meet and exceed those expectations. Others, however, may be more reluctant to rise to the expected level because of the absence of financial or other incentives that reward superior performance. Recent recognition of this human trait prompted some states and districts to offer bonuses to teachers in schools whose student performance indicators exceed preset goals.

  Leaders Demonstrate Absolute Integrity

  Trust is the cornerstone of the leader-follower relationship. Followers must feel confident that the leader speaks truthfully, keeps confidences, and avoids playing one member of the organization against another. School principals serve as leaders, coaches, and teachers, and must also be available to serve as counselors and to give praise and reprimand with objectivity. In schools with strong collective bargaining agreements, lack of mutual trust can easily engender or intensify an “us against them” mentality between the leaders and the staff.

  Leaders Are Excellent Role Models

  Successful leaders lead by example, demonstrating with their behavior the very attributes that they honor and reward in their followers. In schools, principals should model good instructional strategies when conducting their faculty meetings. If they believe in sharing power, then they must give decision-making authority to individuals and committees within the building and accept their decisions willingly.

  Other Attributes of Leaders

  For leaders to effectively demonstrate the seven attributes listed above, they must be able to be and do the following:

  
    	Understand people

    	Be decisive

    	Communicate and listen well

    	Be flexible

    	Know when to delegate

    	Be innovative

    	Set priorities

    	Be a visionary

    	Know when to be intense and when to relax

    	Be positive

    	Have a sense of humor that avoids sarcasm

    	Be willing to take risks

    	Be introspective

    	Develop good problem-solving and decision-making skills

    	Know how to assess and coach the skills of others

    	Be predictable

    	Be there

  

  
ORGANIZATIONAL EXPECTATIONS

  Organizations have expectations of their leaders. Some of the expectations cited by DePree (1992) for organizations in general can be modified to reflect what the staff members and students expect from their administrators. The principal

  
    	Is responsible for the equitable assignment of teachers and other resources in the school.

    	Provides the staff and students with a clear vision of the school’s mission.

    	Defines and expresses in writing and through behavior the beliefs and values of the school.

    	Ensures that priorities are set, communicated to the staff and students, and adhered to in practice.

    	Focuses on the climate and health of the school organization more than on his or her image as a leader.

    	Is responsible for the continued renewal of the school through professional development and other similar activities.

    	Applies policies to students and staff in a manner consistent with the vision, beliefs, values, and mission of the school.

    	Never embarrasses members of the school.

    	Ensures that planning receives direction and approval.

  

  Leaders who are continually aware of these organizational expectations and who strive to fulfill them are very likely to be successful in winning the loyalty of the staff when proposing change and in times of crisis.

  
LEADERSHIP STYLES

  Researchers since the late 1800s have examined how leaders lead within the context of their respective organizations. Consequently, theories about leadership have evolved as the contexts in which they were explored changed throughout the last century. Here is a summary of some of the more prominent theories of leadership style and the degree to which they affected school organizations.

  Autocratic/Bureaucratic

  From the late 1800s to the 1950s, autocratic style was prevalent in the early industrial organizations. The leadership style was dogmatic. Commands were issued and compliance was expected. The leader used power to give or withhold rewards and punishment. The growth of government during the depression era gave rise to a variation of autocratic style, called bureaucratic style, which valued rules, regulations, and rank. This style is obsolete in the private sector of modern industrialized societies but still prevails in government agencies and in the military.

  Both autocratic and bureaucratic styles were prominent in schools during the first half of the 20th century. These styles, however, gave way to more democratic approaches through collective bargaining agreements when teachers unions began to gain strength in the late 1960s.

  Democratic/Participative

  The turbulent 1960s gave rise to demands for democratic and participative leadership that was characterized by consultation with members of the organization on significant actions and decisions. The leader encouraged and rewarded involvement in the process and made decisions with the approval of the members. The major weakness of this approach was the vulnerability of the organization to the will of the majority, that is, what is good for the majority is not always good for the organization.

  Democratic leadership style in individual schools was severely limited by the myriad of local school board policies and state rules and regulations that put significant restraints on the ability of schools to establish their own procedures. Even today, the degree to which the organization and direction of individual schools can vary is limited by local, state, and federal regulations.

