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-izing change in a school learning com .ןs titutiona תiInitiating, effecting and 
-t just happen. Success for allstudents and school improve סתmunity does 

lenges that each school and district works toward ןus cha סment are continu 
achieving. Improving schools and developing schoollearning commun itics 

, require change. The change process includes the acceptance, adaptation 
of change by individua!s, the school organizat.ion חand institutional.izatio 

ity. Change is noteasy. Tradition and familiar תd t.he local school commu ת. a 
tain and follow. The תoutines and practices of schooling are easy to mai ז

challenge for every principal is to bring about change in the school that is 
sustained and makes a rea.l difference in the quality of learning and life for 
students, teachers, and theschoollearni.ngcommunity. Toooftena principal 
is appoi.nted to a school with the idea of implementing the principal's own 
ideas or vision as wel1 as the agendas of the superintendent and board of 
education. Yet, in the final analysis, a fter several years of hard work, these 

? ideas are notsustained and are not i.nstitutionalized in the school. Why 
In fact schools really have not changed much in the past one hundred 

a סt תyears. Each attempt at educational innovation genera lly sl.ips back i 
n that is safe and fam.iliar. Why is it סtraditional modeofeducational operati 

ge? Visit any school and teachers will retrace תcha סso difficu.lt for schoo!s t 
-ovation and theeducational-bandwagon pro תthe history ofeducationaJ in 

grams tha t school personnel have joined in hopes of improving educa tion for 
their students. But real change remains elusive. This articJe addresses the 

the change process; it suggests ways to to susta i.n systemic תprincipal' s role i 
-change within the school . With sustainable, systemic change, school i.m 

provement survives the departure of the initiating principal and becomes 
. ture גpart of t.he school commun.ity' s cu 
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Understanding The Lessons Leamed About 
Educational Change 

ureof school reform ןSeymou.rSarason (1991) contends that thechronic fai 
, is not in the ideas, but the implemcntation of ideas. According to Sarason 
. there is a true misunderstand ing of how individua!s and schools change 
-cipals who have the responsibility for orchestrat תEducators, especially pri 

their schools, must study the change process. Sarason תg change withi תi 
: 1991) makes three important points regardi.ng change ( 

: lst Be lnvolved in the Cl1ange Efforts 1ז. Olltsiders and lnsiders M 

-Significant change requires tha t both insiders (teachers, sta ff, administra 
tors within the school/district) and outsiders (parents, business, and the 
community) are involved in the change. Changecan not to susta ined unless 
all stakeholders are involved. Most change efforts start and stop within the 

volvi.ng only teachers and staff, never real.ly generating input and תschooI, i 
-he]p from the ot.her irnportant consistenc.ies. The education communi ty of 

put from the ou tsiders, then goes ahead with what the תten uses token i 
ge fails because the outsiders can not understand תinsiders want. Thus, cha 

-the innovation, provide assistance with the innovation, or see the educa 
. tiona.1 innovation as needed 

2. Power Relationships MlIsl Sltijt: 

. Power relationships must shift if change is to take place within a school 
and outside the school must change if educational תiThe relation of power 

, e principal Tlו . innovations are tobecome institutionalized wi thi.n theschool 
teachers, dist.rict admi.n.istrators and board members can not be the onJy 

dividuals and תarbiters of what is best Eor students' education. Various i 
to important ed ucational תieed to share the power and input תorgani.zations 

-r cha.nge. Until these power shifts take place, educators (princi מdecisions f 
f institutionalizing מpals and teachers) only spin their wheels in hopes 

mmunity. Parents and community מchanges within their school learning c 
nal change, especially מck or influence educati מutsiders) can bl (מmembers 

