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As schools strive for effective decision making, the role
of the school principal is that of the ‘‘orchestrator’’ in the
- processes of participatory decision making. In a literature
review of group decision making at the school level, it is
apparent that the role of the principal or supervisor is of
maximum importance. Not only must the principal be
aware of the objectives to be accomplished by group
decisions, he/she must also be knowledgeable in the
various group decision-making models available. There is
a long body of research in the area of group decision
making which is expanding constantly due to the growing
importance which is placed now on participatory models
in most organizations.

This article will view the role of the principal in three
models of group decision making. The models to be
examined are the Vroom-Yetton decision-making model,
the Delphi Technique and the Nominal Group Technique
(NGT). Recent vesearch on effective school strategies

emphatically-siates that school personnel must be a part

of decisions affecting schools and that leaders must be
strong decision makers. Effective schools research
suggests that the principal’s leadershiris the most
important factor in a school’s performancel(l].
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The principal must have knowledge of several group
techniques so that the right choice can be made as far
as choosing the best group technique for the needed
objective. There is, in fact, a great variety of group
techniques from which the principal can choose.

The Vroom-Yetton Technique

Lacy([1], in her article ““The Vroom-Yetton Leadership
Decision-making Model and School Principals”, states that
a problem situation in one setting seemingly identical to
a problem in another setting can require a totally different
leadership style because leaders and settings can differ
so greatly. Furthermore, it has been found to be true that
the way a leader views a situation, for example as a threat
or as an opportunity, affects the way he or she decides
and what processes he or she will use during the different
stages of decision making[2].

The Vroom-Yetton model for leadership and decision-
making approaches leader behaviour as a social process.
Importance is placed on events which occur between
people rather than events which occur within a person([1].
This model has the leader/principal making decisions,
designing, regulating and selecting social systems which
make decisions. The principal must also determine who
will be needed to meet the objective.

The Vroom-Yetton model provides the principal with a
model of a decision tree which allows the principal to
narrow the portions available and decipher the correct level
of group participation in decision making (see Figure 1).
This model also allows the principal to prescribe the
amount of participation and time needed for the right
solution.

In the first part of the model the principal deals with the
definition of the decision and a range of leadership styles
that vary from highly autocratic to highly participative. The
four group styles consist of the autocratic leadership style,
the consultative style, the group decision style and the
delegated decision style. The second part is the definition
of decision effectiveness which deals with the relationship
of the decision to the group performance. This aspect
poses, for the principal, the question of how important
group acceptance of the decision needs to be for it to be
successfully implemented. The principal guides the
amount of participation in decision in the third part. The
principal must decide the decision effectiveness and the
best way to reach the desired level of effectiveness.

The Vroom-Yetton model concludes that the principal, as
the key player, must make judgements about the
characteristics of the problems being faced. Successful
leadership style selection is based on how the principal
is able to answer the diagnostic question accurately|1].
The common dimension of supervision — fornd in all
positions of leadership — is the ability to perceive desirable
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m m Model for Selecting among Alternatives When Several Are in the Feasible Set (for Group Problems Only)

Questions

Appropriate
alternative

Considerations

1. Should | involve others?

Yes ——»
No

At

Involve others when:

1. They posses relevant
information or skills

2. Their acceptance and
understanding are
important

3. Personal development
can result

4. Time is not a crucial
factor

5. Conflicts will not arise -

2. Should | direct my
subordinates to form
a group?

Yes —»
No

All or Cl

Form a group when:

1. Interaction will clarify
or structure the probiem

2. interaction will increase
motivation.

3. Disagreement may lead
to better solutions

4. Dysfunctional conflicts
will not arise

5. Time is not a crucial
factor

3. Should | delegate
decision-making
authority to the
group?

Yes —»
No

Cli

Delegate to the group

when:

1. The group will
perform competently
and your time will be
saved

2. Motivation among

4. Should | participate in
the group?

Yes —» Gli
No

Dl

Participate in the group

when:

1. No one else could
provide eadership in
the group

2. The group needs
information possessed

Source: [1).

group members will only by you
increase 3. Your presence would

3. Sufficient information not disrupt the free flow
and talent exist among of ideas, information,
group members or feelings

4. Your time would be
spent productively in
the group

objectives, and to help others contribute to this vision and
to act in accordance with it[3].