  Situational

  Situational leadership came to light in the early 1970s and was based on the idea that leadership should shift among members of the organization according to the needs of a particular group at a specific point in time. The leader and members of the decision-making group are selected depending on the particular situation and time frame in which the decision must be made. One weakness of this approach is that it is very difficult to predict in advance which type of leadership skills would be most effective in a particular situation. Consequently, situational leadership can be time-consuming because several groups may have to be formed with new leaders before a satisfactory decision is reached.

  School districts have used situational leadership in limited ways for many years. One common example is the establishment of a district-wide committee to rewrite a specific curriculum. The committee leader and members are usually chosen because of their expertise in the content of that particular subject area.

  Transactional and Transformational

  As organizations grew more complex, transformational leadership gained favor during the 1980s. This approach recognizes that, within an organization, there can be many leaders who share the same goals and who can be empowered to make certain decisions. Transactional leadership develops from the exchange process between leaders and subordinates wherein the leader provides rewards in exchange for the performance of subordinates. In this arrangement, the leader clearly specifies what he or she wants, determines what the employee wants, and brokers the contractual exchange of the two. The contractual relationship is based on agreed-upon goals, minimally acceptable performance levels, and a reward for satisfactory performance or a penalty for unsatisfactory performance. Some researchers believe that transactional leadership promotes mediocrity in that the focus is on minimum performance of assigned tasks. Transactional leadership is distinguished by negotiation, exchange, and contractual dimensions between manager and employee (Bass, 1985).

  Transformational leadership goes beyond transactional leadership by motivating followers through charisma to emotionally identify with the vision of the leader and to sacrifice their self-interest for that of the organization. Followers are encouraged to question their own ways of doing things and their assignments provide them with new learning opportunities. According to Bass (1985), charisma, attention to individualized professional development, and the ability and willingness to provide intellectual stimulation are critical to leaders who want to transform organizations faced with demands for renewal and change.

  Using transactional and transformational leadership is not easy in schools still laden with heavy bureaucracy and imbued with a top-down leadership ethic. But there are ways that it can be done. Transactional leadership, sometimes called bartering, is based on an exchange of services for various types of rewards that the leader controls. This approach works well only when both leaders and followers understand and are in agreement about which tasks are important. To be successful in schools, transformational leaders need to pursue the following three goals:

  
    	Help staff develop and maintain a collaborative and professional school culture that reduces teacher isolation, shares leadership, delegates power, communicates norms and beliefs, and uses the bureaucracy to support cultural changes.

    	Encourage the staff to internalize goals for professional growth.

    	Help teachers work smarter, not harder, by recognizing that teachers as a group can develop better solutions than the principal can working alone.

  

  Transformational leadership is no panacea, but it can be a part of a balanced approach to creating high student and teacher performance in schools.

  Systemic

  This leadership style emerged in the late 1980s and 1990s and becomes necessary when it is apparent that piecemeal efforts are not working and that true reform can come only by fundamentally changing an organization’s hierarchy and basic systems. Societal forces (such as alternative family structures and a decrease in civic responsibility), economic forces (such as workers experiencing multiple career changes), and the impact of technology are placing new expectations on educators. In turn, educational leaders need to determine whether the current mission and offerings of their schools can meet these expectations. If not, then these leaders will need to use reflection, rethinking, and restructuring to make the systemic changes necessary so that the schools can effectively serve their communities.

  For systemic change to succeed in schools, educational leaders need to consider the following:

  
    	Demonstrate true support for change through personal vision, realistic goals, willingness to take risks, and by building community support.

    	Establish a clear vision and mission for the educational institution.

    	Ensure a strong role for building principals because they are in touch with all members of the school community and are more aware of the complex relationships in schools, thereby enabling them to help others in the school understand their unique role in systemic change.

    	Encourage school board members to promote change and to concern themselves with strategic planning and educational outcomes rather than managerial responsibilities.

  

  
WHAT STYLE OF LEADER AM I?

  Researchers in leadership and management today agree that no one leadership style will successfully manage the issues emerging from a rapidly changing and technologically complex world. In fact, some researchers warn that for educational leaders to successfully implement major school reforms, they must fully understand their own strengths and weaknesses so that they can find solutions within the school organization rather than be dependent on externally initiated changes.

  Managing Oneself

  Successful leaders know themselves. They know their strengths, their values, and how they perform best. Drucker (1999) maintains that leaders have to learn to manage themselves before they can lead others. He suggests that leaders examine at least six aspects to determine how well they manage themselves.

  
    	
Determining Strengths. A person performs best on strength, not weakness.

