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, l t15METAPI{oRS TI&AT Cffi TIIE

- =ESSENCE OF
TI{E FOttR fnru|'ffiS

IT{E STRUCTT'RAI, FRAME

a faetntg or a machine

TI{E HUTTIAN RESOURCE FRAME

e femllg

TT{E POLTNCAT FR,AME

e jungle

TTIE SY-IvTBOIIC FRAME

a carnivaL temple, or theater

Lee Bolman & Terry Deal
REFRAMING ORGANIZATIONS: ARTISTRY, CHOICE,

AND LEADERSHIP, 1997.



CORE ASSUMPIIONS
OF TIIE

STRUCflIRAI', FRrAltIEi

l. Organigations exist to achieve established
goals and objeetives.

2, Organigations work best when rationalitg
prevails over personal preferenees and
external ptessures.

3. Structures must be designed to fit an
organlsation's cilcumstances (including
its goals, technologg, and environrrent).

4, Organlgations increase effieiencg and
enhance performence through
speeialigation and division of labor.

5. Appropriate forms of eoordination and
control ate essential to ensuring tihat
individualg end units work toge{:her in tjhe
serviee of organisational goals.

6, Problerru an d pefiormence gips erise from
sructural defrciencies and cen be
remedied through restructuring.

Lee Bolman and Terrence Deal. REFRAIVTTNG oRGANrzrITroNS:
ARTISTRY, CHOICE, AI\ID LEADERSHIP, t9g7, p. 4O.



STRUC TI'RAT, LF,ADER SI{IP
RESPONSES

focus on
tlre design of

ot ganisati onal structrrr e s,
and other forrnal rnechanisrns

to clarifu situations
and/ot to solve problerns.

there is e heavg ernphasis
on tasls, fae,ts,

loEe, and rationalitg.

Baeed on the ideae of ke Bolman and Terry Deal inREFRAIVIING ORGAI\IZATIONS : ARTISTRy, 
-CHOICE,

AND LEADERSHIP, T997.

policies, ptoeedrrr as,
job deseriptions,



) relies on analgtieal
skills.

) is ateehnieal expefr.

) pags attention to detail.

) is known for eLeal,
losealthinking.

) is an analgstt.

A Stlucturalleadet...

(Based on the ideas of r'ee Bolman & Terrg Dea,l in REFRAMING
OROANIZATIONS: ARTISTRY, CHOICE AND I,EADER8[|!P, tgg?)



CAUTION !
'The STRUCTtIRAI, FRAME risks

a oignoring evergthing ttrat falls
outside the rational jrrrisdiction of

procedrrr €s, policies, and
ongenizalion charls. Structrrral
tjhinking ean ovetestirnate the

power of autlroritg and
underestimat€, the authoritg of

pow er. Patadoxicallg, ovewelian ee
on srtructrrral a$umptiorrs and a

narrow ernphasis on rationalitg to
often lead to an irrational negleet
of hurnan, politiealu and cultrrral

vatiables that ane crucial to
or genizati onal effeetive ness.'

Lee Bolman and Terrence Deal. REFRAMTNG oRGANTzA'floNS:
ARTISTRY, CHOICE, A.ND LEADERSIIIP, lgg7, p. 28O. J



THE T{I'IVIAN RESOT'RCE FRAI\4E

,The I-IUIVIAN RESOURCE FRAME,
based particularlg on ideas from
psgcholo(N, sees an organisation as
much like an ertended farnilg,
irfiabited bg individuals who have
needs, feelings, preju diees, skills, and
limitations. Theg hrave a great,
eapacitg to learn and sornetirnes an
even gre^ta'' eap^citg to defend old
attitudes and beliefs. Frorn e hurnan
resource perqp eelive, the keg
challenge is to tailor organisations to
people -- to find e wag fol individuals

-to-get the job done while feeling good
about what theg ane doing.'

r,ee Bolman and Terrence Deal. REFRAIITTNG oRGAlIrzATroNS:
ARTISTRY, CHOICE, AND LEADERSIIIP, tgrg?, p. 14.
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CORE ASSUMP'NONS
OF TI{E

TIU}4AN RESOI'RCE TRAI\4E

l. Otganigations exist to serre human needs
ratfier than the tevetse,

2, People and organisations need each otlrer:
organisations need ideas, enetglf, and
telent; people need eateets, selerles, end
opportunities.

3, Whcn th€ fit between tndtvlduel end
sgsterr is poor, one or both suffer:
individuals will be exploited or witt erryloit
tlre orgeniaetion -- or both wfn become
victims.

4, A good fft benefits both: tndtviduels ffnd
meaningfirl and satisfging work and
organisationg get tlre talent and enet(ru
tbeg need to gtcceed,

r.ee Bolman and rerrence Deal. RtFRArltrNG oRGArIrzaTroNS:
ARTISTRY, CHOICE, AI\ID LTADERSHIP, l,gg7, pp. ro2-rog.
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I{UI'4AN RESOT'RCE
LF,ADER SI{IP RE S P O NS E S

focus on
the ernpowerrnent of peoPle,

understanding their
desir€s, eoneerns,

strengths, and lirnitations,
and providing t*rem with
psgchologleal support

when needed,

There is e heavj ernphasis
on two-wag corrrrnunicatiorr,

openness, involvernent, and
pFofe-ssional?eV-elOprnent.

Baeed on the ldeas of Lee Bolman and Terry DeaI ln
REFRAMING ORGAI\IIZATI ONS : ARTISTRY, CHOICE,

AND LEAI'ERSIIIP, 19/97. I



Al{urnan Resouree
,Ineadel .o.

) relies on interpersonal
skills.

) is a counselor.

) ex?nesses concern for
others!.

) is known for beirg eating
& supportive.

