Y UALITY

I ¥ Human
| Resources

EAD ER SHIP

apflﬂelpal’shandboo k

|1 L. DAVID WELLER JR.
1§ SYLVIA WELLER



Quality Human Resources
Leadership

A Principal’s Handbook

L. David Weller Jr.
Sylvia Weller

The Scarecrow Press, Inc.
Technomic Books
Lanham, Maryland, and London
2000



SCARECROW PRESS, INC.

Published in the United States of America

by Scarecrow Press, Inc.

4720 Boston Way, Lanham, Maryland 20706
WWW.SCarecrowpress.com

4 Pleydell Gardens, Folkestone
Kent CT20 2DN, England

Copyright © 2000 by L. David Weller Jr.

All rights reserved. No part of this publication may be reproduced,
stored in a retrieval system, or transmitted in any form or by any
means, electronic, mechanical, photocopying, recording, or otherwise,
without the prior permission of the publisher.

ISBN 1-56676-850-0 (cloth : alk. paper)
Library of Congress Catalog Card No. 99-67272

@ The paper used in this publication meets the minimum requirements of
American National Standard for Information Sciences—Permanence of
Paper for Printed Library Materials, ANSI/NISO Z39.48-1992.
Manufactured in the United States of America.



PREFACE

Quality Human Resources Leadership: A Principal’s Handbook is a volume
which fuses theory with practice and is designed to assist principals at all lev-
els in their continuous efforts to maximize human potential, promote quality
educational outcomes, and practice effective leadership skills. The contents of
the volume were conceived out of the twin senses of need and urgency, both
from students and colleagues, who called for a work that was practical in
scope, was research based in nature, provided case studies, and addressed the
more recent responsibilities and demands placed on principals in site-based
managed schools.

The contents of this volume originated with our research on total quality
management as a school reform and restructuring model to infuse shared gov-
ernance, teacher empowerment, and continuous improvement into schools
seeking quality educational outcomes. This research was augmented with our
experience as school level and central office level administrators, and our work
as consultants, both nationally and internationally, in assisting school principals
restructure their schools into site-based managed entities. From these efforts,
two overriding truths became evident. First, the substantial increase in site-
based managed schools has yielded more authority to the principal to develop
and devise mechanisms to produce more effective student results and provide
higher-quality programs and levels of teacher performance. Second, many of
the newly acquired responsibilities of these site-based school principals were
once the prerogative of the director of personnel—a central office position
meeting the traditional demands of personnel administration. With the shift in
focus of control, principals are now responsible for many of the traditional
duties of central office personnel, in general, and the director of personnel, in
particular. With increased authority and responsibilities come the need for addi-
tional skills and knowledge in the area of human resource management.
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Xii  Preface

Our preparation of this work focused on three questions: (1) What are the
essential knowledge and skills necessary for principals to be effective leaders
in site-based managed schools? (2) What are the essential knowledge and
skills necessary to maximize human potential in site-based managed schools?
and (3) What should a handbook contain to provide maximum assistance to
principals as they seek to develop human potential to the fullest and strive to
achieve quality educational results? This book, therefore, is designed to pro-
vide principals with the essential knowledge and skills required of effective
human resource leaders. The work provides a new conceptual framework to
apply many of the traditional practices of personnel administration, within the
context of human resource leadership, in schools practicing shared governance
models and seeking effective outcomes.
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INTRODUCTION

This volume is designed to prepare school leaders to maximize human
potential and to improve their own leadership abilities. The work is arranged
to provide the reader with theory, research, and specific examples of how
research and theory can be applied in daily practice. Theory and research, if
devoid of examples (case studies) of practical application, are often viewed
with suspicion by the practitioner. It is only when theory and research can be
internalized and viewed as being beneficial to the practitioner that theory and
research reap their intended rewards.

The contents and arrangement of this book are presented in three distinct
sections with two overarching themes that serve as a template for the contents
of the volume. The two themes are (1) the leadership of the principal is the key
to establishing a culture in the school in which human potential can be maxi-
mized and (2) leadership skills and knowledge are necessary to transform the
culture of the school in order to maximize human potential.

Each of the three sections of the book are grouped around these themes.
Section I focuses on how leadership can transform the culture of the school
and it contains two chapters, one on creating a culture to maximize human
potential and one on the leadership skills necessary to maximize human poten-
tial. Section 11 focuses on methods used by effective principals to transform the
culture of their schools and it contains four chapters, one on effective human
relations and communication skills; another on effective team building and
team work; one on promoting continuous improvement; and one on effective
systems of rewards and recognitions. Section 1II presents the knowledge and
skills necessary to foster and reinforce the development of human potential.
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XVi  Introduction

This section includes five chapters, one on conflict management; one on
recruitment, selection, retention, dismissal, and turnover; one on promoting
potential through performance appraisal; one on promoting the teacher as
leader; and a chapter on maximizing beginning teacher potential. Case studies
appear throughout the work to make this book a valuable source of informa-
tion for the practitioner and to fuse theory and research with practice.
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CHAPTER 1

Cultural Leadership:
Promoting Human Potential

Cultural leadership provides a conceptual framework for understanding the
transition from personnel administration (emphasizing worker effectiveness to
meet organizational goals) to human resources management (maximizing
human potential through more effective use of organizational resources and
leadership knowledge and skills). The development of cultural leadership in
schools is essential for achieving quality outcomes and maximizing human
potential. ;

CULTURE AND HUMAN RESOURCE LEADERSHIP

The field of human resource management has gained status over the past
two decades with its emphasis on maximizing human potential and expanding
the traditional functions associated with personnel administration. Although it
i1s not clearly defined in the literature, there is agreement that the nature and
purpose of human resource management falls within the rubric of leadership
and not of management. It is our contention that human resource management
should be thought of as human resource leadership.