    	
Assessing Performance. How one performs is unique and dependent mainly on personality.
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Examining the Value System. Personal value systems often determine how leaders behave in an organization, especially when the values of the leader conflict with those of the organization.

    	
Determining Job Position. Leaders need to determine which leadership positions are compatible with their strengths, performance, and value system.

    	
Deciding on Contributions. Leaders are more likely to succeed if they have select contributions that are realistic and achievable.

    	
Understanding Relationships. Leaders get greater and more lasting results when they build relationships and work with others rather than alone.

  

  Leading From Within the Organization

  Educational leaders, especially school principals, are often placed in the position of implementing changes that were externally initiated, such as state standards, curriculum reform, and standardized testing. Determining how long these changes will last is guesswork because many are the result of political rather than educational decisions. The demands of parents and the community, business interests, and government policy makers have placed a heavy burden on principals who feel overworked and underappreciated. How can they be true leaders when they spend so much time responding to daily crises and outside demands? This overload tempts principals to seek out, and become dependent on, packaged external solutions for internal problems.

  Researchers in leadership suggest that the public school environment is so complex that principals must realize there is no one answer for how to carry out school reform. Hargreaves and Fullan (1998) propose that reform-minded leaders develop their own theories of change and test them against new situations. They offer the following four guidelines to help leaders overcome their dependency on outside solutions:

  
    	
Respect those you want to silence. People who are resistant to a reform initiative can often provide insight into how to deal with a complex problem. Leadership involves mobilizing people to tackle tough problems and to learn from dissonance.

    	
Move toward the danger in forming new alliances. Healthy school-community relations can help implement reform initiatives. Rather than withdrawing inside the school, principals should reach out to the public and see them as a positive component to reform, not as the enemy.

    	
Manage emotionally as well as rationally. Principals need to create a supportive environment by placing a high priority on reculturing, which involves changing the values, norms, and relationships in the school to develop new ways of working together (see Chapter 7). This process requires a strong emotional involvement from the leader and others in the organization. Reculturing gives people the stamina to face the challenges and anxieties that emerge during meaningful school reform.

    	
Fight for lost causes. Leaders who have hope are more likely to be successful because they can place their problems in a loftier perspective that helps them stay calm when the going gets rough. Principals should have and display hope because teachers need to be reminded that they, too, are working toward a greater purpose. Hope is not a promise, but an optimistic view that makes the school a healthier place for all.

  

  Knowing that there is no clear solution to the complex problems facing our schools, educational leaders can shed their dependency on outside solutions and look for answers nearer at hand. By working closely with the staff, parents, and school community, principals can put their in-house solutions to the test and move closer to true and lasting reform.

  A Leader or a Manager?

  Teachers sometimes complain that their building and district administrators are managers and not leaders. By this they imply that the principal and central office personnel are bureaucrats who maintain the status quo and avoid adopting the changes necessary for districts to address the problems currently facing our schools.

  Leaders are those who possess the attributes and skills discussed earlier in this chapter. They are proactive, committed, and decisive individuals who are willing to take risks while looking for creative ways to solve problems. Managers, on the other hand, tend to be reactive. They avoid risks and make decisions within the confines of rules and history. Modern schools need leaders; there are already too many managers.

  
IMPACT OF BRAIN RESEARCH ON LEADERSHIP

  During the last two decades, research in the neurosciences has revealed new understandings about how the brain grows, develops, and learns. This information has important implications for what educators do in schools and classrooms. Educational leaders need to be aware of the new research as it applies to their practice. The most significant characteristic of a profession is that its members continue to add to their knowledge base those discoveries and insights that can allow them to be more effective with the clients they serve.

  In the ensuing chapters, we will examine how some of the new revelations from neuroscience can help educational leaders become even more effective in bringing about those changes that will make our schools the most powerful teaching and learning organizations they can be. And why is this now so very important? Mainly because futurists and management researchers, such as Peter Drucker, seem convinced that the success of a society and its culture in the 21st century will be determined largely by their supply and productivity of knowledge workers (Drucker, Dyson, Handy, Saffo, and Senge, 1997).