The Delphi Technique

The Delphi Technique which was developed by the Rand
Corporation in the early 1960s, is an instrument used to
summarize the opinion without a group ever assembling.
It is a particularly useful technique for a busy principal
to use with busy teachers who can respond at their leisure
or in the comfort of their own homes without having to
meet on a formal basis. The Delphi Technique extracts
opinions, judgements, relevant data or ideas on particular
problems without assembling face groups while working
on the same problem. Individuals work independently,
communicating by written form through the principal.
There are four simple steps to follow in order to implement
this technique:

® Step 1: The principal would prepare a set of
statements (goals, beliefs, programmes, etc.) which
address an issue which the school faces. This initial
set of statements may be formulated by the principal
or by a chosen panel of experts (teachers or
others). The principal must be responsible for
knowing his/her faculty and their expertise as well
as others who are available.

® Step 2: The principal sends out in written form the

formulated instrument with all the relevant

statements. The principal then tabulates responses

inut as they are received. Depending on what

_is received, the principal revises the initial
“statements and sends out a new instrument.

® Step 3: The principal mails out the revised

instrument of summaries and comparisons asking

respondents if they wish to revise or explain
answers which were far from the norm. Everybody
is supposed to provide reasons for their revisions.

® Step 4: The principal summarizes the final
instrument and distributes results as he/she sees
fit. The statements that seemed most attractive
to the participants are the ones used to provide
solutions to the issues initially posed.

This process can be repeated as many times as the
supervisor finds it useful to refine the instrument. The
Delphi Technique encourages futuristic thinking and the
identification of possible trends.

In summary, the Delphi Technique asks for expert
judgements, and judgements are shared with those
concerned. The principal is the key player in the
progression of each step of the Delphi Technique. He/she
must realize a need, formulate a questionnaire (alone or
with assistance) tabulate results, decide how many
repetitions of the mailout are fruitful and finally decide
how or with whom the results are used. One of the
greatest advantages of this technique is that the
participants do not know each other so there is anonymity
among the players. This is a good feature of this technique
because it ensures more objectivity in the comments made
and it also protects the process from the influence of those
who are more powerful or extrovert from distorting
everybody’s way of thinking.

The Nominal Group Technique

The Nominal Group Technique was developed by André
L. Delberg and Andrew H. Van de Ven in 1968. The
Nominal Group Technique (NGT) is a structured group
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meeting which follows a precise format. Individuals work
independently in the presence of each other. The
procedure for NGT is as follows:

® Step 1: The principal selects and prepares an
appropriate meeting room, provides supplies and
presents an opening statement. As individuals
gather to perform tasks their perceptions of why
groups were formed will affect their performance.
It will be the principal’s responsibility to clarify
members’ roles and group objectives for the
meeting. This reduces status barriers and
encourages communication. The effective principal
who is the leader of an NGT will welcome and share
appreciation of participation, explain the importance
of objectives, and emphasize the importance of
individual participation.

® Step 2: The members of the small groups work
silently, writing independently in response to a
question or an issue posed. The principal will have
selected a leader for each table who will read the
principal’s question. The principal or leader will
direct the group to write (in brief) statements,
asking for silent and individual work. Then the
leader will model this good ‘‘group behaviour'’.

® Step 3: The principal has tablets ready with the
nominal group question at the top. The responses
of group members are recorded on a chart in a
round-robin manner. This allows equal participation,
de-personalization, and a written guide. There is
agreement among scholars that the sharing of all
ideas and equalization of participation increase
group activity[4].

® Step 4: The fourth step of the NGT involves
discussion and clarification of each recorded idea.
The leader of the group is responsible for verbally
explaining the purpose of this step (clarification of
the meaning of each item) and for leading the pace
of discussion, so that each listed item receives
appropriate time, avoiding undue argument. If an
argument occurs, the principal or leader is the
mediator. For example, his role may be to point out
that both points of view are understood, but the
time factor requires the group to move forward.

® Step 5: The NGT members must prioritize ideas
through individual voting. The average NGT will
generate over 12 ideas in each group. The principal
will have increased ‘‘judgemental accuracy’’ by
asking group members to make individual
judgements and to express those judgements
mathem-*ically[4]. Studies show the addition of
simple ‘mathematical voting procedures can reduce
errors greatly in aggregating individual judgements
into group decisions. This particular step relies on
articulate instructions provided by:the princpal or
leader.

