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Dedication

Thiswork is dedicated to dl the children throughout history
who have been systematicaly excluded
and forced to live on the margins of society.
It is with them in mind that we collectively seek
to creste a greater sense of socid justice in thisworld,
and in turn, enhance our own qudity of life.



Preface

"A place where | belong." That's what each of us needs. A place where, without question, we are
wanted, welcomed and have aright to be.

A sense of belonging makes us fed whole and complete. It engenders sdf-esteem and sdlf-confi-
dence. Belonging makes us fed safe and dlows usto be who we are and to be proud of who we are.
Bdonging means we are accepted, which leads to the concluson that we are OK. To beong isto fed
loved.

Fedling loved, we are free to learn, to grow, to give and to, in rum, love others.

This wonderful publication on inclusion by Tim Knoster calls on usto cregte places where people
belong. It chalenges leadersto have avison and to create change. It dso provides a framework for
change and insghts into the process of change.

If we read this booklet, if wefed its passion, if we act on its advice, we will creste places where
people belong ... in the classroom, on the job, in the neighborhood . .. and in doing so, we will make
the world a place where everyone belongd!

Nancy R. Thaer
Deputy Secretary for Mental Retardation
Commonwedth of Pennsylvania



Table of Contents

Who'SON First........... 1
The Educationd Machine: Undergtanding SysemsChange............ ... 5
Who Should Lead and Who Should Follow?....................... 13
Gentle Advocacy: The Empowerment Process............................... 19
Engaging Others: The Power of Synergy Sysems. ... 25
Changing World Views. Seeingthe Big Picture.......................... . 29
Find Thoughts............. . 31



Who's on First?

Peoplearebornreadyto beincluded,
however, many havelearned to be segregated
through a general lack of supports. Thedegree
towhichanindividual can beincluded has
nothing to dowithinnateability, but rather the
degreeof natural support availableandthe
sophistication of the support systeminthe
school and community.

Preparing to write this book has been anever-
ending saga of thingsthat | and my colleagues
have learned from listening to people in our
support for services that include people with
disabilitiesin typica school and community
settings. Throughout our journeys (and at times
they fdt like pilgrimages) we have come across
some terrific folks. Every time we encountered a
new person with a differing perspective was an
opportunity to reeffirm our bdief in inclusion. It
aso gave us, as educators, new opportunitiesto
better learn how to communicate usng common
everyday language. Inkeeping withthisides, itis
important to creste amutua understanding of the
term "inclusion” before progressng any further.

Conggtently, the question we have been
asked mogt often throughout our "holy crusade
has been "what is the difference between integra-
tion, mainstrearning, andinclusion!" Thefirst
time | was specificaly asked this question, it
caught me somewhat off guard-not so much the
guestion, but rather the person (a parent) who was
asking it. | redly expected educatorsto havethis
burning desire to define the jargon. After al, we
educators are the ones who invent and control the
suff. However, parents have predominantly been
the group that ask this question.

Despite being caught off guard, | am pleasad
to report that | was able to answer spontaneoudy
and intuitively, which kept the jargon to amini-
mum. In my mind the differences were, ad ill
are, pretty explicit.

Integration

I ntegration involves the placement of some-

one (hopefully with supports) into anew setting
with hisor her non-disabled peers. While there
are anumber of waysto describe the variety of
possible settings, | subscribe to Doug Biklen's
view when he talks about integration generaly
encompassing four areas-physical, community,
academic, and socia contexts.

Mainstreaming

Acknowledging this makes addressng main-
sreaming arelatively smple proposition. Main-
streaming, initstypica useat school, represents
the academic portion of integration-an activity of
placement. It should be understood that as such,
viewing maingreaming in isolation would be
neardghted when one considers the complexity of
improving the qudity of life of someone who has
been traditionaly excluded for much of hislife. It
isequaly important to understand that integration
or mai nstreaming should involve supportsto best
insure success for everyone involved in the place-
ment. However, and unfortunately asis some-
times the case, placements can occur without
adequate supports. This does not mean that the
person being integrated or mainstreamed isnot
capable, but rather that the support system has
faled.

Inclusion

Inclusion, onthe other hand, transcendsthe
notion of someone being let in to nurturing an
acceptance of human diversity in our schools and
ultimately our communities. Inclusion, unlike the
two previoudy described terms, isnot a place-
ment, even though | do continue to hear state-
ments in some schools to the effect of "heis
partidly included. This statement makes aslittle
sense to me as describing ateammeate as " partly
on our team-he comes to practice three out of
five days aweek, makes one half of the games,
and will be in 60 percent of our teeam photos.”
Inclusion, by contrast, is an outcome or byproduct
of aprocess that involves integration with sup-
ports over time. How much time? How many
supports? There is no one universa answer.



Perhaps an example, free from "disability,”
will help to clarify. If | relocate to your commu-
nity by taking anew job, purchasing ahome, and
enrolling my kidsintheloca school system, how
long will it take until | fed included, or better yet,
belong? There is no way anyone, including me,
could accurately predict the time frame. However,
asking this absurd question helps to meke the
point. Acquiring a sense of belonging is a per-
sond event... one that will not lend itself to
formulas and dtrict time frames. Much like
relationships, which make precious the human
experience, belonging is an individua experience.
No one can gructure it or MAKE IT HAPPEN.
One person may fed asif he belongsin aweek;
for another it may take alifetime.

In my mind we can use the concept of belong-
ing interchangeably withiinclusion. Gaining a
sense that one belongs and is included in mean-
ingful ways in their community is probably the
most important thing that schools can support.
Acquiring this sense of acceptance can help al of
our children to establish meaningful relationships.
You see, only through human connections can
any of ustruly meet our needs.

OK...OK...I undergtand that schools have
many important roles. After dl, there are hard
decisons to be made, careers and fortunesto be
planned, promsto be attended, and collegesto be
gpplied to by seniorsin any graduating class.
Then why al thistalk about the importance of
belonging?

| believe the answer to thisis quite Smple.
Over the years, the works of Abraham Madow,
Jean Piaget, EL Thorndike, BF Skinner, Benjamin
Bloom, etc. (let'sjust cal them the boys) have
had atremendous impact on what we know as
school today. | have not met an educator to dete
who is not somewhat familiar with the work of all
of these gentleman, including Abraham Madow.
Specificdly, Madow's work concerning the
hierarchy of human needs continues to this day to
directly impact practices in our schools.