  The birthrate in most developed countries is declining, largely because the younger population is concerned about their ability to support a growing number of nonworking older people. Thus, the continual and systematic production of knowledge and knowledge workers is crucial to counterbalance the declining birth rate in the developed world. This evolving trend has implications for schools and their leaders. First and foremost is the realization that knowledge is a fragile commodity with a short shelf life. Knowledge workers must know how and what new skills and information they need to learn to remain competent and successful. Schools, therefore, need to focus more on helping students learn how to learn and how to recognize when it is time to learn something new in their job. Educational leaders become the key to ensuring that schools are not focused solely on dispensing knowledge, but more on developing individuals who will know what knowledge and skills are important for their continued success in the complex world of the 21st century.

  How can leaders accomplish this critical task? Let us start this journey in the next chapter with an overview of brain structures and their functions, learning, and links between neuroscience and our understanding of leadership.

  
MAJOR POINTS IN CHAPTER 1

  
    	Educational leaders are made and not born. They can learn and develop the knowledge and skills they need to be successful leaders.

    	Organizations have expectations of their leaders. When school leaders meet these expectations, they are more likely to get the loyalty of the staff and students in times of crisis.

    	Leadership style describes the general approach that leaders use to carry out their responsibilities. Some common styles are autocratic/bureaucratic, democratic/participative, situational, transactional and transformational, and systemic. In practice, school leaders may intuitively vary their style depending on the situation.

    	No one leadership style will successfully manage the issues emerging from a rapidly changing and technologically complex world. To successfully implement school reforms, educational leaders must understand their own strengths and weaknesses so that they can find solutions within the school organization rather than be dependent on externally initiated changes.

    	Managers tend to do things right while leaders do the right thing. Schools today need more leaders.

    	Research in the neurosciences has revealed new understandings about how the brain grows, develops, and learns. This information has important implications for what educators do in schools and classrooms.

    	Educational leaders need to ensure that schools are not focused solely on dispensing knowledge, but more on developing individuals who will know what knowledge and skills are important for their continued success in the complex world of the 21st century.

  

  TIPS FOR LEADERS #1.1

  Strategies for Managing Oneself

  Successful leaders learn to manage themselves by developing their strengths and by placing themselves where they can make the greatest contribution to their profession (Drucker, 1999).

  
    	
Building Strengths. Discover your strengths through feedback analysis. Whenever you make a key decision, write down what you expect to happen. Later, compare the actual results with your expectations. You may be surprised at the insights you get about where your strengths lie. This method shows you what you are doing or failing to do to make full use of your strengths. It also reveals areas where you lack competence. Work to improve your strengths and acquire the knowledge and skills you need to fully realize your strengths.

    	
Remedying Any Bad Habits. Work, too, to remedy any bad habits that are revealed in the feedback analysis. For example, some leaders have great plans that never get realized because they fail to follow through. They must find the people who will carry out the plan and follow through when the plan is completed. Don’t forget to say “please” and “thank you” and the simple rules of courtesy that make people in an organization feel valued.

    	
Avoiding the Impossible. All of us have areas in which we have little talent or skill, and almost no chance of getting good at them. Avoid getting involved in areas where you have little competence. Seek out those projects where your strengths will allow for accomplishment. Avoid spending too much time trying to change incompetent staff members into mediocre performers. It is better to make a competent person into a high performer.

    	
Improving Performance. Performance is often the product of personality traits, including learning style. Are you a reader or a listener? How do you learn best? How do you perform best? Do you work well with other people or alone? Are you a better performer as the superordinate, subordinate, or a team member? Do you work better under pressure or in a highly structured and predictable environment? Do you work better in a large or small organization? Are you more comfortable as a decision maker or an adviser? Answering these questions about yourself will help guide you to a leadership position where you can perform successfully.

    	
Matching Values. Leaders are more likely to be effective in organizations whose values match their own. Some school districts, for example, judge their worth largely on the results of standardized tests or on how many students in the graduating class get into college. Leaders whose value systems are focused on serving all students or on expanding offerings in the arts may be at odds with the values of the organization. The value systems do not have to be identical, but they must be close enough to coexist.

    	
Deciding Where to Belong. When you have a clear picture of your strengths, performance, and value system, you can better decide in which type of leadership position you belong and which type you should avoid. For example, if you are a better performer as an adviser, then avoid decision-making assignments. Assistant principals and assistant superintendents were often put in their positions by strong leaders who needed trusted advisers. Although highly successful in the advisory posts, they sometimes fail when placed in the top position and have the responsibility for making decisions.

