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Faculty Study
As a school staff attacks its common problems, a dual purpose is 

served: teachers and administrators grow professionally and the 

setting for learning is improved.

RECENTLY a workshop of elementary 
school principals invited several 

cfessroom teachers into their group. 
'They asked the teachers to tell them 
how principals can help teachers im 
prove the instructional program in the 
individual school. In a panel discus 
sion, the teachers highlighted ways 
they had received help from principals 
in their schools. The teachers agreed 
that the most beneficial experience had 
come through the individual school 
faculty working cooperatively on com 
mon problems.

A principal asked the teachers to 
tell how such cooperative work had 
helped them. Some of their responses 
were:

"It helped ' me to feel more a part of 
things."

"It gave me an opportunity to actually 
try some things we talked about."

"We really did things rather than merely 
t#Hc about them."

"It gave me self-confidence."
"It helped me better to understand the 

other teachers."
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"It enriched my teaching as materials 
and ideas were shared freely.

"It helped our faculty develop group 
unity."

This discussion by elementary school 
principals and teachers highlights the 
importance of cooperative faculty work 
at the individual school level. It points 
toward the opportunities afforded for 
professional growth and curriculum 
improvement when local faculties ar 
rive at decisions democratically and 
make wise use of resources in attacking 
their common problems. The discus 
sion also raises the -question of the 
leadership role of the school principal 
in such a program. This article focuses 
on important characteristics of co 
operative local school in-service pro 
grams, and on the principles which 
should underlie their development.

Organization

The organization should provide 
for cooperative decision making and 
use of the talents of all participants.
I low may this be brought about? A 
number of schools' work together under 
the guidance of a planning committee, 
composed of representative teachers 

. selected by the staff, and including a
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chairman and recorder. This commit 
tee guides the staff in planning their 
cooperative activities, helps bring these 
into G^ workable plan of action, and 
leads jithc group in continuous plan 
ning, * evaluating and revision as 
needed. The principal serves as a re 
source person to the committee. In 
such an organizational setup all mem 
bers of the faculty share in the leader 
ship responsibilities as leaders of fac 
ulty discussions or small group meet 
ings, as chairmen of special commit 
tees, or as resource persons to help 
on particular problems.

Several principles arc important for 
the effective functioning of a staff or- 
gani/cd for work under its own leader 
ship.

1. The faculty must feel free to 
make decisions following cooperative 
exploration of different courses of ac 
tion. If, instead, compulsion is felt to 
please the principal, supervisor or other 
status leader, critical group thinking 
is stifled.

2. Decisions should be made by 
consensus as a result of cooperative 
sharing and harmonizing of ideas. 
Agreement thus reached has the back 
ing of all concerned and makes for a 
feeling of group unity.

?. The planning committee in its 
coordinating efforts must feel respon 
sible to the staff as a whole, and must 
attempt to carry out the decisions 
made by the staff. Such respect for the 
thinking of the faculty develops morale 
and builds confidence in the demo 
cratic process.
" 4. Use of the talents and contribu 
tions of all members should come as 
a matter of course as plans arc made 
for attacking the problem jointly

chosen for study. Each person needs 
to feel that his help is needed. Each 
needs to feel that it is a teamwork job 
where all must pool efforts in order to 
make progress.

Developing a successful working 
organization within a local school staff 
takes time. There must be time for 
planning, time for exploration of the 
thinking of the group, time for consid 
eration of various courses of action, 
time for continuous planning and eval 
uation as the program moves forward. 
Such process cannot be rushed.

Selection of Problems
Selection and identification of prob 

lems should be a cooperative under 
taking. Several pertinent facts should 
be considered as a staff works together 
in choosing a problem. »'

1. It is important that teachers work 
on problems about which th'ey arc 
rcallv concerned.

2. In order to choose problems 
about which all are concerned, teachers 
must reach agreement through free 
discussion with participation by,all.