Self-
actualization

/ Esteem needs \

/
/ \
[ A\

Belongingness needs

Satety needs

Physiological needs

Maslow's Hierarchy of Human Needs

Think about this. Many schools today have
school med programs that bring in children
during the summer to insure thet they are a least
edting one med aday. All sorts of examples exist
concerning safety needs, ranging from the sfety
patrol (whichiswhere | understand Dirty Harry
got his gtart) to medicd services on school
grounds. Also, can you recdl the last time that
you spent any significant amount of timeina
locd dementary school and don't remember
some form of sdf-esteem group a work? Duso
the Dol phin, Pumsy the Dragon, and the like have
found their niche a school... and when it comes
to sef-actualization, think about dl the avards
and honors programs that exist to help each
sudent "be dl they can be." Yes, it is staggering!

Please don't regard my poking abit of fun a
these programs as a statement regarding their
importance, because | believethat these are dll,
generdly, worthwhile causes. However, the thing
| find mogt ironic is that good old Abraham
Madow would be turning in his grave if he were
aware of how disconnected many of our children
fed today, including children with disabilities.



You see, as Norman Kuntz notes, what we have
doneisinverted, or rather perverted, this pyramid
to have belonging be something that needs to be
earned after the attainment of sdlf-actudized
gods, rather than being acknowledged as a
fundamental human need.

The need to belong is one thing that we ALL
share, regardless of our interests or ahilities.
Think for amoment about children who struggle
with communication skills and their peers on the
forengcs team. Despite their unique differences in
communication skills, they share the basic human
need to fed they are accepted and they belong. If
our persond worth or, worse yet, our acceptance
into our loca community is contingent upon
demondirated skills, none of us could ever acquire
atrue sense of belonging. We would dl be daves
to the pressure of ways needing to achieve our
best and not be granted the luxury of human error.
Each team would have to win every game, each
honors student would need to ace every test, and
each person would need to congtantly live under
the pressure of losing their status, their virtua
human value, upon failure.

The pressures our children will face asthey
enter the 21t century gppear enormous. Collec-
tively, we need to help establish, or at least
reestablish, a sense of connectedness for our
children. Schools need to nurture a sense of
belonging for the sake of each individud child,
and ultimately society at large. Naive ... perhaps,
from some perspectives, but attainable, and
definitdy worth the effort!



The Educational Machine:

"Alittlerevolutionisahealthy thing, asneces-
saryinthepolitical world asstormsinthe
physical." —Thomas Jefferson

If you ever want to put adamper on a gather-
ing of human service providers Smply mention
theterm "systems change." Service providers
have been known to literdly flee the room at the
onset of adiscusson onthistopic. Inredity, |
can't blame them. After all, it is difficult enough
to exce at one's role without taking on the
problems of theworld, or worseyet, THE SYS
TEM.

The ample fact of the matter isthat in order
to understand inclusion and how to support its
evolution in both school and community contexts
involves understanding and effectively working
with systems issues. For instance, | will often ask
educators to think back over the past five yearsto
aworkshop on some new ingtructiond technique
with which they were impressed. Initialy, most
people try newly acquired skills or techniques, but
over time often revert back to their "old" pattern
of behavior unless they have an existent support
system in place. Does this scenario sound famil-
ia? Welcome to the club if it does. Smply put,
the drudgery of the daily routine—the sysem
itself-can wear us dl down into submission. If
this were not the case we would see most of the
best practices that support incluson in place
across dl schools.

Asanillugration, | have not yet met an
educator who participated in aworkshop on
cooperative learning who did not fed that the
technique could help students in their classroom.
Despite this, only a small number of schools
whose teachers have been initialy trained in this
technique have implemented this best practice
across dl classrooms. Cooperative learning would
be more the rule of thumb in typica dassroom
settingsif this were not the case. Whileit is easy
to agree that great heedway has been made in the
use of such drategies across classrooms, it is
often the systems issues that impede full, long-

Ing Systems Change

term implementation.

Let's stay with the cooperdtive learning
example a bit longer to further darify this point
Cooperative learning involves facilitating students
to solve problems while maintaining relationships
between team members. One premise of coopera-
tive learning is heterogeneity. Unfortunately, this
cornerstone is compromised when the particular
school system in which the teacher works uses
ability group tracking practices such asthe
Daises, the Daffodils, and the Skunk Cabbages.
The teacher, and ultimately the sudentsin the
classroom, gtart out with a strike againg them due
to such grouping practices.

Over time, most innovative practices cal into
guestion many basic assumptions of school
operation. Issues continue to surface in schools
that are moving in an inclusive direction-ques-
tions such as "what is the purpose of grading?’;
"why do our schools operate on arigid, lockstep
promotiond system?' This, by the way, isaso
the case in many schools that are becoming
outcomes-based stes for learning. When such
issues are not meaningfully addressed to accom-
modate the inclusion of a diverse student popula-
tion, over time, 9&f generdly become frugtrated,
and in essence, revert back to the status quo.

Pretty gloomy? It can be if you let it get you
down. Or, as many of my colleagues have found,
it can serve as acatdys to change by helping us
ask the infamous three-letter question...WHY ?
Why do our schools, or for that matter, we as
individuals act inthe way that we do? Isit a
conspiracy, amalaise, or just timeto find anew
job?

Asking the question "why" is redly not that
difficult. Infact we dl & one time were expertsin
posing this question to our parents and teachers.
Unfortunately, with our society's preoccupation
with understanding "how" things work, we have
forgotten "how" to ask "why." Systems, and
subsequently people within systems, need to
continuoudy ask this question. Without such



inquiry we leave to chance the direction behind
our actions.