. the change process תlved i מv תwhen they have not been i 

: 3. Working and Learning Conditians Must Change 

nditions for teachers, studen ts, and staff must מWorking and leaming c 
-ts, and staff must have time for thoughtful discus חchange. Teachers, stude 
, g תi תsion and to learnabout educational best practices. While in-scrvice trai 
, cooperative education, may introduce concepts חסsuch as a workshop 
, change requires the opportunity of teachers discuss, modeling, practice 
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-ass ןto the c תcepts i חe another when they carry theco חcoach, and supporto 
. room 

The Change Process 

ot just happen one day. The תChange is a process, not an event. It does 
ce to תS of resista ח. e mea ןstares, foot-dragging, and other subt kתa ןS, b תcer חcO 

g through תiy school, district, or organization go חchange can be seen in a 
-Bridges 1991, ix) describesa typicalreac תbraith (i ןneth Ga חKe תchange. Joh 

to change: "Faced with the choice between changing one's mind and חtio 
proving that there is no need to do so, almost everybody gets busy on the 

". proof 
g the change tiת emen ןNew and useful perspectiveson thedifficulties of imp 

y by raising our consciousness ןprocess are important to understand. "It is on 
-do some תand insights about the totality of educational change that we ca 
, thing about it" (Fullan 1993, 16) Without d.iscussion of the change process 

ot understand the power and problems change חvolved in it do תipeople 
creates. Understanding the dyna.m.ics and i.mplications of change becomes a 

-o תneducational i חS for the successful irnplementation of a תpowerful mea 
-ova חg the educational in תivation. Most schools study the issues surround 

whole language, for example) without studying the change process ( חtio 
-itself and without understanding what happens to the scho01 1earning corn 

munity and all ofthe people involved. Inorder for thechangeprocess totake 
the fol1owing key questions should וa successful rnanner at a schoo תplace i 

: beaddressed 

Key Questions in the Change Process 

? Whatistheschoolvision • 
) eamingcomrnunity ןcollective vision of the school ( 

? ders ןWhoarethestakeho • 
? What are the skills/ capacities needed to change • 
? centives or rnotivations tochange תWhat are the i • 

? What are resources available to change • 
, Whatare thepoliticsofchange (board, teachers' andclassified unions • 

?) community 
? What is the action plan for change • 

-How aretransitions (individua.lsand organizauonal) managed dur • 
? ing the change process 

What modifications need to be made during the change process or • 
? of the action p1an חimplementatio 

-an for change be reviewed, evaluated and re ןHow will the action p • 
? vised 
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.) 1 Thequestionscan be translated into a Change ProcessModel (Diagram 
The Change Process Model helps the principal visualize what must happen 

-for change to take place in a successful way. Each question must be ad 
-dressed by the people(principa! and leadership team) given the responsibil 
-ity of managing the change. "If schoo!s are to become the responsi ve, renew 

ing institutions that they must, the teachers in them must be purposefully 
Goodlad (1990, 10). The principals תhengaged i.n the renewal process" Jo 

cipal must enlarge the circle of persons תimust see that th.is happens. The pr 
responsible for implementing change, certainly to include teachers but also 

. to include the "outsider" constituencies,especially parents 

Diagram 1 

(Board, 

Change Process Model 

COLLABORATIVE EFFORTS 
) communlty & נtn ~ prlnclpal, studcnls, par ,rו rs, ,ta ~ ach ~ t ( 

ACTION PLAN 

'0' CHANGE 
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iagram 1) starts with a thorough discussion (ןסThe Change ProcessMode 
of the school vision. Vision is the collective vision of the schoollearnmg 
community, developed over time to become the heart a.nd passion of the 
school. Vision in a school learning community is not just the principal's 

, personal visionof schooling. Thecollectiveschool vision, with its pri.nciples 
values, and underlying beliefs about students, should drive the need for the 

l as the needed ןnecessary skills/ capacities needed to make the change, as we 
incentives/ motivations and the needed resources to bring about change and 

. sustainit 
-An example of applying the Change Process Model might be the improve 

. ment of the school's reading i.nstruction 

? g readi.ng instruction תWhat is the school'svision for i.mprovi • 
How are the stakeholders being involved in the creation of the vision and • 