I  ! -  i  o  r) Is a hurnanrst.
Baged on the ldeaa of Lee Bolman & Terry Deel tn REFRAIIrNGORGAJ\IZATIONS: ARTISTRY, CHOICE, ATID ITADERSIIIP, '.gig?.
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METAPI{ORS TI&AT Cru II{E
ESSENCE OF

TI{E FOTIR FRAIUES

fl{E STRUCIURAI, FRAIvTE

e fectorg or 3 rnectrlrre

TI{E I{tIlvlAN RESOI'RCE FRAVIE

a farnilg

T}IE POTrttCAt, FRnME

e jurrglc

TTTE SYMBOIIC FRAME

a carnival temple, or theater

I.ee Bolmen & Terry Dcal
REFRAMING ORGAMZATIONS: anffSTRy, CHOICE,

AND LEADERSHIP, T997.
lo



CATITION !
'Adherents of the I.tttMAN

RESOUR eE FRAIVIE sornetirnes
cling to a rornanticised view of

hurnan natrue in which evetgone
alwags hungers for grourth and
eollaboration. Ilurnan resource

enthusiasts een be too optirnistie
about integrating individual and

organizational ne eds while
negleeting the power of structrue

and the srtubborn tealities of
conflict and seatcitg.'

r,ce Bolman ond Terrence DeaI. REFRAMTNG oRGAn[zarroNS;
A,RTISTRY, CHOICE, AJVD LEADERSHIP, l'gg7, p. 2gO. t\



PERSONAL REFLECTION
ACTTVITIES

The Superintendents' Acadenry
New York State Council of

School Superintendents

I'L_



TI{E POTITICAL FRAIUE

Ttre POIIITCAI' FRAME is 'rooted
pafticularlg in tlre work of political
seientists. It sees olganigations as atenas,
contests, or jungles. Diffetent interests
cornpele for power and seatee resources.
Conflict is rarnpant beeause of enduring
differences in needs, parspectivas, and
lifestgles among various individuals and
(Iroups. Bargaining, negotiatioru eoereiorr"
and eomprornise ane part o{ everydag life.
Coalitions forrn around specift,e interests
and ehange as issues eorrore and go.
Problerus arise when powe! is
eoneentrated in ttre wron g plaees or is so
broadlg dispetsear-that n6t*ring gets done.
Solutions arise frorn politi eal ski[ and
acurnen -- as Machiavelli suggested
centuries ego in THE PRINCE (lSl4).'

I,ee Bolman and Terrence Deal. REFRAMTNG ORGANTZATTONS:
ARTISTRY, CHOICE, AI\ID LEADERSIIIP, Igg7, P. T4.
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CORE ASSUMP'NONS
OF TTIE

POTTNCAL FRAME

l. Organigations ate coalitions of vanious
individuals and interest (trroups.

2. Tlrere ate enduring differcnces among
coaiition membenu in values, beliefs,
informetion interests, and perceptions
of retlitg.

Mogt lmportant, deeisiong lnvolve thc
allocation of sceree resour ees -- who
gefs what.

Searee resour ees and enduring differcnces
gve conflict a central role in organi sa-
tlonal dgnemlcs and meke power the
most important resoutce.

5, @oals-end deelslorrs emerge from
bZrgeining, negotiaTion -nd-jockEging
for position arnong different stakeholders.

r.ee Bolman and rerence Deal. REFRAMTNG oRGAI\ilzt\TroNS:
ARTISTRY, CHOICE, Al\tD LEADERSf:IIP, tgg7, p. t6g.

3,

4,
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POLMCAI LEADERSI{IP
RESPONSES

focus on
the competition

for powet and seer.ee resourceg
and tlre Eranegement

of conflict
arnong individuals and/or groups.

lTrere is e heavlg ernphasis
on bargaining,
negotiations,
cornpromis€,

eoalition building,

Baged on the ldeag of ree Bolman and Terry Deal lnREF'RAMING ORGANIZI\'TIONS : ARTISTRY, bHOICE,
AI\ID LEADERSITIP. 1997.

l{



Ilre Politic al Leadet,..

) relies on potitic alskills.

) is a negotiator.

) builds alliances.

) is known for being
tough & asseftive.

) is-e potitician.

(Brced' on the tdezs of r.ce Bolmen & Terg Ded ln REFRAMIN€OROAIIIZATIONS: ARngfRV, CHOTCA erfp I,EADERSHIP, tgg?,)
I t



METAPT{ORS fi{AT Cffi TI{E
ESSENCE OF

TfiE-FortR FRAMES

fl{E STRUCII'RAI, FRAME

a factorg o! e rnachlne

THE HUr/rAN RESOURCE FRAME

e famllg

TI{E POI,ITTC AL FRAIT{E

a jungle

TT{E SY-MBOLIC FRAME

a carnival temple, or theater

ke Bolmcn & Terr5r Deal
REFRAMING ORGAIIIZA'TIONS: ARTISTRY, CHOICE,

AND LEADERSHIP, T997.
l1



PERSONAI REFIECflON ACTIVTNES
POTTTICAL LEADERSI{IP

r Wben someone ctltlclrr gou for belng e 'polttlclln' or meldng e
decision on tbe basis of 'politics,' how do gou feel ? What specificallg
carre3 gou to feel thet wtg ?

I How would gou assess gour overall ef{ectlveDess as a 'politician ?'
Wbet spcclflc deflnltlou do gou heve In gor.lr beed when gou thlnk of
tbe conc efr d 'pollticlan ?'

' wben gou think about the concefr of'power,' what specificallg
corner to mlnd ? whlg ?

t wbet lpeclflc tgpee of power do gou routinelg vse ? whet tgpes of
polidcal power are routinelg used agalrrst gou 7 [Iow are gou defining
tbe term '1>owct' for thece pvposes ?

I How do gou respond to the notlon thet tbere elwags seerru to be
competltion ln organirations for scarce lesoulces ? Wbzt exactlg does'ocgtcc tcsourcct' metn to gou 7

I Whet erctlg do gou corrslder to bc gour g"eateet ltrengtt.s 3s s
polttlcal lezdet ? W}rzt has caused gou to make thet determlnation Z

r Wbat exactlg do gou consider to be gour gteatcst lirnitatiorrs as a
poltt lcel leeder 7 Whet hgc crused r;ou to mcke thet determtnetlon ?

I TNnL ebout thc tlme3 tbet goq er e leeder, hlve utlltred bergalntng,
negotiatlons, compromlse. znd,/ot coalltlon bulldlng, What speclficallg
do gqu-lbtnk beg led gqq to conclude thet eecb of tlrgqe fgur leederstrtp
responses wrs rcqubed, ?

I Whet tgPs of confltct bave carrsed gou tbe gteatest professlonal
proDlemr lu t'he psc., ? lt|hg do gou thln} thst ts the cage ? wbr,t
crlterle ere ln gout head thet led gou to tbat essessment ?

I In wbom do gou feel thet gou caD confid.e, get tdvlce fiom, end
obteln psgcholog{cel support ln polltlcrl metters ? How do gou
determlne thet someone ls 'worthg' of gorrr trrrt tn tbls atet ? ,

j
:

,i

;

{

@ Stanley A- Schainker



t hrbt sPeclflcsllg In gour own formal tralnlng to be e SupertntendeDt
provided gou with sldlls and,/ot $rategies reqrrired, rc be an et{ective
poltttcel lezd,et ? Wlnt exactlg does 'eftectlve polltlcat leedet' mean to
gou 7

I Using Do mote tban one sentence tot each how would gou summarir€
ttrc poutlcel expecbtloDs tbet eech of tbe followlng bas for gou::

School Bottd, ? Admlnlgtretlve St'rft ?
Teachew ? Communltg Leaderc ?
Prl.etts ? Students ?