Collectively, consumers and educators can
wield great power if they take the time to under-
gand systems issues that support the implementa-
tion of inclusve practices, and in turn, publicly
ask "why?' However, to do thisrequiresa
willingness to not flee the room in order to avoid
the conversation on systemsissues. To support
you inthisventure, | will try to briefly highlight
what are, to me and many of my colleagues, the
more sdlient features of how school systems
operate and ultimately how to postively influence
practices within them.

In our work with educators and parents, we
have utilized literature from many different
sources. One particular resource, Michad Fullan,
Dean of the College of Educetion & the Univer-
gty of Toronto, has greetly influenced our
understanding of school systems. While other
modds of andyssexig, | beieve none are asto-
the-point as how Fullan views systems issues
through three stages: initiation, implementation
andinstitutionalization.

Implementation

Stage

Initiation
(Launch)
Stage

= Palltbcs! wnd
sducational rensons

« Cleer ¢hange model
for implamantation

» One or more strong
wdvocetas

« Actlva Initiation

s Coerdination

« Shared Controt

s Blend of Pressure and
Support

« Ongolng technical
Asak3tance

s Importence of Rewards
(Calebrats succosses)

Initiation

It isimportant to redize that there is probably
no more important phase than the one within
which any particular g&f is currently engaged.
Therefore, a the onset, initiation (or as| call it
the "POM POM" phase) is the most important.
Anather way to think about thisisthat you never
get a second chance to make afirg impression.
Do the right thing the first time and implementa-
tion can logicdly follow. Mess it up, and you
could spend the remaining days of your career in
professond purgatory ... lost with dl the souls
who once had grest intent.

Probably no more important idea exists
within thisinitial phase than that of understanding
that it usudly takes a combination of both internd
and externd sources of support and pressure to
initiate change. Specificdly with inclusion, it
takes acombined effort, a codlition so to speek, of
educators and consumers who want to change the
system. It greetly helps to have champions within
the system who want to do the right thing in
combination with champions outside the system
condructively ingsting the right thing be done. In

Institutionalization
Stage

« Bullt into the system

« Tlad to clussroom Instrue-
tlon

* Widespread Use

+ Removal of Compating
Practices

» Continuing Assistance

Adapted from:  Fullan (1990)

Miles (1986)



isolation, people within the system can be S-
lenced in avariety of ways; it becomes an interna
afar. In isolation people from outside the sysem
can be easlly dismissad as not understanding the
complexity of issues or as being too emotiondly
involved to see things clearly. Anyone who has
tried in isolation, either from within or outsde the
system, to pull redity towards the vison of
incluson can relateto this. That'sif they survived
the struggle. The fact isthat internal and externd
agents of change need each other in order to move
asysem. Smilarly, these change agents need to
be conscious about the palitical and educationa
reasons behind the inclusive school movement.

Implementation

I mplementation, by itsvery nature, can bethe
messest phase in the process. The devil is dways
in the details...assuming that the direction of
change is based on the answersto the question
"why." If not, the devil may Hill resdein thelack
of direction for the practices in place a the
school. It is important to remember that thereis
no st time frame, and certainly no set list of
supports in arecipe format that will guarantee
children, or adults for that matter, acquire a sense
of belonging in their school or community. Itisa
persondly unique set of events over time that can
enable aperson in this manner. Understanding
this should underscore the importance of intense
collaboration between many different people in
the process of incluson. The notion of team work,
which | will address in greater detall later on,
comes into play in gpades during the implementa-
tion phase. No one book, and certainly no one
person can possibly have dl the answers for every
gtuation to be encountered in an inclusive school .
However, | have not encountered a Stuation to
date that could not be resolved through effective
collaboration.

Let's gay with this notion for atime. On a
persond level, think for a moment about experi-
ences in your own life that you were unable to
adequately address done. Many different ex-
amples come to mind for me, ranging from my

background as an athlete on various teamsto my
professond endeavors where | am, aswell, a
member of teams. The fact of the matter isthat
the idea of independence is somewha mideading
when in redity we are dl more interdependent in
our persond and professiond lives. Accepting
this notion of interdependence is criticd to
effective team functioning. Only through effective
teaming will any group of educators, in harmony
with parents, be able to meet the needs of ALL
Students.

Institutionalization

| must take my hat off to Mr. Fullan in hisuse
of theterminstitutionalizationin describing this
third phase of change. Thisisthe only good use
of thisword that | have come acrossin my
readings. Leadership, which | will dso talk about
later, often involves some form of charismatic
presence. Thisis particularly true during the
initiation phase. The problem often becomes that
changes become too dependent upon a centrd or
key figure within the school. Problems arise if
that particular person leaves his current position
and too much is dependent upon him. Inclusve
schools that continue to be successful for dll
children consstently take the long view, which
involves building in ownership on the part of
ALL gaf and community. Smply stated, build-
ing redundancy into the system is important to
avoid becoming too dependent on any one person.
We need to ingtitutiondize the vison of incluson
to have a lasting effect.

One particular issue that is reated to thisidea
is that of removing competing practices (i.e.
homogeneous tracking practices). Thereis
nothing more demordizing than to have aff
make a commitment to implement inclusve
practices and, when they uncover systems barri-
ers, to be advised not to raise the issue(s) because
they would cause too much confusion. It is
important not only to articulate the vision of
incluson in words through a mission statement,
but it is equaly as important to "wak the talk"
together by seeking to remove barriersto inclu-



son. Practicing what we preach is fundamentd to
everyone's mord, which iscriticd to the hedth
and climate of schools, and serves as a necessary
prerequisite in this phase.

It isimportant to redlize that while initiation,
implementation, and ingtitutionalization phases of
change have been presented in alinear manner-
initiation proceeding implementation, and so on~
that a high degree of interrelationship exists
among dl phasesinthismode. In example,
actively initiating the process of incluson reflects
a"just do it" mentdity. Thisisto say that, while
there do exist some forms of readiness activities
that can pay dividensin the long run, there comes
apoint in time when the team (including the
parent and optimally the student) decidesto go for
it Inleading upto thispoint, as well as beyond,
finding the proper blend or balance of pressure
and support is important. This often involves
orchedtrating (in concert, so to gpeek) leverage
through combining interna agents (i.e. teacher/
adminigtrator champions of incluson) with
externa agents (parents and advocates). Asyou
can seg, inredity no clearly distinct starting or
ending points exist between these phases of

/

change. Rather, afluid relationship gppears
evident, with effective change agents moving
with the ebb and flow of loca needs and re-
sources in the change process.