The field of human resource management gradually emerged from federal
and state laws, sociopolitical events, court decisions, trends, and theories and
research. Current practices include those of traditional personnel administra-
tion such as recruiting and hiring, training, compensating, record keeping, and
evaluating. But human resource management includes much more. It is lead-
ership, not management, which creates a harmonious community (a culture)
where common values, attitudes, and norms are nested within a people-first
philosophy, a culture which is dedicated to achieving organizational goals by
maximizing the personal and professional development of each employee.
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4 TRANSFORMING THE CULTURE OF SCHOOLS THROUGH LEADERSHIP

Human resource leadership is people positive, people centered, and people
valued.

Personnel administration is a more impersonal process, more attuned to
effectively and efficiently meeting the goals of the organization, and more con-
sumed by the traditional management duties of record keeping, implementing
policy and procedure, organizing, and controlling. Although many of the func-
tions of personnel administration and human resource management overlap,
the people-first distinction of human resource management signals a change in
philosophy. With this change has dawned an understanding that managing
people requires different skills and knowledge than managing policy, pro-
cedure, and records. It requires an understanding of human behavior, psy-
chology, and motivation. More importantly, it requires the ability to put this
understanding into action through leadership, and the leader who is successful
does this through the building and sustaining of culture.

A generic definition containing the essential elements subscribed to by
anthropologists, sociologists, and historians is that culture is a pattern of
meanings derived from traditions, values, norms, beliefs, attitudes, and myths
which are held and acted out by a common group of people. Culture becomes
the “glue” that holds the community together and represents its true beliefs
and convictions. Culture is a reflection of the leader.

Human resource leadership is an interrelated function focusing on serving,
caring, facilitating, cooperating, and coordinating. Knezevich (1984) defines
educational administration as a “‘helping profession,” one which has “secular
ministers” who oversee organizational goals while serving and caring for its
employees. Within the context of Knezevich’s definition of educational admin-
istration, a multidimensional and complex set of tasks, is the leadership func-
tion which focuses on caring for and serving employees. It is the leadership
aspect which is concerned with maximizing human potential within a culture
which stresses the human dimension, the importance of working conditions
and relationships, and the motivation and satisfaction of employees.

HISTORICAL OVERVIEW OF PERSONNEL ADMINISTRATION
AND HUMAN RESOURCE MANAGEMENT

Personnel administration, defined by Van Zwoll (1964), is “the complex of
specific activities directly engaged in by the employing agency . . . to make a
pointed effort to secure the greatest possible worker effectiveness consistent
with the agency’s objectives” (p. 3). Rebore (1982) lists the goals of personnel
administration as hiring, retaining, developing, and motivating the staff
whereas Webb, Montello, and Norton (1994) relate that personnel administra-
tion has been historically and traditionally concerned with performing clerical
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tasks or jobs someone other than top management or the shop foreman
“had to do.” Three time periods capture the emergence of personnel adminis-
tration into human relations management. These are as follows:

(1) The Emergence Period (1890-1930) evidenced the rise of bureaucratic
business models and classical organizational theories which stressed coor-
dination, control, production, and organizational efficiency. The rise of
labor unions and laws concerning employee rights and benefits con-
tributed greatly to defining the role and responsibilities of personnel
administrators.

(2) The Employee Rights and Benefits Period (1930-1970) witnessed the pro-
liferation of social and political pressures for the individual’s rights, con-
cern over employee morale and job satisfaction, and the improvement of
working conditions. Expansion of federal and state laws regulating man-
agement-labor relationships regarding health, fringe, and retirement ben-
efits were coupled with the application of organizational development and
leadership theories, with job functions focusing on record keeping, prepar-
ing salary schedules, making rating or evaluation reports, keeping person-
nel and company files, and other assigned clerical duties.

(3) The Human Resource Management Period (1970-present) evidenced the

expansion of the importance of cooperative management-labor relations,

" the role and importance of leadership theory and research, teamwork,

communication, consideration for employee personal growth and devel-

opment, vision and goal setting, and shared governance. Sharing respon-

sibilities, cultivating healthy and productive relationships, emphasizing

the importance of organizational culture, and focusing on the importance

of the human element are coupled with the concern to achieve organiza-
tional efficiency and effectiveness.

Personnel administration’s foundation lies in the early theories of organi-
zational development and business management. Sloane (1983) relates that
scientific management theories and bureaucratic models dominated organi-
zational structure and management thinking until the early 1950s when a
plethora of federal laws and codes significantly affected labor-management
relations. Laws ranging from collective bargaining to antidiscrimination to
employee retirement packages caused organizations to rewrite policies and
change their mental model of employees as a labor force. This change was
not a voluntary paradigm shift for management, but a mandated effort, and it
enforced new ways of treating and interacting with employees. As a result,
personnel administration was designated as the area to frame, implement,
and monitor policy designed to meet the requirements set forth by federal
legislation.