I'l/hich of these groups' expecktions do gou find tbe most difficult to
fulflu ? wbg ? lttlbr.t ls golrlg on 'ln gorlr mlnd' tbet cer:ses gou to
reacb that conclrrslon ?

@ Stanley rd Scbainker
;ot ,



CAJ'JITION !
'The POIr$rcN' ru caPtrues
dgnamics tihat other ftames rniss
but has its own lirnits, Afixation

on politics easilg beeornes e
cgnical self-fulfilling prophecg

that reinforces conflict and
arnistru$ while saetificing

opportunities for rational
discourse, eollabotatio& and
hope. Politieal is too often

understood to rnean arnoral
scheming, and uneoncerned
about, the cornrnon good.'

I.EC BOIrraN CNd TCrrCNce DeaI. REFRAMING ORGANIZ.A*TIONS:
ARTISTRY, CHOICE, AI\ID LEADERSHIP, tgg7, pp. 28O-281.
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TI{E SYMBOI,Ji9 FRAIyIE

'lTre SYMBOLI9 FRAME, drawing on social
and cultural anttrropolo(N, treats otgan-
igations as tribes, tlreaters, or carnivals. It
abandons the assurngtions of tationalitg
rnore proncinent in ttre other frarnes. It
sees organisations as cultur as, propelled
more bg rituals, eetemonles, stories,
heroeg, and mgiihs t*ran bg nrleg, policias,
and managerial authoritg. Organisation is
also theater: actors plag t*reir roles
in tlle organisational drarna while
audiences form irnpressions frorn what
tjheg see onsta ge, Problerrr arise when
actors plag t}reil parts badlg, when
sgrnbols lose-tfieir meaning, -when
eeremonies and rituals lose tbeir potencg.
We rebuild tlre exptessive or spiritual side
of organigations through the use of
sgrnbol" mgttr' and nl^agie.'

Lee Bolman and Terrence Deal. REFRAMING ORGAIIIZIITIONS:
ARTISTRY, CHOICE, AI\ID LEADERSHIP, tgg7, pp. 14-16.

'L l
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5.

CORE ASSUMPTIONS
OF TI{E

SYIT{BOT,'IC FRAME

l. What ig most important about ang event
is not what happened but what it rneang.

2, Activitg and meaning erc looselg coupled:
events have multiple meanin gs becarrse people
interpret expefieDce dif{ercntlg.

Mogt of life is arnbiguorrs ot urrcertain -- what
happened" whg it happene4 or what wiU
happen nert are all puasles.

lligh levels of ambiguitg and uncertaintg undercut
rational analgsig problem solving, and decigion
making.

In tbe faee of uncertaintg and ambiguitg, people
eteate sgrnbolg to regolve confusion, increase
predictabilitg, provide directiorr, and anchol hope
and faitlr.

6, lvlang events and processes ere molc irnportant fol
what-is-e4pressed-thnu-whet-isTloduced.t'nacg
form a cultrual tapestrg of seculal mgtls, rituals,
cetemonie+ and gtorieg that help people find
rneaning, puqpose, rnd pessioa.

Lee Bolmsn and Terrence Ded. REFRAMTNG oRGANrzarroNS:
ARTISTRY, CHOICE, AI\[D LEADERSHIP, lgg7, pp. 2f6_Zt?.
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SNVIBOI''IC I.,EADERST{P
RESPONSES

focus on
the development of

ot ganizali o nal trre aning,
inspiring otlrers, and

helping t*rern to feel
e serrse of corrrrnitrnent or

cornDron PurPose. .
There is e hearry ernphasis on

sgrrbols, melaphor+
storiae, rituals, and eelemonies

as well as on t}re shaping of
ot ganisati onal norrrs!

tjhat will-faeilitate
the attahment of

an organization's mission.

: Baged on the ldeas of l,ee Bolman and Terry DeaI tna'' REFRAIvTTNG oRGAnrIza,TroNS: ARTrsrRy, bHorcE,
AND LEADERSIIIP, 19/97.
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ltre Sgrnbolic Leadet ...

relies on dtarnatie skills.

is a rnotivaLor.

displags eharisrna.

is known for being
irna gin ativ e & et eative.

I is avisionar,lg.

(Baaed on the ldeag of r,ee Bolman & Terr5r Dest tn REFRAIfiTNGORGANIZATIONS: ARTISTRY, CHOICP, ENb LEADERSIIIP, 1991.)

)

)

)

)
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METAPT{ORS N{IAT Cffi n{E
ESSENCE OF

T"TIE FOT'R FRAMES

T}lE STRUCII'RAT, FRAT{E

s factorg ot a machlnc

Tt{E I{UI,4AN RESOURCE FRAME

e famllg

TIIE POIITICAL FRAME

a jungle

TI{E SY-IUB OI'IC FRAIvIE

a carniv?\_tern?lA ef tlreater

Lee Bolman & Tcrry DctI
REFRAMING ORGANIZATIONS: ARTISTRY, CHOTCE,

AND LEADERSIIIP, Igg7. 2>



cArrnoN I
'The SYIt{BO[fie ru offet

powerful insights into
fundarnental issues of meaning
andbelief -- ideas tlrat eeln bond

people into e cohesive group
apursuing a shared rnission. But its

eoncepts are also vagve and
elusive -r effeetiveness depends

gteatlg on the artistrg of the usler.
Sgtrtbols ane sornetirnes rnere fluff

or eemouflaga, the tools of
scoundrels who seek to

rnanipulate the unsuspecting, or
awhrard afrernpts tjhat

ernbanrass rnore t*ran energire.'

I,ee Bolman and Terrence Deal. REFRAMING ORGAMZA'UONS:
ARTISTRY, CHOICE, AI\ID LEADERSHIP, lgg7, p. 281. L,
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SY]UBOLIC LEADERSHIP

IS THE PROCESS

BY WHICH THOSE IN FORVIAL

LEADERSHIP POSITIONS

CON\4EY OR COMMLINICATE

IMPORTANT VALUES,

EXPECTATIONS, GOALS, AND/OR

PRIORITIES TO OTHERS BY

DELIBERATELY DONG OR

SAYING CERTAIN THINGS.