Without question, becoming an inclusve Ste
represents a sgnificant change from past practice
for most schools. New and complex issues
requiring dynamic leadership surface in schools
as they evolve through these stages of change.
Adminigtrators need to manage a series of impor-
tant stepsin order for this shift in practice to
occur in an organized manner.

Managing Complex Change

It has been said that trying to create a sgnifi-
cant shift in paradigm in the public schoalsis like
trying to move agraveyad ... you are dways
amazed a how many friends the deed till have.
Managing sgnificant changeis, at best, ade-
manding job. At worgt it can Sserve asa proving
ground for martyrs.

Undergtanding the difficulties inherent in
managing change is important for the leadership
in any school. Thisis particularly true in schools
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that practice incluson. The Enterprise Group,
Limited in their work with a variety of organiza-
tions has identified five key e ements necessary
for managing complex change.

Addressng issuesrelated to vison, kills,
incentives, resources, and action planning gppear
to be equally important in buildings moving in an
inclusive direction.

Vision

Specificdly, schools where gaf members
have played an active role in articulating their
beliefs for al children as a result of education
tend to have a clearer focus on their mission as
educators. Clear articulation (viathe collaborative
process) of intended outcomes for dl children a
the given school can serve as apivotad activity in
the change process. As Seneca noted some time
ago, "If aman knows not what direction in which
to sail, no wind is favorable." The collaborative
process can best insure ashared direction, a
drategic intent, on the part of gaff a the school,
and can sarve as acommon frame of reference
from which to gauge existent practices. Working
together can lead to outcome statements for all
students that avoid a preoccupation with deficits
and categorizations. A shared vision by S&ff
serves as arepresentation of the vaues base of the
building, thus leading to changein practices when
the current strategy does not leed in the direction
of the dedred outcomes. Smply stated. ..it serves
as an inertia budter.

I ncentives

Schools that have articulated a shared vison
have dready begun to address incentives for g&ff.
One of the grestest incentives for educators can
be to actively participate in the development of
the misson as wel as the planning and delivery
of supports. It is more likely that saff will
continue to invest high levels of energy in meet-
ing dl students needs when they percelve
themsdlves as active participants in decision
making. This fact has been born out time and time

agan in motivationd theory literature across a
variety of settings.

Unfortunately, | am surethat we can al relate
to Stuations where we have felt put on the spot to
perform some skill or activity, but we weren't
exactly surewhat it was, or WHY we were being
asked todoit. You will notice the "why" word
has raised its head once again. People need to
have an interna understanding of the rationde
behind the inclusive school movement in order to
successfully support inclusion. Acknowledging
this, the notion of participatory management
certainly has aplace in an inclusve school.

Skills

Coupled with avision, and the subsequent
incentives that this process can provide, leaders
can further empower g&ff by involving them in
the decison making process concerning saff
development, dlocation of resources, and the
development and implementation of a building-
based action plan for incluson. These three sets
of issues can best be addressed through team
work, team work, and more team work!

It is extremely important that Saff percaeive
themsealves as cgpable professonds in the inclu-
gon process. A vigble commitment to gaff
development has been consstently noted across
inclusve schools. Staff need to fed comfortable
in their abilities to educate sudents with diverse
needs while feding a part of a cooperative team
in designing and delivering effective services. It is
equaly important that Saff development activities
be congruent with the mission in the building.
St often identify specific themes for profes-
sond growth asthey collaborate on their mission
datement. Additiondly, it is important for S&ff to
see rdlevant connections between d&ff develop-
ment activities as they support the process of
inclusion. These connections need to be clearly
vighleto dl in order to safeguard people from
"not being able to see the forest for dl the trees.”



Resources

Concomitantly, everyone needsto bein-
volved in the reallocation of resources to inclu-
gve priorities. Resources are dways tight in
public schoals, and the redlity isthat this Stuation
will most likely become more problematic based
on current economic redlities. One way to create
new funding sources from existent ones is
through the remova of competing practices (as
noted earlier). If the competing practices removed
cost money, and often times they do, these monies
can be redirected towards initiatives that are
consstent with inclusion. For example, inclusve
schools acocept student diversity as anaturd event,
making attempts at traditiond ability grouping
practices generdly incompatible with the vision.
In this example, resources in terms of peoples
time (which equates to money) can be redirected
to addressing the issue of "how do we support
daff in meeting dl students' needs in integrated
settings,” rather than atempting to sort children
into groups basad on percaived abilities and
making decisons on who is "ready" to bein-
cluded. Remember, people are born ready to be
included. We need to adopt a"just doit" ap-
proach to providing supports.

Action Planning

Articulating the vision at the building levd,
coupled with professond development, and the
development of incentives and resources commit-
ted towards the process of incluson represent
ggnificant geps in the full implementation of a
building-based action plan towards incluson. On-
going collaboration, and a subsequent renewa
process for g&ff, can best insure the continued
evolution of an inclusve system.

A find question to address before moving
into a more full-blown description of leadership
issuesin inclusive schoolsisthat of "how do I, as
an educator, parent, or whoever, motivete others
to see the vaue (the why) in including children
with disabilities with their non-disabled peers?
The key word hereis"motivate."

Motivationd practices have long plagued
people trying to create change across dl types of
organizations. While | fredy admit that | have a
tendency to overamplify issues, asmple di-
chotomy does exist from my perspective. Smply
gtated, people who are trying to influence change
can elther choose to motivate viainternd or
externd means. Let's Sart with externd, asthisis
probably the most prevaent example of motiva-
tiona practice. | have heard this gpproach de-
scribed a number of different ways, however
Frederick Herxberg's description redly strikes
home for me:

"The surest and most circumlocuted way of
getting someoneto do something isto administer
akickinthe pants-to givewhat might be called
KITA."