3. The problem chosen should be 
practical one about which something 
positive can be done.

4. The problem should be defined 
so that it is clearly understood.

These facts indicate that sufficient 
time must be given for sharing and dis 
cussing ideas before decisions can be 
reached. It takes time to <levelop an 
understanding of the aspects of a prob 
lem area and to reach agreement oh 
one aspect. If this is not done the group 
usually flounders and ends up with dis 
couragement. For example, one faculty 
that chose to work on "reading" never 
developed any practical way of working
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and considered its time wasted. An- 
other faculty, however, identified for 
attention one aspect of the reading 
area "the improvement of reading 
skills in social studies." In this case the 
faculty recognized specific benefits 
from its work.

Selection and clarification of a prob 
lem, therefore, call for critical think 
ing on the part of the entire staff. A 
meaningful problem chosen through 
consensus by the faculty is a first step 
in cooperative problem solving.

Methods of Working

Methods of working should em 
phasize effective problem solving tech 
niques and use of a variety of learning 
resources. After identifying a problem 
and delimiting it so as to secure a work 
able aspect, faculties frequently bog 
down through Jack of a systematic ap 
proach in attacking the problem. A 
first step in such an approach is to 
secure a better understanding of the 
problem, Some of the most important 
planning teachers in a school can do 
is to think through together: how to 
extend their understanding; how to 
find out what others have done; how to 
secure the best thinking of authorities 
in the problem area; how to pool their 
own resources. A variety of ways is 
usually needed to secure information 
and to deepen understanding.

One faculty group was initiating 
parent-teacher conferences in lieu of a 
written report. Members of the group 
read from several authorities and dis 
cussed their ideas, viewed a film on con 
ference techniques and listened to a 
tape recording of both a poor and a 
good parent-teacher conference. After 
evaluating the ideas gained and bring 

ing together their own thinking, the 
staff members used one meeting for 
role playing of parent-teacher confer 
ences. These various activities provided 
opportunities for wide participation. 
Parents helped with the tape recording 
and contributed to the discussion. The 
elementary school supervisor served as 
a resource person in one of the meet 
ings, while teachers had such respon 
sibilities as leading discussions and 
engaging in role playing. Through 
these various means, the staff devel 
oped both understanding and confid 
ence in relation to parent-teacher con 
ferences.

Another aspect of effective problem 
solving is the need for a plan of action 
and for getting started on doing some 
thing about the problem. This may 
not always await the conclusion of a 
period of activities leading to a better 
understanding of the problem, but 
may take place concurrently with.iden 
tification of the problem. Planning 
how to attack the problem calls for 
cooperative thinking by the faculty. A 
variety of approaches may be suggested 
and explored. Here, too, the principal 
has a role in assisting the faculty in a 
thorough exploration of alternative ap 
proaches. Consultants also arc often 
helpful in evaluating the methods 
suggested. Choices of approaches then 
should be made on the basis "f those 
which seem most practical .o the 
group. At the same time the question 
of "who will do what" must be de 
cided, and whether or not all should 
work on the same approach or try dif 
ferent ones.

When the faculty previously men 
tioned chose the problem of parent- 
teacher conferences, it decided to hold
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several joint conferences with parents. 
Therefore, after an initial period of 
learning mjp about the purposes of 
such meetings, the teachers began 
these conferences. Thereafter, their 
cooperative work on the problem in 
cluded: (a) sharing ideas about suc 
cesses and difficulties they were having; 
(b) planning by teacher and principal, 
in certain instances, for joint confer 
ences with parents; (c) listening again 
to tape recordings and engaging in role 
playing to see if further insight can 
be gained; (d) planning together how 
to keep records of conferences; (e) 
planning how to get more time for 
conferences; (f) determining parents' 
reactions to conferences in lieu of a 
written repoit; and (g) evaluating 
progress and planning next steps.

As indicated in this illustration a 
plan of action calls for trying out ideas, 
evaluating how well they work, secur 
ing more information when necessary, 
and revising plans in terms of findings. 
Faculty plans for working on a prob 
lem, therefore, should be flexible. 
Throughout the year, cooperative de 
cision making is essential in planning 
next slops.