Z1



TIIE SYMBOLISM OF WORDS

DIRECTIONS: Think aout each term listed below.
Indicate the emotional reaction that you have to
each by selecting one of the following: S+ = strongly
positive, + = positive, ? = neutral, - = negative, and
S- = strongly negat ive.

TER]VIS

a c counta b i l i  ty
career  educat ion
communi ty-based
consensus
gifted & talented
homogeneous
inc lus ion
integrated curr icu lum
outcome-based
parenta l  involvement
rac ia l  d ivers i tv
senior i ty
shared decis ion-making
si te-based management
specia l  educat ion
strategic
student-centered
team teaching
tenure
union-sponsored
other  ?
other  ?
other  ?
other  ?

EMOTIONAL REACTION

S+
S+
S+
S+
S+
S+
S+
S+
S+
S+
S+
S+
S+
S+
S+
S+
S+
S+
S+
S+
S+
S+
S+
S+

S-
S-
S-
S-
S-
S-
S-
S-
S.
S-
S.
S.
S-
S-
S-
S.
S-
S-
S-
S.
S.
S-
S.
S-

IMPLICATIONS FOR SUPERINTENDENTS ??

@ STANLEY A. SCHAINKER L9



ASSTTMPTIONS UNDERLYING TIIE SYMBOLIC FRAME

The symbol ic f rame seeks to interpret  and i l luminate
the basic issues of  meaning and fai th that  make symbols so
powerful  in every aspect of  the human exper ience,
including l i fe in organizat ions.This f rame presents a wor ld
tha t  depar ts  s ign i f i can t ly  f rom t rad i t iona l  canons o f
organ iza t iona l  theor ies :  ra t iona l i t y ,  cer ta in ty ,  and l inear i ty .
I t  i s  based on  the  fo l low ing  unconvent iona l  assumpt ions
about the nature of  organizat ions and human behavior:

1.  What is important about any event is not what
happened,  bu t  what  i t  means.

2 .  Events  and mean ings  are  loose ly  coup led :  the  same
events  can have very  d i f fe ren t  mean ings  fo r  d i f fe ren t
peop le  because o f  d i f fe rences  in  the  schema tha t  they  use
to  in te rpre t  the i r  exper ience.

3.  Many of  the most s igni f icant events and processes in
o rgan iza t ions  a re  amb iguous  o r  uncer ta in  i t  i s  o f ten
d i f f i cu l t  o r  imposs ib le  to  know what  happened,  why i t
happened,  o r  what  w i l l  happen nex t .

4 .  The grea ter  the  ambigu i tv
is  to  use  ra t iona l  approaches
and  dec is ion  mak ing .

and uncer ta in ty ,  the  harder  i t
to  ana lys is ,  p rob lem so lv ing ,

5 .  Faced w i th  uncer ta in ty  and ambigu i ty ,  human be ings
crea te  symbo ls  to  reso lve  con fus ion ,  inc rease
pred ic tab i l i t y ,  and  p rov ide  d i rec t ion .  (Even ts  themse lves
may rema in  i l l og ica l ,  random,  f l u id ,  and  mean ing less ,  bu t
human symbo ls  make  them seem o therw ise . )

6 .  Many organ iza t iona l  events  and processes  are  impor tan t
more for what they express than for what they produce:
they  are  secu la r  myths ,  r i tua ls ,  ceremonies ,  and sagas  tha t
he lp  peop le  f ind  mean ing  and order  in  the i r  exper ience. ,  j  '

Lee G. Bolman and Terrence E. Deal.  REFRAMING ORGANIZA'
TIONS: ARTISTRY, CHOICE' AND LEADERSHIP. 1991, p. 244. 11



SOME BASIC TOOLS USED BY SYMBOLIC LEADERS

. the words they use to name policies, processes,
ini t iat ives, programs, projects,  task forces, etc.

' the time they personally spend on various tasks
and issues

. the time they allocate to various issues in
meetings that they cal l  or conduct

'  the quest ions they ask when informal ly talk ing
with others

'  the amount of money they al locate to var ious
programs or projects

.  the publ ic  explanat ions they give
important  decis ions

to just i fy

'  the amount of  t ime they take to make var ious
kinds of  decis ions

'  the processes they ut i l ize to deal  wi th var ious
types of  decis ions

.  the behavior  they choose to

.  the behavior  they choose to
punish

'  the cr i ter ia thev use to h i re
others

pra ise and/or  reward

cr i t ic ize and/or

and/or

' .  :

@.STANLEY
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. the criteria they use to transfer, demote, and/or
fire others

. the things they ask to see when visit ing out in the
f ie ld

. the people to whom they choose to talk or sit next
to at social  gatherings

the people to whom they delegate important tasks

the themes of speeches or presentat ions they give
publ ie

.  the stor ies and anecdotes they share wi th others

.  the events they voluntar i ly  choose to at tend and
how long they actual ly  stay at  those events

.  the specia l  events they in i t iate,  the focus of  those
events,  thei r  in tended audiences,  and the types of
publ ic i ty  those events are g iven

. OTHER ?

. OTHER ?

. OTHER ?

. OTHER ?

. OTHER ?

3\
@ STANLEY A. SCHAINKER
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ORGANIZATIONAL CULTURE

IS
the "pattern of basic assumptions

invented, discovered, or developed
by a. given group as it learns to cope

with its problems of
external adaptation and integration

that has worked well enough
to be considered valid and,

therefore has to be taught to new
members as the correct way

to perceive, think, and feel
in relation to their problems. "

AN ACADEMIC DEFINITION
(E.H.  SCHEIN. I985.)

is
" the way we do things around here. "

A COMMON-SENSE DEFINITION
(M. BOWER, 1966.)

g;
: , ,

,..'.'
$t
" 4 .s. \'t'
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to

. the criteria they use to transfer, demote, and/or
f i re others

. the things they ask to see when visit ing out in the
f ie ld

the people to whom they choose to talk or sit next
at social gatherings

. the people to whom they delegate important tasks

. the themes of speeches or presentations they give
in publ ic

.  the stor ies and anecdotes they share with others

. the events they voluntar i ly choose to attend and
how long they actual ly stay at those events

. the special  events they ini t iate, the focus of those
events,  their  intended audiences, and the types of
publ ic i ty those events are given

. OTHER ?

. OTHER ?

. OTHER ?

. OTHER ?

. OTHER ?