While the adminigtration of KITA isapretty
graightforward proposition, it does serve to fom
atype of dependency on having afoot reedy to
swing in an ongoing manner. Reliance on such
externd activators will only be effective as long
asthey are present; remove the threet of the kick,
and thereis agood chance that you remove the
longevity of the change.

Contrarily, finding waysto help others
become internaly motivated to see the vduein
change can lead to long-term ghiftsin belief
systems, which can result in behavior change
consgtent with this new view of the community
we cdl schodl. It is important to remember that
while much of this section has been devoted to
describing systems gpproach to inclusion, dl
school systems are made up of individual people.
As such, dl stakeholders in the change process
need to see what's in it for them. Effective change
agents, including principas, nurture such an
understanding of proposed changeswith g&ff. By
doing so, leaders not only better insure that eech
gaff member will continue to do the right thing
over thelong haul, but additiondly will in all
likelihood increase the probability that the
particular gaff member will stretch the bound-
aries of the current paradigm.



Effective "motivators’ both understand and
can implement motivationa approaches that
encourage long-term growth. Underdanding this
leads usto the next logical set of questions. "Who
should lead and who should follow?" Are there
clear-cut ways to identify potentia leaders? Can
we produce such leaders in adminigtrative training
programs to lead the inclusve school movement?
Is leadership an art form, science, just plain luck,
or dl the above?



Who Should Lead and Who Should Follow?

"Theonlything of real importancethat leaders
doiscreateand manage cultureand that the
uniquetalent of leadersistheir ability towork
with culture." -(Schein, 1985)

| have been an avid sports fan for anumber of
years. As achild growing up, | followed with
gresat fascination athletes from amogt every sport
imaginable~or at least the ones that made it on
primetime TV prior to ESPN. | continue to
follow sports, dl be it not as avidly as when | was
gill in high school and college. However, | have
found my admiration for athletes has changed as |
have come to better appreciate dl the dimensions
involved with teesm performance. | have cometo
gppreciate a couple of athletes in particular, ad
their qualities earn them a prominent position in
this section on leadership.

Specificaly, Wayne Gretsky of the Los
AnglesKings and Larry Bird (recently retired) of
the Boston Cdlticstop my list of leaders who
happen to be athletes. Thisis not due to their
outstanding individua abilities on theice or court,
but rather their unique ability to raise the leve of
play in their teammates at critica moments when
momentum was in the balance. Many of my early
lessons in leadership came through team sport
experiences. What | have cometo rediscover as
an outgrowth of my work with inclusive schools
isthe old adage of a chain only being as srong as
its weakest link. Gretsky and Bird understood this
concept in their endeavors;, regardless of how
many points they would amass during agame,
they knew no one person can carry ateam for
very long. Itis possible to carry them ashort
distance-such isthe vaue of a superstar per-
former. But they cannot carry them forever, ad
herein liesthe vaue of the superstar enabler.

| believe the relationship between sport and
inclusive schools are gpparent to many. However,
let's expand this notion of enabling players on the
team to dlow the team to go further than it could
asaresult of individua superstar performers.

A sense of synergy is produced when the
right players are brought together and nurtured.
Thus is the case on great teams and in an inclu-
sve school. Superstar enablers do not hold, or
hog the spotlight on the playing field known as
school. Rather, they serve as amirror reflecting
the bright lights towards those willing and ready
to assume aleadership role.

The truth in education is that the system
empowers by title principals as building-level
leaders. However, the harsh redlity isthat no one
person can dways take the leed in aninclusive
school. Certainly principals maintain responsibil-
ity for nurturing an environment, or a building
culture, that is conducive to ALL students being
successful within the regular classroom. How-
ever, itisapractica impossbility for any one
person to establish aculture. This should become
quickly gpparent when one consders that cultures
ultimately involve people coming together who
share aset of beliefs or customs-a common
psychology as Peter Valll cdlsit. Smply stated, it
takes two to tango, and such isthe case with
culture.

Max DePree, in hisbest seller Leadership
Jazz, draws some wonderful examples of what he
terms "roving leadership.” In my opinion, DePree
grasps very negtly a certain redity in dl effective
organi zations-there are times when the entitled
leader takes the lead, and there are times when the
entitled |leader steps back and lets (subgtitute
"enable" here, if you wish) othersin amore
credible position lead. Teachers (today's water
cariers) often are in the best position to lead
decison making teams in inclusive schools. To
help this occur, building-level administrators are
being asked to take the risk of supporting others
in the leadership process.

Such aleap of faith by principals can be
uncomfortable at firdt. In redlity, risk taking (or
wing walking as we refer to it) redly never
becomes a safe proposition. Rether, it Smply
becomes alittle more known each time you do it.
| recall the following words of wisdom from a



colleague: "The more you know, the more you
know you don't know." Trandation for leaders ..
. know when to act, when to help otherslead, and
when to get out of the way!

Now, having briefly described enablement
and distributed leadership, the question becomes
where do we find, or how can we develop such
leaders? Is it nature, nurture, genetic, learned, art
form or science? Well, the ample answer islikely
"al the above." Like mogt important thingsin
life, there is not dways one ultimate truth or way.
People in human sarvices exist in agrey zone
where change in shade is the only thing that is
100 percent predictable.

If I must choose between nature and nurture
concerning leaders, | chooseto qudify my
response. | know... another shade of grey. See
what | mean? Therefore, my response is Imply
"dl of the above."

Regardless of which sde of this debate you
choosg, there are cartain qudities that effective
leaders consgtently demonsirate. Most greet
leaders, in my humble opinion, find a hedthy
balance in how they operate within their particu-
lar system. One particular leader with whom |
have worked, Bill Opdenhoff of Danville Area
School Didtrict, provides a perfect example of this
balance. There are many things about the way Bill
leadsthat | admire, but none more than his Sngle-
minded passion for outcomes with children. He
has the uncanny ability to balance what Peter
Drucker refers to as doing things right and doing
the right thing. Managers tend to do things right,
by the rules in kegping with precedent. Leaders
tend to first and foremost insure that they, and
their teammates, do the right thing-which some-
times means changing the rules and creating new
precedents. Stated another way, doing the right
thing addresses "why"; doing things right ad-
dresses "how."