    	
Deciding What to Contribute. Managers try to maintain the status quo; leaders contribute to the organization so that it can be even more successful in achieving its mission. Deciding on which contributions to make will depend on (1) what the situation requires, (2) your strengths, performance, and value system, and (3) what results have to be achieved to make a difference. Keep your timeline short but realistic. For example: What can you achieve that will make a difference in the next year? What you set out to do needs to be meaningful, visible, and, if possible, measurable.

    	
Taking Responsibility for Relationships. To accomplish their goals, leaders usually need to work with other people. Thus, building relationships is a vital task for a leader. Also, it is important to know the strengths, performance modes, and value systems of individuals before giving them specific assignments. Working relationships are based as much on the people as on the nature of the work. Principals, for instance, who were promoted from within the school often detect a strain in their relationships with their former faculty colleagues. Maintaining these relationships, however, is important to furthering the work of the school.

    	
Taking Care of Yourself. School leaders are under enormous stress from both internal and external forces. They often have 60- to 80-hour work weeks, leaving them little time to spend with their families or to take care of their physical and mental health. Find a stress-relieving hobby (for example, fishing, bicycle riding, or playing bridge). Devise an exercise plan and stick to it. Occasionally ask others to fill in for your evening responsibilities and have a quiet dinner together with the family or friends. If work-related stress continuously and seriously affects your relationships with loved ones, it is time to think of another position or career.

  


  
    
      
      
    
    
      	Linking Leadership

      to the Brain
      	
2
    

  

  Educational leaders are like teachers in one very important aspect: They try to change brains every day. Whether it is with a parent, student, teacher, or administrative colleague, educational leaders are usually arguing a point, explaining a rule, or defending a position in an effort to convince or teach the listener. Consequently, the more leaders know about how the brain works, the more likely they are to be successful at changing it.

  To that end, here is some basic information about the human brain. The goal here is not to make neuroscientists out of leaders. Rather it is to give them enough knowledge and understanding about important brain structures and their functions so that leaders can be more effective in carrying out their many responsibilities.

  
BRAIN STRUCTURE AND FUNCTION

  Exterior Structures

  To understand some basic information about the structure of the brain, we need to look first at the major exterior parts of the brain (Figure 2.1). The wrinkles on the outside of the brain make it look like an oversized walnut. Although the minor wrinkles are unique in each brain, several major wrinkles and folds are common to all brains. These folds form a set of four lobes known as the frontal, temporal, occipital, and parietal lobes. Collectively they are called the cerebrum (Latin for brain). Each lobe specializes in performing certain functions.

  The frontal lobe is the executive control center of the brain, monitoring higher-order thinking, directing problem solving, and regulating the excesses of the emotional system. Because emotions drive attention, the efficiency of this area is linked to the limbic centers. The frontal lobe also contains our self-will area, what some might call our personality. Trauma to the frontal lobe can cause dramatic, and sometimes permanent, behavior and personality changes. (Note: Educational leaders might discuss with parents the wisdom of allowing 10-year-olds to play football and soccer where the risk of trauma to the frontal lobe is so high.)

  [image: images]

  Figure 2.1 This diagram shows the four lobes of the brain (cerebrum) as well as the motor cortex and the cerebellum.

  Because most of the working memory is located in the frontal lobe, it is the area where focus occurs. The frontal lobe matures slowly. MRI studies of postadolescents reveal that the frontal lobe continues to mature into early adulthood. Thus, the emotional regulation capability of the frontal lobe is not fully operational during adolescence, a major reason why adolescents often submit to their emotions and resort to high-risk behavior (Sowell, Thompson, Holmes, Jernigan, and Toga, 1999).

  Voluntary body movements are controlled by the motor cortex, a narrow strip of neurons that runs from ear to ear along the top of the brain between the frontal and parietal lobes. Below the occipital lobe lies the cerebellum (Latin for little brain), which coordinates learned and involuntary movement. Table 2.1 lists the functions of the four lobes as well as of the motor cortex and the cerebellum.

  Interior Structures

  Next, let us take a look at some of the more important interior brain structures (Figure 2.2). At the base of the brain, just below the cerebellum, is the brain stem, which regulates critical body functions. At the top of the brain stem and deep within the central core of the brain lies the limbic area. This part of the brain regulates attention and emotional response. Of all the structures located in the limbic area, the thalamus, hippocampus, and amygdala are of great interest to educators. These structures play critical roles in the processing of incoming information, learning, and long-term storage.
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