3\@ STANLEY A. SCII"{INKER
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ORGANIZATIONAL NORMS

ARE

THE PERVASIVE

VALT]ES. BELIEFS. AND

ATTITUDES

HELDBY THEMAJORITY OF

PEOPLE

WORKING IN AN ORGANIZATION

THAT SIGNIFICANTLY IMPACT

THEIR WORK.RELATEI)

BEHAVIOR.

33
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ORGANIZATIONAL TABOOS

ARE THOSE NORIVIS WITHIN AN

ORGANIZATION THAT ESTABLISH CLEAR

BOUNDARIES BETWEEN WHAT

BEHAVIOR IS ACCEPTABLE AND

PERMITTED AND WHAT BEHAVIOR IS

UNACCEPTABLE AND, THEREFORE,

NOT PERMITTED.

TABOOS REPRESENT THE VERY

HEART OF AN ORGANIZATIONAL

CULTURE'S BASIC SENSE OF

MEANING AND ORDER.

Ralph H.  K i lmann,  Mary J .  Saxton,  Roy Serpa,
/-  a r \ r rA,r t r -  r .n  l r .n f , )^ t  n  r  TIJF r - r l l )pnp A TF r - I  l f
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ORGANIZATIONAL TABOOS

TOPICS AND ITEMS ASSOCIATED WITH
TABOOS CREATE THE GREATEST

ANXIETIES IN THE MEMBERS OF A
CULTURE.

IN FACT, THERE OFTEN IS A FEAR THAT
JUST ACKNOWLEDGING THE EXISTENCE

OF A TABOO IS A TABOO IN ITSELF.

THIS RELUCTANCE TO IDENTIFY ANT)
TO EXAMINE ORGANIZATIONAL
TABOOS IS EXTREMELY LIMITING

BECAUSE ONE OF THE MOST POWERFUL
AND EFFECTIVE WAYS TO GAIN INSIGHT
INTO THE CULTURES OF ORGANIZATIONS

IS TO STUDY THEIR TABOOS.

Ralph  H.  K i lmann,  Mary  J .  Sax ton .  Ro-v  Serpa ,  and  Assoc ia tes
GAINING CONTROL OF THE CORPORATE CULTURE,  I986.

, : t ; ,  : . l ; l
. , ) /

I  : : , : i , ,
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ORGANIZATIONAL TABOOS

Identify l0 taboos within your school
district. select the taboos that have
the greatest impact on your behavior
as superintendent.

I. Thou shalt not VI. Thou shalt not

II. Thou shalt not VII.Thou shalt not

III. Thou shalt not \-III. Thou shalt not

IV. Thou shalt not IX. Thou shalt not

V. Thou shalt not X. Thou shalt not

j-7



ONE STRATEGY FOR IDENTIFYII{G KEY
ORGANIZATIONAL NORMS

Talk to people. Get'- their perceptions regarding
such things as:

how decis ions are made and by whom.
to what types of activit ies are f iscal

resources a l located and how.
ivhat types of changes are supported and

why.
what types of  changes are resisted and whv.
how changes are res is ted.
who inf luences whom and how.
what  types of  behavior  are varued/rewarded

and why.
what types of  behavior  are unacceptable /

punished and whv.

Check out  these percept ions by:

ver i fy ing them wi th others.
making your  own observat ions about  what

and how th ings happen or  do not
happen in the organizat ion.

examining wr i t ten por ic ies and procedures.

Look for  d iscrepancies between:

what _is suppose to happen vs. what real ly
happens.

what people say that they think they shourd
do vs. what they actual ly do.

what the organizat ionar rhetoi ic is vs.  what
the organizat ional  real i tv is.

i l
l ,

O  STANLEY A.  SCHAINKER 3g r , i,if



Explore identif ied discrepancies. Do they
represent isolated occurrences or do they
reflect a pattern ? If they form a pattern, what
conclusions can be drawn from that pattern ?

Remain open to newly emerging information and
the possibi l i ty of  needing to draw new
conclusions.

O STANLEY A.  SCHAINKER 3t
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HOW ORGANIZATIONAL NORMS
CAN BE SHAPED

PRIMARY STRATEGIES:

what leaders pay at tent ion to,  measure,  and
control .

how leaders react to cr i t ical  incidents and
organizat ional  cr ises.

the behavior that  leaders consciouslv model.
teach. and coach.

the cr i ter ia that  leaders use to al locate
rewards and status.

the cr i ter ia that  leaders use to recrui t ,  select ,
promote,  ret i re,  and "  excommunicate "
others.

SECONDARY STRATEGIES:

the organizat ion's design and structure.
the organizat ion's operat ing rout ines and

procedures.
the design of  physical  space and bui ld ings.
the stor ies,  legends, myths,  and parables

about important organizat ional  events
and people.

the formal statements of  organizat ional
phi losophy, creed, mission, goals,
accompl ishments,  etc.

Edgar  H.  Schein,  0RGANIZATtoNAL CULTURE AND LEADERSHIp:
a  f \ \ / \ l { l \ , f t r -  \ / t F . f , t /  l q R <
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A LEARNifrrb oRGANIZATIoN

IS
''AN ORGANIZATION SKILLED

AT CREATING, AQT]IRING, ANT)

TRANSFERRING KNOWLEDGE

AND

AT MODIFYING ITS BEHAVIOR

TOREFLECT

NEWKNOWLEDGEAND

INSIGHTS.''

Dav id  A .  Garv in ,  HARVARD BUSINESS
1993. 1rREVIEW, Ju ly -August



SHAPING NORMS TO SUPPORT A
LEARNING ORGANIZATION

Identify some norms that might facil i-
tate the development of a learning
organization and some concrete
things that a superintendent could do
to shape those orga nizational norms.

FACILITATING
NORMS

NORM-SHAPING
STRATEGIES

1L



THE IMPORTANCE OF STORIES

"In successfu l  organizat ions, ,  people 's  sense of
s ign i f icance is  rooted in  shared s tor ies,  passed f rom
person to  person and generat ion to  generat ion.  'Some
say that  communi ty  is  based on b lood t ies ,  somet imes
dic ta ted by  cho ice,  somet imes by necess i ty .  And whi le
th is  is  qu i te  t rue,  the immeasurab ly  s t ronger
grav i ta t iona l  f ie ld  that  ho lds  a  group together  is  the i r
s tor ies  the common and s imple  ones they share wi th
one another . '  These s tor ies  are  about  peop le , ,  events ,
t r iumphs,  and t raged ies .  They t ranscend t ime and
place.  "  (p .  I  13.  )