Another way to look & this issue is how Peter
Likins, Presdent of Lehigh University, address-
ing agroup of core 9t at aleadership retreet,

talked about |eadership as "being where the heart
comesin." Having, holding, supporting and
recruiting others in sharing abdief sysem~a
vison for anew world reality-is fundamenta to
leaders searching to create a balance that works.
The ability of the leadership a the building leve
and beyond to find anatural balance isthe key to
successfully supporting inclusion.

Allowing these distinctionsto serve asa
backdrop, let us turn our attention to the specific
leadership characterigtics needed in an inclusve
school.

You will notice | did not say leadership
characteristics of the principd, in isolation. All
gaff need to demondirate these qudities by
making them a shared responsibility. While one
could pull characteristics from many lists of
leadership quditiesin much of the organizationd
management literature, here are some qualities
that | see as most important in leading an inclu-
gve school. Seeif you agree ... and be sureto
make this list your own by adding to it.

* Vidon » Commitment
» Communication * Integrity
» Authenticity * Wisdom
* Confidence * Navety
* Farness
Vision

The ability to envison apoint of departurein
the future and to build a bridge backward to meset
the present represents one of the the most artidtic
roles that leaders share. They demondrate what
Charles Smith refers to as the "Merlin Factor,”
the ability to think and plan backwards from a
future point in time in order to generate effective
action in the present. Vision becomes synony-
mous with strategic intent in any organization. It
isthe articulation of abelief sysem that isto be
lived up to through dl actions within the organi-
zdion ... the schoal. Effective leaders in inclu-
Sve schools are adle to articulate their vison in a
manner that enables other g&ff to reflect upon



their belief sysemsand, in turn, to create a
consensus position on direction. True leaders do
not sell their point of view, but rather find waysto
encourage othersto ask the question "why" of
themsalves, whichin turn leads to matching
behavior with vision.

Commitment

Focusing everyone's energy onthevisonis
fundamentd in aninclusive school, but the notion
of sustained development over time is equaly
important. As| seeit, it boils down once again to
a ample dichotomy. People in empowered
leadership pogitions by title (i.e. principa) can
choose to be elther a part of the solution, or a part
of the problem. Thereislittle room for peoplein
acknowledged leadership positions in education
to act complacently. Cresting inclusive schools
that embrace human divergity is not just important
for children with disabilities, but rather for ALL
children and society at large. School administra-
tors are empowered, at least to some extent, by
the system to lead. Therefore, "leaders’ should
lead in dynamic ways.

Additiondly, effective building leaders seem
to be willing to go the extramileif it will benefit
achild. Equdly, this type of commitment is found
when it comes to an effective principa supporting
a gaff member. Commitment to life-long learning
is fundamentd ininclusive schools. Such aview
of education acknowledges that we, as the adults
in the system, continually learn as much as, ad
sometimes more than, the kids during the typica
day. A commitment to including everyoneina
healthy school environment is a necessary build-
ing block.

Communication

Ted Seizer has been noted as saying that three
things will help change Americas schools:
"Focus ... Focus... Focus." | concur with this
view of dtrategic intent, however | would add
"Communicete ... Communicete ... Communi-
cate." Principas who enable their gaff demon-

drate an unwavering dedication to facilitating
communication between dl stakeholders a school
concerning the well being of children. Staff need
opportunitiesto talk with gaff. Parents and other
consumers need clear language as aground rule
for conversation with educators. Much attention
has been devoted to communication in effective
schools over the years, however, | believe that
some important areas of communication have
been overlooked. Specificaly, | believe that two
of the most important areas where didogue needs
to occur in an ongoing manner are:

* kidswith adults---simply put, thekids at school
generdly arein the best position to tell us adults
what they need, or more importantly, how they
fed about incluson and other such issues; and

» educatorswithlocal community members-
including taxpayerswho do not currently have
children in schoal. It isimportant to remember
that as motivating as success stories about kids
can be, the mgority of people who pay the bills
in any given school sysem do not have children
currently enrolled.

Facilitating conversations between kids and
adults should be pretty self-explanatory. It istheir
school, their community, and their futures we are
al trying to make better. Kids have the greatest
long-term stake in their education, not we adults.
Our adult interests are primarily focused on the
short run.

The second area should likewise not be so
difficult to understand; however, it never ceases
to amaze me how many thoughtful educators are
surprised by this taxpayer redization. It should be
rather clear at this point that while thistext is
dedicated to pulling redity towards the vision of
inclusion, most of the observations concerning
leadership lend themselves to effective schools in
generd. Leaders, and in turn everyone at school,
need to redlize the need to find waysto effec-
tively communicate with people from across a
variety of congtituencies. For example, senior
citizens need support in understanding how



inclusive schools will directly benefit them now,
aswell as children in the future. Effective leaders
find creative waysto support these types of
conversations, and in turn, stimulate such ex-
changes over time.

Integrity

Communication of intent is important, but
should not be viewed in isolation from action.
Stated another way, "Saying something is one
thing, waking the talk is another." Max DePree
talks aout blending "voice" ad "touch" inthe
role of leaders. Voice represents the articulation
of one's beiefs sysems (as noted earlier), while
"touch” representsthe demondtration of one's
resolve and competence. Integrity, in my mind,
can be defined as consstency in action with the
dated belief sysem.