Role of Participants
Cooperative faculty study involves 

all members of the staff in decision 
making decisions as to choice of a 
problem, the particular aspect on 
which to concentrate, ways of secur 
ing understanding, approaches in at 
tacking the problem and revision of 
plans in light of acomplishmcnts. Like 
wise, it utili/.cs the talents and re 
sources of all staff members all as 
sume various leadership roles and share 
responsibilities as they work together

toward solution of the problem. Co 
operative faculty study also involves 
the services of parents, supervisors and 
special consultants as they are needed. 
The role of the principal is a partic 
ularly important one. It may be sum 
marized as follows:

The principal sets an example in 
good human relationships and co 
operative ways of working together. 
lie does this through respecting teach 
ers' ideas and having faith in their 
ability to grow. He encourages them 
to share ideas, to be creative and to 
try out new practices. He gives recog 
nition for their work and effort. lie 
seeks to discover and develop leader 
ship in others. Me respects the de 
cisions of the group and helps to create 
an atmosphere in which there is free 
dom of decision and thinking.

The principal realizes that effective 
relationships cannot be achieved mere 
ly through being "a good person well- 
met." He knows that such -relation 
ships evolve as teachers work together 
on common purposes, as they have 
security in decision making, ana as 
they share in carrying forward respon 
sibilities and assuming leadership. He 
attempts to do his part in making this 
possible.

The principal serves as a resource 
person to the planning committee, 
sub-committee, and the faculty as a 
whole. I n this capacity he assists the 
staff in identification and clarification 
of the problem, in finding and securing 
materials and resources, in.getting and 
using effective problem solving tech 
niques, and in improving group proc 
esses. Because of his wider experience, 
his leadership should enable the group 
to explore more possibilities in gaining
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understanding and in working toward 
a solution of the problem. Likewise, 
it should assist members of the grdup 
in getting more depth in their study 
of the problem.

The principal particularly has a role 
in assisting teachers as they attempt 
to carry out a plan of action. He 
should work side by side with a teacher 
or group of teachers as necessary and 
also provide opportunities to talk over 
plans, problems and progress. He espe 
cially needs to give encouragement, to

show appreciation of effort and to 
recognize accomplishment. Frequent 
ly he may need to take the initiative 
in arranging for teachers to share ideas 
and help each other as they encounter 
difficulty or achieve success. Thus, he 
serves as a coordinator of their efforts. 

Cooperative faculty attack on com 
mon problems plays a fundamental 
role in growtli of teachers and curri 
culum improvement. How to speed 
this process at the local school level 
is an urgent educational problem.

HENRY J. OTTO

PRINCIPALSHIP PREPARATION
at the Crossroads ^-\

What is the principal's job? What personal qualities and prepara 
tion will help him carry his responsibilities? Through in-service 
education and college programs, today's principal should be 
getting far greater professional assistance than he actually is 
receiving. i ' > •

WHAT is done, or left undone, dur 
ing the next five years will cast the 

mold for elementary education and for 
the general organization for school ad 
ministration and supervision for the 
next generation. In the United States 

 'there are somewhat more than 21,000 
public school workers who hold the 
title of elementary school principal. In 
1948, 26 percent of these principals 
were 50 years old or older. As these 
persons reach retirement new principals 
will be recruited to take their places. 
No doubt 5,000 new elementary 
schools will be built during the 1950's.

This means that between 1950 and 
1960 or 1965 about 10,000 new elemen 
tary school principals will enter the 
school administration field. What these 
people bring with them to their new 
jobs, and what they can become after 
their initial appointment, will deter 
mine, in large measure, the direction 
that elementary education will take 
during the coming generation. A plan 
for immediate action can be envisioned 
from the facts at hand.

Leadership Is Expected 
The trend of educational thought for

28 EDUCATIONAL LEADERSHIP



 
 
 
Copyright © 1955 by the Association for Supervision and Curriculum 
Development.  All rights reserved.  
 
 