"Throughout  h is tory ,  peop le  have re l ied  on
narra t ive  to  express deep sp i r i tua l  messages hard to
communicate  any o ther  way.  Successfu l  organ izat ions
are s tor ied organ izat ions.  one does not  have to  be long
to one of  them for  long or  go verv  far  to  learn the lore.
Many contemporary  orga n izat ions regu lar ly  convene
t imes for  s tory te l l ing .  Over  t ime,  layers  o f  s tory
accumula te  to  he lp  peop le  touch the dream wor ld  o f
corporate  mytho logy.  l t  has been suggested that  'a
dream is  a  persona l  exper ience o f  that  deep,  dark
ground that  is  the suppor t  o f  our  consc ious I ives ,  and a
myth is  the soc ie ty 's  dream.  The myth  is  the pub l ic
dream and the dream is  the pr iva te  myth . '  Wi thout
s tory  and myth ,  there  is  no pub l ic  dream.  Wi thout
shared dreams,  organ izat ions fa l te r  and per ish .
Ind iv idua ls ,  groups,  and organ izat ions a l l  need the i r
own stor ies.  Leaders must  venture of f  the known and
protec ted pathway to  f ind  the i r  own pr iva te  s torehouse.
s tor ies  he lp  them choose a  d i rec t ion and learn  f rom
the i r  exper iences.  'we te l l  s tor ies  to  i l luminate  the
paths we t rave l ,  and to  share humor ,  courage,  and
wisdom in  th is  l ibera t ion s t rugg le .  " '  (pp.  142-143. )

Lee G.  Bolman and rer rence E.  Deal .  LEADING WITH soul :
AN UNCOMMON . IOURNEY OF SPIRIT.  1995.
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ORGANIZATIONAL STORIES

Think of a story

(real or fictitious)

that convevs or reflects some

important organ izational norm

or norms in your home districts.

Share your story

within your group.

Select one story per group to ,, :;,,,'ii
, . '" ' ,r i*;; i, i l1,,i. 

'

share with everyone. ','"'r r';it ':;' I



TTIE LADDER OF INTERENCE

SUGGESTS THAT

WE ALWAYS NEED

TO REMAIN oPEN To THE

POSSIBILITY

THAT WHAT WE HAVE LEARNED

FROM OUR PREVIOUS EXPERIENCES

IS NOT NECESSARILY RIGHT

G.

THE ONLY WAY

TO LOOK AT THINGS !

t l ;
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The Ladder oflnference
I take Actions
based on my

beliefs

Observable ,,data',
and experiences
(as a videotape
recorder might

capture it)

The reflexive
Ioop (our beliefs
affect what da;m
we select next
time)

Richard Ross, ,,The Ladder oflnference,,inPerer M. senge, trlrio.r, 
"c;;ron, Roi..tr, Richard Ross, and Bryan smjth.rH E FrFrH nrs ctpid nrm a o o K.: ;;RA rE Gi; s A;v; ro o L s F o RBUTLDTNG A LF"{RNTNG oRGANic;;;;.New york: Doubreda y, rss4.

I adopr B-
about the

world

I draw
Conclusions

I rnake
Assumptions
based on the

meanings I added

I add Meanings
(cultural and

I select "Data,,
from what I

observe

\t"



HOW DO YOU FEEL ABOUT
ORGANIZATIONAL CHANGE ,

a

Think about the major organizational change efforts
that you have observed, part ic ipated in,  and/or led
throughout your career. Circle the 5 adjectives that
BEST reflect how you feel about organizational
change as the result of these experiences.

chal lenging
chaot ic
conf l ic t - laden
confusing
depressing
dis jo inted
drain ing
ef fect ive
ef f ic ient
essent ia l
exc i t ing
exhi larat ing
frust rat ing
f u n
grat i fy ing
inef fect ive
inef f ic ient
inevi table
inspi r ing
interconnected
OTIMR ?
OTTIER ?

i  r reveren t
manipulat ive
messy
order ly
overwhelming
painfu l
predic table
product ive
redundant
sel f -defeat ing
sequent ia l
synergis t ic
t ime-consuming
t i r ing
uncontro l lab le
unpredictable
unproduct ive
valuable
workable
worthwhi le
OTIIER ?
OTHER ?

O STANLEY A. SCHAINKER

'1 I
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TIIE COMPLEXITY OF ORGANIZATIONAL CHANGE
IN SCHOOLS

TO ACCOMPLISH MOST SIGNIFICANT ORGANIZATIONAL CHANGES IN
scHoot,s, THE FoLLOWING INTERRELATED QUESTIONS EVENTUALLY
MUST BE ADDRESSED :

. What are our
schoo l ing  ?

prior i t ies regarding the purposes of

What body of knowledge & skil ls are crucial for our
students to learn ?

What speci f ic  curr iculum content wi l l  best  serye as a
vehic le for  that  body of  knowledge & ski l ls  ?

What  spec i f i c  ins t ruc t iona l  mater ia ls  and techno logy  w i l l
bes t  convey  tha t  cur r i cu lum conten t  ?

How do students best I  e a r  n that  body of  knowledge &
sk i l l s  ?

What t ime al locat ions wi l l  best  faci l i tate that  learning ?
What  s tudent  g roup ing  ar rangeme4. !g  w i l l  bes t  fac i l i ta te

that learning ?
a

a

What  teach ing  s t ra teg ies  w i l l  bes t  p romote  tha t learn ing?
What  o ro fess iona l  deve lopment  s t ra les ies /ac t i wil l

best  prepare the staf f  for  what i t  needs to do to be
success fu l  in  fac i l i ta t ing  tha t  learn ing  ?

What  accoun tab i l i t . v  measures /p rocesses  w i l l  bes t
de termine i f  the  s ta f f  i s  success fu l  ?

What  per fo rmance  assessment  s tandards /p rocesses  w i l l
bes t  de termine  i f  the  s tudents  a re  success fu l  ?

What  ind iv idua ls / ro les  w i l l  bes t  p rov ide  the  needed
leadersh ip  fo r  those  var ious  e f fo r t s  ?

.  What s t ruc tu re  w i l l  bes t  fac i l i ta te  those
var ious ef for ts ?

What  resource  a l loca t ion  s -vs tenn w i l l  bes t  fac i l i ta te  those
var ious ef for ts ?

What  spec i f i c  po l i c ies .  p rocedures .  and organ iza t iona l
rol  e s wi l l  best  support  and contr ibute to the
attainment of  those var ious ef for ts ?

What  s t ra teg ies  w i l l  bes t  invo lve  a l l  ma jor  s takeho lders
in  these impor tan t  dec is ions  ?