I, aswell asmany of my closest colleagues,
believe that most people dready have intact a
vaues base that will dlow them to embrace
inclusive schooling. Thekey isacting in an
inclusive manner to help support others in unlock-
ing this often times dormant habit of the mind.
Waking the inclusion talk goes beyond kids by
asking dl of us, as human beings, to reflect upon
how we interact with one another. Understanding
this should help darify the important role com-
munication plays in supporting inclusion. Inmy
eyes, itishypocriticd to take the "bunker-siege"
gpproach to supporting incluson at the local
level. Certainly | can, on apersond leve, appre-
ciate how tempting this gpproach is. After all, it
would fed s0 good to react at aviscerd leve to
someone who sees the world differently from
"us." Alas, the pay dff, our feding of "I got
them," is short-lived with such an gpproach. The
more challenging strategy, and | might add more
long-term oriented approach, is to meet people
where they are and build on common ground.
Thisisnot to suggest that we compromise our
beliefs, but rather that we remain in congtant
touch with those beliefs in communicating with
others who have a different point of view. Gentle
advocacy, in my mind, is harder work, hands

down, than the "bunker-siege” goproach. Itisdso
demondtrating competence and resolve by walk-
ing the talk of incluson.

Authenticity

Coca Colafor anumber of years has targeted
the authenticity angle in marketing its soft drink.
Billboards and radio waves have carried the
message that "coke isthe redl thing" for better
than haf adecade. Being perceived as "the red
thing" was, and il is, fundamentd to Coca Cola
Being percelved asred, or genuine, isimportant
for leaders, regardiess of whether they drink
Coke, Pepg, or whatever. Leadersininclusve
schools are viewed as consstent, but most
important, as believable. Smply put, it isnot just
for show. Inthis day and age in human services it
is reassuring to meet such leaders. They not only
wak the talk, but dso demongtrate aleve of
gncerity that is Imply captivating.

Wisdom

The pursuit of enlightenment has served as an
elusve Holy Grall of sorts for human beings
throughout history. Philosophers, politicians ad
others have long regarded its pursuit asthe
ultimate voyage. As such, | certainly will not
atempt to operationdly define this elusve
concept; however, | will briefly eaborate on the
notion of "the more you know the more you know
you don't know." Having the foresight, or better
yet, the wherewithdl to know whento act, defer,
or amply get out of the way is of tantamount
importance to leadersin inclusive schools.

Confidence

If you are interested in stretching people's
boundaries through discussion begin by deleting
wha Al Mamary of the Johnson City School
Didgtrict describes as "killer terms' from our
shared vocabulary. By this | mean that educators
are notorious for creating language that is under-
gandable to only the "in crowd,” and sorry, in
generd non-educators do not fit in. Perhaps by
switching our language paradigm to expanding



opportunities rather than congtraining growth has
merit, especially when we look to minimize non-
productive terms such asthe word "can't.”

The word, or rather contraction, "can't" isan
excdllent place to start because of its smplicity.
Just about everyone has some generd agreement
concerning what this term means. Additiondly,
most people would agree that it is a disheartening
term that possesses little growth potentid (et least
in apostive sense). Inclusve schoolsin practice
(usudly unwritten) have done awvay with thisterm
and its surrounding negative outgrowths. After
al, a onetime it was impossible for man to wak
on the moon, or for people from what was previ-
oudy known as East Germany to fredy move and
talk with people from West Germany because of
the physica nature of the Berlin Wall. After dl
this, can we continue to believe that kids with
varying abilities"can't" be educated in the same
classoom. Comeon... itistimefor usto get a
grip on the world the way it redly is, rather than
the way some till chooseto seeit. Inclusve
schools, and ultimately an inclusive society, are
achievable if we stop thinking in "can't" termi-
nologies. The only red barriers that exist are the
limits we sdf-impaose through our expectations.

Naivety

Is this perspective naive? Some believe so. In
redlity, it will take amiracle to move al schools
inaninclusve direction in areasonabletime
frame. After all, we have over 200 years of past
practice in segregation to overcome. Jonathen
Kozal, inhislatest book Savage Inequalities,
reconnects Americans with this harsh redlity.
Segregation, in its broadest sense, has been and
continues to be the practice of choice across many
of our schools. Leaders, and inturn al othersin
schools, need to pursuether "naive" dreamsin
order to survive. Naivety in this senseistruly a
virtue for any adult inthis day and age. Being
naive enough to believe that there is no such
concept as "can't” is proof in the pudding. As for
mysdf, | would rather be a hopeful optimist than
ahedpless pessmist

Fairness

The find leadership qudity that | have
included in my list isthat of fairness. | believe
that this one characteristic most closdly relatesto
what we might describe as attaining the American
dream. It dso gets a the very heart of the "why"
question previoudy discussed. Living in a society
where certain rights are supposedly indienable,
such aslife, liberty, and the pursuit of happiness,
directly implies some degree of alevel playing
fied. Separate has been legdly acknowledged as
not equa in terms of educationa options through
Brown vs. The Board of Education; however, we
gtill have segregated educationd programs for
children across minority groups, including
children with disabilities. Why isthis il the
case? Ceatainly thereis no one response to this
question, but gaff in schools that have begun to
transcend the notion of "letting some students in”
to accepting human diversity as anaura eventin
life demondtrate in their actions an understanding
of the importance of fairness. They strive, day in
and day out, to create and maintain alevel playing
field of equa opportunity for ALL children.

Hopefully, this description of leadership
characteristics will help to shed some light onthe
question of "who should lead and who should
follow." Principas, as well as other school
officids, are expected to lead. However, the
redity is that no one person can effectivdy be in
thelead in dl instances. Thisis not to let school
offidds off the hook in terms of their respong-
bilities as leaders, but rather to help define what
the leader'sroleis—one who dealsin culture. Itis
hoped that everyone assumes aleadership role at
school, and thisis certainly anecessity in an
inclusive school where complex issues regarding
human diversity exist. Administrators need to
nurture hedthy organizationa climates where al
are engaged in the daily redization of their belief
gysems. The key isin empowerment, or as
Colleen Wieck notes, addressng the three words
embedded in the concept of empowerment:
power, we, and me,



Gentle Advocacy: The Empowerment Process

Generally speaking, most peoplealready havein
placeavaluesbasethat will embraceinclusion.
Theartisinenablingindividualstorevitalize

their existent beliefsthrough a process of support.

Point one... life is full of choices. Exercis-
ing our choices cdls for judgment. Point two ...
inclusive schools operate based on a shared belief
system. Beliefs and vaues are persond matters,
and therefore can be touchy subjects to discuss.
Point three... exercisng judgment in how we
gpproach discussing vaues systems within the
inclusive schools context is crucia in supporting
othersin an inclusive manner.