? the change process 
What reading skills and tecllniques or what capacities are needed to teach • 
reading to today's students, given the most recent research on effective 

? teaching ofreading 
How can teachers befflotivated or have anincentive to change theircurrent • 

? ways of teaching reading 
-What resources are available for teachers who wish to change their tech • 

? niquesof teaching reading 
Whatare thepolitics (board, teacher'sandclassified union,community) of • 

? change regarding reading instruction 
lanaging t}le lransition to the school's vision זוHow are eac}, of the teachers • 

? for reading instruction 
g community (the organization) lnanaging the niת How is the schoollear • 

? sition frorn the old ways of teaching reading to the new ways זlral 
? or Changefor the reading prograrn at the school ןWhat is the Action Plan • 

How is the Action Plan for Change reviewed, evaluated and revised on a • 
regular basis to rnake modi.fications that help the change process take 
placeand become sustained within the school learningcommunity?How 
will we know the new readi.ng program is implemented and successful for 

? students 

Fulla.n in Change Forces (1993) rerni.nds us of the cornplexity of the change 
process: 

Fullan's Basic Lessons of the New Paradigm of Change 

ex thechange, the less 1ן. You Can't Manclate What Matters(The morecomp 
). youcan force it 
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2. Change Is A Journey Not a Blueprint (Change is non-linear, loaded with 
). uncertainty and exci tement and someti.mes perverse consequences 

ur Friends (Problems are inevitable and you can't leam 3ס. Problems Are 
). without them 

-4. Vision and Strategic Planning Come Later (Premature visions and plan 
). ningare blinding 

lectivism Must Have Equal Power (There are no 5ן. I.ndividualism and Co 
)" . one-sided solutions to isolation and "groupthink 

6. NeitherCentralization Nor Decentralization Works (Both top-down and 
). bottom-up stra tegies are necessary 

7. Connection with the Wider Envi.ronment IsCritical For Success (The best 
). organizations learn externally as well as internally 

8. Every Person Is A Change Agent (Change is too important to leave to the 
21-( ). experts; personal mind se t and mastery are the ultimate protections 

) 22 

Managing the Transitions of Change 

-The Change Process Model emphasi.zes the i.mporta.nce of helping indi 
teachers, staff, students, parents, and community memberscope with וvid ua 

-change. Failure to personalize the change process, by ma.naging the transi 
t.ion ofeach i.ndividual, wil11ead to personal and organizational disaster a.nd 

cess, so סnochange. Personal issues must be addressed during the change pr 
that each person is given time, so that there is a clear understandi.ng of the 

: each player in the process. Bridges (1991) states חסge חeffects of the cha 
to 'that 1ח eed without getting חou will be unable to get the results you "ץ

-ce of the indi תforces the importa תal stuff'" (p. 5). Fullan (1993) rei חperso 
ge תeducator, as the critical starting point, because the leverage for cha וvid ua 

s, and each educator has some וcan be greater through the efforts of individua 
control over what he or she does. Each and every educator must strive to be 

. an effective change agent 
ge is to ta.ke place, real people must stop doing things the old way תlf cha 

ally חway to do that imperso םתhere is ז. d start doing things a new way תa 
al תBridges 1991). Accordingto Bridges,deal.ing with the tra/Isitio/I, theinter ( 

terms with change is סogical reorientation of an individual com.ing t ןpsycho 
ternal turmoil תderstanding the i תmanagementis a wayof u תסkey. Transiti 

every person experiences wit.h a change event and helping each person feel 
-more comfortable with change and the process of change. Transition man 
-agement is about helping each individual, within the school, develop a reori 

entation.lndividualsneed todevelop new mindsets,new outlooks, and new 
identities when dealing with a change. The old ways of doing things must 
end, and the new must take hold , if the change is to be permanent. Qnly 