IA^T{

ec is ion -mak in

O STANLEY A. SCHAINKER
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CREATING YOUR OWN CA
MAJOR ORGANIZATTONAL CHANGE

what was the underlying intent (or intentions) of the
change effort that you have selected ?

How would you brief ly describe
that was used to accomplish

the strategy (or strategies)
this change effort ?

How would you br ief ly exprain how the interconnect ions
among the var ious erements ( i .e. ,  the 16 erements
previously introduced) helped and/or hindered theul t imate success of  the change ef for t  ?

what were the major lessons that you rearned from this
exper ience that wi l r  inf luence your future ef for ts to
af fect  a s igni f icant organizat ional  change ? . . .  , ,  .

' ' '  r t ' t  
'  :  I  : j ' . :  . , '

i r i i .  , . . . : , ,  . , r

@ STANLEY A. SCIIAINKER Yq
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CREATING YOUR OWN CASE
STTJDYOFAMAJOR

ORGANIZATIONAL CIIANGE
. What was the underlying intent (or

intentions) of the change effort that
you . have selected ?

o How would you briefly describe the
strategy (or strategies) that was used
to accomplish this change effort ?

. How would you briefly explain how the
interconnections among the various
elements (i.e., the 16 elements
previously introduced) helped and/or
hindered the ult imate success of the
change effort ?

What were the major lessons that you
learned from this experience that
will influence your future efforts to
affect a significant organ izational
change ?

@ STANLEY A. SCHAINKER 5D



THE BASIC TESSONS OF THE NEW PARADIGM OF
ORGANIZATIONAL CHANGE

#3:

YOU CAN'T MANDATE WHAT MATTERS.
(The more complex the change, the less it

can be forced.)

CHANGE IS A JOURNEY; NOT A BLUEPRINT.
(Change is non-l inear,  loaded with

uncertainty and exci tement,  and
sometimes perverse.)

PROBLEMS ARE OUR FRIENDS.
(Problems are inevi table and you can' t

learn wi thout them.)

VISION AND STRATEGIC PLANNING COME LATER.
(Premature v is ions and planning bl ind.)

# 5: INDIVIDUALISM AND COLLECTIVISM MUST HAVE
EQUAL POWER.
(There are no one-sided solut ions to

isolat ion and groupthink.)

#6: NEITHER CENTRALIZATION NOR DECENTRAL.
TZATTON WORKS.

(Both top-down and bottom-up strategies
are necessary.)

CONNECTION WITH THE WIDER ENVIRONMENT IS
CRITICAL FOR SUCCESS.
(The best organizat ions learn external ly as

wel l  as internal ly.)

# 7:

# 8: EVERY PERSON IS A CHANGE AGENT.
(Change is too important to leave to the

experts,  personal  mind set and mastery
is the ul t imate protect ion.)

1:

OF

lA:r1

#  ) ,

#4:

ll l ichael Fullan. CHANGE FORCES: PROBING THE DEPTHS
EDUCATIONAL REFORM, 1993. t l
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THE IMPACT OF THE ''NEW SCIENCE'' ON
LEADERSHIP

"My growing sensibil i ty of a quantum universe
has affected my organizational l i fe in several ways.
First, I try hard to discipline myself to remain aware
of the whole and to resist my well-trained desire to
analyze the parts to death. I look now for patterns
of movemqnt over time and focus on qualit ies l ike
rhythm, flow, direction, and shape. Second, I know I
am wasting time whenever I draw straight arrows
between two variables in a cause and effect diagram,
or posit ion things as polar i t ies, or create elaborate
plans and timelines. Third, I no longer argue with
anyone about what is real. Fourth, the time I
formerly spent on detai led planning and analysis I
now use to look at the structures that might
faci l i tate relat ionships. I  have come to expect that
something useful occurs if I l ink up people, units, or
tasks, even though I  cannot determine precise
outcomes. And last,  I  real ize more and more that
the universe wi l l  not cooperate with my desires for
determinat ion.

Those who have used music metaphors in
descr ib ing leadership,  part icular ly jazz metaphors,
are on a quantum track. Improvisat ion is the saving
ski l l .  As leaders, we play a crucial  role in select ing
the melody, sett ing the tempo, establ ishing the k"y,
and invi t ing the players. But that is al l  we can do.
The music comes from something we cannot direct,
from a unified whole created among the players a
relat ional  hol ism that t ranscends separateness. In
the end, when i t  works, we si t  back, amazed and
grateful .  "

Margaret J. Wheatley, LEADERSHIP AND THE NEW
SCIENCE -- LEARMNG ABOUT ORGANIZATION
FROM AN ORDERLY UNIVERSE. 1992. 5L
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MINIMIZING THE NEGATIVE IMPACT OF
ORGANIZATIONAL CHANGE

CTIANGE CAUSES PEOPLE TO FEEL INCOMPETENT,
NEEDY, AND POWERLESS. Developing new skills,
creat ing opportunit ies for involvement,  and
providing psychological  support  are essent ial .

CHANGE ALTERS THE CLARITY AND STABILITY OF
ROLES AND RELATIONSTilPS, CREATING CONFUSION
AND CHAOS. This requires attention to realigning
and renegot iat ing formal patterns and pol ic ies.

CHANGE GENERATES CONFLICT AND CREATES
WINNERS AND LOSERS. Avoiding or smoothing over
those issues dr ives conf l ic t  underground.  Managing
change ef fect ively requires the creat ion of  arenas
where issues can be surfaced and negot iated.

CHANGE CREATES LOSS OF MEAMNG AND PURPOSE.
People form at tachments to symbols and symbol ic
act iv i t ies.  When the at tachments are severed,  they
experience diff iculty in lett ing go. Existential
wounds requi re symbol ic  heal ing.  Transi t ion r i tua ls
are needed to a l lev iate gr ief .

Lee E. Bolman and Terrence E. Deal, REFRAMING
ORGAMZATIONS: ARTISTRY, CHOICE, AND
LEADERSHIP, 1991.
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YOU CANNOT
GET OUT OF A

PROBLEM
BY USING

TIIE SAME TYPE

OF THINKING

THAT GOT YOU INTO

TT!

ALBERT EINSTEIN

lo- i , : -
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MESSMANAGEMENT
MESS a system of interrelated

p rob lems.

You can never understand a MESS by breaking
it apart into its component problems and
analyzing them separately. When you do
that, you lose the abil ity to see the
interrelat ionships among problems. A MESS
is much more than the sum of its individual
parts. It is the product of those
interactions. Since a MESS is a system, you
need a complex, comprehensive, systems
approach to deal with i t .