Gentle advocacy, for lack of a better term,
represents what | and many of my colleagues
believe to be the most effective way to support
incluson within the educationa system. Effective
change agents do not try to force systems change,
but rather find waysto help othersto seethevaue
in change. Changing practicesin sysemsin a
long-term manner cdls for high levels of interna
motivation on the part of d&ff, as opposed to
more traditiona approaches that rely on externa
delivery of "goodies’ or KITA.

Let me share another persond observation to
hel p make this point more clear. Coaches (drama,
gport, etc.), much like building-level leaders, are
charged with motivating their players. Some
employ KITA as described earlier with varying
results, however most that employ this approach
need to be present in an ongoing manner to
ddiver the boot. In fact, the argument could be
meade that the players are not motivated to be
better players, but rather to avoid the "wrath of
Khan." The only one truly motivated, as opposed
to merdy activated, is the coach in this instance.

Contrarily, there are coaches who, while
indulging in abit of KITA, primarily target
getting "inside of their players heads and hearts’
to explore their motivationa systems. Coaches, or
better yet enablers, find creative waysto help
others see the vaue in hard work. They work with
their "team" where they are by building on

common ground between members in terms of
what they collectively want to achieve. This,
aong with hard work and some good old-fash+
ioned luck, powers people to drive for excellence.

This scenario has direct implications on how
individua team members function on the sage
known as school. Understanding the value of
holding one another accountable for shared
commitments at school is imperativeto serving as
an effective change agent in support of inclusion.
Smply stated, KITA hasvery little vaduein the
inclusive school movement.

Influencing Others

When we a the CSIU began our public
support of incluson, we became eedlly frudrated
with educators who did not see the world as we
viewed it. We smply could not appreciate where
"they" were coming from when we would en-
counter resistance to the notion of incluson in
vehement ways. This caused us to second guess
oursalves & times. On anindividud level, | was
forced to revidt my beief sygem to find possble
solutions to what | saw as mgor impediments to
implementing what | had come to believe. In
retrospect, this salf-evauative process was, and
dill is, the key to cresting common ground with
others who hold a different viewpoint. I, as well
as my colleagues, began to revisit what helped us
see the value in including kids with disabilities
with their non-disabled peersin the first place.
We smply retraced our own trail of bread crumbs
30 to gpesk and, 1o and behold, there wasthe
answer... SUPPORT!

Persondly, | believed that undernegth it dl |
was awell intentioned person who was no better
or worse than those | was encountering who held
differing points of view. The true strength, as well
asweakness in having a persond point of view is
that we dl believe that our ideas are right. If we,
asindividuas, did not think this way we would
probably not have opinions. Therefore, it is
important to remember that al of us believe our
opinioniscorrect... theright way to seethe



world. Revigting thisideahelped meto redis
cover that at onetime | believed in segregated
options of "specia education based primarily on
the fact that this represented my persona experi-
ences as a dudent, as well as my professond
training as ateacher. What helped me to see
beyond the edge of my rut to the new horizon was
support from colleagues who were, a onetime,
seeing the world in amanner smilar to mine. Asl
recal, they did not come after me with baseball
bats, chanting dogans about me or my belief
systems. Rather, they found ways to accept me
where | was—indude me, S0 to spegk, and nurture
me to grow beyond my traditiond views.

You will noticethat a no time did | suggest
that these colleagues who were supporting me
ever compromised their belief in incluson. To the
contrary, they reaffirmed it through their inclusive
actions. Now | gppreciate that there are those who
believethat what | am describing is not advocacy
inits purest sense. What | would remind readers
is that outcomes are how we measure effective-
ness of ethicd interventions. | would dso cal
atention to the fact that this approach to advocacy
is deeply rooted in the advocacy efforts of both
Mahama Gandhi and the Reverend Martin Luther
King-both pretty effective agents of change.

The key ideato underdand here isethical...
vaues-driven gpproaches. Let'sexplorethisidea
further through an example.

Throughout my career | have had the opportu-
nity to work with a number of individuals per-
celved to demondtrate "challenging behaviors."
What we, collectively as human service providers,
have learned through the use of postive ap-
proaches isthat "chalenging behaviors' result
from unmet needs. David Pitonyak (1990)
reminds us that, in a sense, "chalenging behav-
iors" are messages that can tell usimportant
things about a person.

The other thing we know about "chalenging
behavior" isthat it can be avery dusve thing, or
subjective to define. What one person describes

as chdlenging, another might interpret as alogi-
ca response to unusua circumstances and events.

Understanding both of these perspectives, |
submit for consideration that people who see the
world differently from us represent achdlenge.
In some instances we may perceive the person's
atitude and behavior astroubling, in other
gtuations we may cal it "challenging behavior."
This latter point is particularly true when we have
different perspectives from adminigtrators, for
adminigtrators not only control their own actions,
but can in fact control the actions of others.

The point is that people who demondirate
chdlenging behaviors need support in order to
meet their own basic needs. | beieve this notion
rings true for individua's who demonsrate whet
we would traditionally define as "challenging
behaviors," aswdl as for educators who, for
whatever reason, are not comfortable with the
idea of inclusion.

Think about this for amoment on a persond
level. Specificdly, think about someone in your
life who is particularly important to you. This can
be a spouse, child, friend ... you makethe
choice. Got someonein mind? Good, now ask
yoursdf the fallowing question. How helpful
would it be, or better yet, how accepted would
your efforts be if this person were experiencing
trouble with a dtuation and you ddliver atention,
and/or support in acontingent or manipulative
manner? If the person you had in mind was your
child or afriend, he or she probably would tell
you to "take ahike," or even worse if it were your
husband or wife. We need to keep in mind how
we, and those closest to us, get through what we
perceive astough times. In redlity, most of us
need more hugs, not fewer, when we fed we are
in criss or when we demondrate trying or
chdlenging behaviors. Support... support...
support is the key to helping others reflect on
their existent behavior and to call into question
basi¢ assumptions on which their actions are
basad.