-through a managed transition from the old to the new will change be sus 
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. tained 
-Transition is the personal, internal, psychological reorienta tion that a indi 

vidual goes through in coping with change, whereas c/lange is the extern.al 
, ques, the new policy, the new teaming roles hתi event-the new readi.ng tec 

the new school site, the new principalor superintendent (Diagram 2). Un1ess 
. a transi tion takes place at the individual level, change will not work 

Schoollearning commun.ities can not deal with change w ithout seriously 
g a change process model. As members of school תstudying and implementi 

learning communities, individuals know the road to change is difficult, but 
not impossible, especia lly if there is a clea rer understanding of change and 

si tion to the new isaccomodated by each individual. Change should ת. the tra 
ot be attempted fo r the sake of change. It should be planned and wel l ת

. thought out educationa lly fo r the individuals and the school 

Diagram 2 

Change and Transition 

CHANGE 0 
External 

TRANSITION 
--.. 

new boss 
new technique loternal 
new team role ncw mindset 

ncw outlook 
L/ '-- new identity 

Source : Bridges (1991) 
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How 10 Manage Ihe Transilions as a Parl of Ihe Change 
Process 

Itisn't thechanges that do you in, it's the transitions. Change 
is not the same as transition. Change is situational: the new 

-site, the new boss, the new team roles, thenew policy. Transi 
tion is the psychological process people go through to come 

-to terms with the new situation. Change is externa l, transi 
.) 1991,3 al (Bridges תtion is inter 

al psychological process people will need to go תsition is the inter תTra 
-through to come to terms with the new situation (whole language instruc 
multi-graded classes, or thematic integrated instrucת sitioת tion). Tra ת,tio 

management is one of the most important techniques a principal can apply in 
-gewithin a school1earningcommunity. Unless tran תimplementinganycha 

sition occurs, the change wil l not work. The French have a saying about 
change: "The more thingschange, the more they stay the same." Why is this 
true? Transla ting the meaning of this saying to thechange process highlights 

-be any number of changes, but unless there are per תthe fact that there ca 
sonal transitions of t.he indת ividuals involved, nothing will be differentwhe 

the dust clears. People need to go through a transition, within the change 
. process, to come to terms with new ideas that bring about the change 

. Transition management is the starting point, not the outcome of change 
T ransi tion starts with the ending that must be made to leave the old situa tion 

, ew th.ings תbeh.ind. Bridges (1991) states that situational change h.inges on 
but psychological transition depends on letting go of the old rea lity and the 

izational change as much תes a school orga תg undermi תold identity. No thi 
as the failure to think through who will have to let go of what when change 

. occu.rs 
ol (1991) some of the types of סTheodore Sizer expresses in Horace's SC}I 

eed for a clear transition management plan to תreactions to change and the 
. bring about the educational change 

. . . their cri ticism, even when offered lovingly, is often greeted 
paradoxically: responsible people agree w ith it, but also agree 
to do little to address the fail.i.ngs. Reform is fo r someone 
else's scnool. We're happy with the one we have, and we are 
skeptical of any effort to alter it. It is no wonder that there has 
been so little change (10-11 ). 

76 



g Community חA SchooJ Lcarni ןחThc Changc Proccss 

Paradoxically, transition starts with an ending. The new beginn.ing of 
t to remember חeducational change must start with endings. It is importa 

, dings. It is the principal and other key teachers חot like e חthat people do 
-ing the educa .תnd commu.nity members i.nvolved in pla תstaff, parents, a 

tiona l change that must manage the transition so the changes do not become 
un.manageable. Theprincipal, as the leaderofthe school, with the help of the 
school1eadersh.ip team,mustplanhow toend what used to be. Teachersmay 
fear the loss of familiar turf witrun the classroom and school, their sense of 

ge to the new תoutines. It wi.ll not be the cha זself, and many of their regular 
curriculum, instructional strategy, or procedure itself that the individuals 

dividual experiences and the תresist. It Is the losses and endi.ngs that each i 
transition that individuals are resisting. It does no good to talk about the 

ing with tra.nsition ןwonderfu] outcomes of the ed ucational change when dea 
of individuals to thechange. It is the time to dea.l directly with the lossesand 