"Managing a system requires focusing on the
interact ion among the parts;  not on taking
act ions related to the indiv idual  parts.  "

Adapted f rom:
Russel l  L .  Ackof f ,  Management

in Smal l  Doses,  New York:
John Wi lev & Sons,  1986.

rb -T3
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MOSTPROBLEMS
HAYE SOLUTIONS.

A MESS,
BY DEFINITION,

ISUSUALLY
TINSOLVABLE !

OFTEN, THE BEST
YOT] CAN DO WITH A

MESS IS
TO LIMIT ITS

NEGATIVE IMPACT !

tb



BASIC STRATE9Y.FOR DEALING WITH-"-'-*Nmss

1. See all
context

of the
of the

tD-1 ,

component problems within the
whole si tuat ion.

2.

3.

Explain or

Disaggregate
function of
s i  tua t i  on.

Restructure the
new interact ions
components.

understand the whole situation.

explaining the role or
parts within the whole

by
the

4. whole si tuat ion by creat ing
among the var ious

Russel l  L. Ackoff

rl



A REAL MESS
by Stanley A Schainker

Superintendent Peter Neil knew that he had a real mess on his hands - and it was a mess
that seemed to have developed overnighL

Earlier in the weelg at a public Board of Education meeting held on Monday night, a parent
of a senior attending one of the tr.rro high schools in the dishict had demanded that a popular high
school English teacher be fired for "forcing her daughter to shrdy things that her family found
momlly offensive." She had gone to great lengths to Q,et her daughter out of that particular teacher's
class. The school's guidance deparbnent had refused this requesf however, because the parent "did
not have a valid reason that justified her requesL"

After some investigation Ore nert day, the superintendent learned the following informatron:

. ttle teacher in question had recently admitted that he wls gay.

. the mother was one of the founding memben of a group called "FOR THE CHILDREN"
- a group that was affiliated with Jerry Faiwell's Monl Majority.

. FOR THE CHILDREN was running a slate of candidates for the School Board and was
having difficulty genenting interest in its slate. (The Board election was a month away.)

. the teacher had been usint the same apprcach in hi5 chq5ysem for the past three years
and it had previously been reviewed and approved by the high school curriculum
committee.

. students were given the option to study three of ttre eight units in the elective course that
focused on multi-cr:ltunl American litenhrre. The Cay-Lesbian writers' unit was just one
of the eighl

. the daughter had nnkordered the eight units at the beginning of the year. She had
[sted the Gay-Lesbian unit as #3.

. the guidance counselor who had reviewed the parent's request to move the student and
who had denied it justified her decision by saying that the girl had seven other optrons
from which to choose and had not been required to study the Cay-Lesbian unil

On Wednesday, one of the FOR THE CHILDREN School Board candidates held a press
conference at which he quoted excerpts from some of the book on the suggested reading list that
pertarned to the unit on Cay-Lesbian writen. He labeled the material as "disgusdng, pomographrc,
and totally inappropriate and offensive." The highlighted excerpts gnphically described a variety of
homosexual acts such as sodomy, group masturbation, pedens$, and men engaging in oral sex with
other men. He went on to shess that this kind of thing happened when Ore superintendent and the
Scirool Board were aJnid to do their jobs and urged the public to vote for him and his FOR THE
CHILDREN colleagues "to prevent this from happening a(ain["

On Thursday, it came to light that the reading list conb.ined over 300 selections for the unit
in question and the excerpts came from only two of thenr- The teacher also admitted that he was
surprised that the bools conb,ined those descriptions but that the botal reading list was comprised of
over 3,000 titles and that he could not be "expected to remember all of the dst-iils found in each one

I  o f  2
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of thern-" He also indicated that shrdents could "pick and choose" from the list and were not
required to read any particular selection. That same day, eight of the nine Board members -
including four who were running for re-election - were quoted in the local newspaper as being
vehemently opposed to this type of material fu editorial accompanying the article called for a Blue
Ribbon Curriculum Review Committee "to take the imporbnt hsk of deciding whether or not
insbnrctional materials are congruent with community values out of the hands of teachers."

Superintendent Neil r+ras relieved that today was Friday. Unfortunately, it had not prevented
the telephone from ringing off the hook Ttre superintendent had received the following calls:

. the Board president had asked him to move quickly to personally get involved in this
issue and to resolve the problem before it got even more out of hand.

. the principal and the chairperson of the School Leadenhip Team had both urged him to
stay out of the issue and allow the site-based management system to "do what it was set
up !o do."

. tiree local ministen had demanded that he immediately discipline the teacher for "using
unbelievably poor judgmenL"

. the president of the local teachen' association had reminded him of his previous
statements about the importance of teachen having the professional flexibility of mahng
insb,uctional decisions that governed what happened in their cles5vs6p5.

. the chairs of each of the two high school Faculg Senates had informed him that teachers
saw this issue as one of academic freedom and felt that there was "no reason for anyone
to get involved in this matter as long as the teacher gave students choices and did not
require them to read any particular selections."

, the head of the Budget Committee of the Coung Commissionen told the superintendent
that the majorig of her colleagues were "shocked" by the ercerpts and warned him as a
"friend" that unless he took some action to "close the loopholes," the Disfict would have
"serious problems with your budget come the SprinS!."

. the chair of the Community Multicultunl Task Force had stressed that this issue had
"opened up a real can of worrru in town and illusbated why it was so imporhnt for the
Disbict to do a better job of teaching mutual respect for alJ groups of people."

. seven parents had called demanding that the teacher be fired for "bying to recruit
students inlo the homosexual life s$Ie."

. two professors from local univenities who had been volunteering to write a proposal to
improve the Giited prognm had told him that they could not continue to work with the
disbict on the project if the "basic concept of academic freedom is not supported by the
adminisbation."

Peter Neil had a reai MESS on his handsl

2 o f 2
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KEY QUESTIONS

O WHAT ARE THE MAJOR
ETHICAL DILEMMAS IN
THIS SITUATTON ANT)
HOWWOULDYOUDEAL
WITH THEM ?

WHAT CAN THE ST]PER-
INTENDENT DO IN THIS
SITUATION TO MANAGE
THIS MESS AND MINTI|4.IZE
ITS NEGATIVE IMPACT ?

bo



REFLECTNG ON ONE OF YOTIR
MESSES

Remembering that "a MESS is a system of interre-
lated problems," identify a MESS with which
you are dealing or have dealt as part of your
professional responsibi l i t ies. Use the space on
this sheet to outl ine the situation. Be sure to
indicate how the major problems that comprise
your MESS are interrelated. You wil l have
approximately 10 minutes to complete this task.