-endings individuals will feel, as the transition takes place to the new educa 
gs תitiona l ideas. What stepsneed to be taken to help with the lossesand end 

so the transition can be made to the new educational ideas? Fol1 0wing are 
an for dealing with the important transition ןquestions that can generate a p 

. of i.ndividuals to thechange 

Questions to Answer in Managing Trans itions: 

? 1. What wil1 end because of the change 
? 2. Who will ]ose what with the change 

3. How do individuals accept the reali ty and importance of their losses due 
? to thechange 

4. Howdoesa leadership team recognize individualand group losses to help 
? the transition 

? 5. How can leaders help individuals notoverreact to change 
? o individuals understand the proposed change 6 .ס 

? d change 7ת. How wi.ll information be communicated during the transition a 
? 8. What plan is there to celebrate progress in the change transition 

-1t is important to plan the answers to the change transition questions be 
cause it will clarify for the principal, the leadership team and constituents 
what the change really is and how the transition process will work. It is 

ity come to תthrough this process that individuals within the school commu 
understand, develop common values, goa1s, a.nd plans. It is i.mportant to 
note that the change plan evolves, as it moves along, and allows for the 

, ut.ilization of many i.ndividual talents. Change plans can not be solidified 
-but must be fluid to al.low for adaptations that the schoollea.rning commu 

nity sees arise. "Change will become more of a way of life for teachers and 
.) 167 , 1991 ed occasion" (Sergiovanni תn1ess a pla 
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Change must take place to keep the school vital and responsive to its 
constituents' needs. Planning and carrying out the change needs to be done 
as a whole. "The single biggest reason organizational changes fail is that no 

" one thought about endings or planned to manage their impact on people 
.) Bridges1991,32 ( 

• g community, continuous change and transi תThrough a school learni 
-stitutionalized within the school. Prin תtionscan takeplacewhich becomes i 

:) 1993 ( cipals need to heed the warrti.ng ofMcLaughlin and Talbert 

• Effecting and enabl.ing the teacher learni.ng requ.ired by sys 
temic reform cannot be accomplished through traditional staff 

opmen t mode Is---ep isodic, decon textualized injections ןd eve 
of "knowledge" and technique. The path to change in the 

al תclassroomcore lies within and through teachers' professio 
-erate knowl תcommunities: learning communities which ge 

edge, craft new norms of practice, and sustain participants in 
.) 18 ( their efforts to reflect, examine, experiment and change 

Developing a transition process for cha.nge that involves teachers, staff, 
students, parents and the commun.ity th.rough a developing learning com­
munity holds promise for real reform in schools. 

Importanl Facls Aboul Change 10 Remember 

Here are some simple facts for a principal to remember about change 
. ity תgcom.mu תiwhen dealing with the school learn 

• Change is a process, not an event. Change takes time. 
• Change isaccomplished by individuals. 
• Change is a h.ighly-personal experience foreach individual. 
• Change involves developmental growth for each individual allowing an 

jnternal transition. 
• Change should focus on individuals, innovations and thecontext. 

Summary 

-Change toa neweducational idea is the destination, but helping individu 
als see the need for change makes change possible. Deliberate planning for 

-make the difference in the imple ןchange with the individuals involved wil 
-mentation of the change and will help sustain the efforts. The Change Pro 

cess Model is a helpful guide for looking at change. The schoollearning 
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com.muni ty will sustai.n the innovation/ change through this process rather 
than abandoning the innovation. Further, through the change process the 

. vestiga te and grow together תity continues to uתi entire school learning comm 

Ma rsha Speck is associate professor in the college of education administration and 
higher education program at San jose Sta te University. 
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