The advantages of this technique lie in the fact that both

" the expertise and creativity of the individual members are

taken into consideration as well as the wisdom of the group
process. A disadvantage may lie in the fact that the leader
who has a more authoritative position within the
organization may exert undue influence on the rest of the
group members.

Summary

As can be seen from the previous review of group decision-
making models, the principal must be the ‘‘orchestrator’’
in order for groups to succeed in group decision making.
Recent studies concerning moves towards efféctive schools
and site-based management call on the school principal
to involve the school staff in taking part in decisions which
affect the school and the student body. Proponents of site-
based management also point out that participation in
decision making instils a sense of ownership in those
involved in the school, and improves teachers’ morale and
motivation by formally recognizing the merit of their
professional opinions.

Principals are expected to take more active roles in
ensuring that staff have an opportunity to participate in
decisions and actiogs in curriculum and instructional
development and planning. The principal must be
responsible for providing his/her staff with opportunities
for decision making. These opportunities must be well
planned and some training should be provided to the
faculty and other staff members as to how these different
group techniques can be utilized in order to serve the
school and its students better. This cannot be
accomplished in memos or ill-planned ‘‘get-togethers’’.

Research has shown that a school’s effectiveness in the
promotion of student learning was found to be the product
of a building-wide, unified effort which depended on the
exercise of leadership(5]. It is only through.effective
leadership that key personnel are pulled together for
successful planning. Successful planning takes into
consideration the objectives to be met, and at the same
time the time constraints.

The three group decision-making models espoused in this
article give the principal a set of roles which can be used
to match the job at hand. Where do we get the job at hand?
We get it from a principal who has vision. How does a
principal have vision? He/she could use the Delphi
Technique to look for future needs. He/she might poll
teachers to see what they feel a school must provide for
them to do their jobs in the most effective way. Or he/she
might question the needs of junior high school students
if he/she is an elementary school principal and then plan
curriculum and instruction accordingly.

If a principal were to study the needs for a safe and crderly
school environment, he/she could employ the NGT.
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Through the use of this technique teachers would list their
beliefs of what is necessary for a safe and orderly learning
environment. Through the steps of the NGT, members
of the group process would arrive at a consensus of what
constitutes an orderly learning environment and which of
those elements are of greatest priority. It is.noted that
leaders involve staff and others in planning implementation
strategies in effective schools. Once these rules for a safe
and orderly learning environment are decided, it will be
the responsibility of the principal to enforce them.

If a principal were not sure of the appropriate group
procedure he/she might consult the Vroom-Yetton model.
This allows the principal to ask diagnostic questions such

s ‘‘Should I involve others?”’ or ‘‘Should I direct my
subordinates to form a group?’’ The decision tree offered
by the Vroom-Yetton model could be used in determining
such things as establishing a parent-teacher organization,
making improvements in testing administration, or
establishing campus goals and campus improvement
teams.

One message is clear: the principal must be the master
operator for his/her school. From the point that a principal
perceives a need, it is his/her responsibility to take the
appropriate action and to decide whether to involve others.
If the problem is one that calls for change in the behaviour
of others, it is advantageous to effect group decisions
rather than to rely on individual choice[6]. It is the
principal’s responsibility to involve his/her employees while
_ using their limited time wisely. Therefore, the principal
must know the mission to be accomplished and the best
procedure available to accomplish that mission. Any of the
group decision-making activities mentioned require
planning from the very first moment.

In order for the principal to carry out the mission, he/she
must not only know which decision-making model to use
but also have an in-depth knowledge about his/her
employees as well. In order to form the initial instrument,
such as the Delphi Technique calls for, the principal must
know which teachers bring the greatest knowledge for
his/her purpose. In order to conduct the NGT the principal
must know which employees would make the best group
leaders for each table. In order to employ the Vroom-Yetton
Technique the principal must decide whether to involve

others and which people possess the relevant information
or skills.

Research has shown that the acceptance of goals is
heightened by a goal-setting procedure involving
participation or at least the feeling that there is the
opportunity to participate if desired[3].

The principal will spend a great part of his/her professional
life meeting with groups of teachers-facuities, depart-
ments, teams, task forces, study groups and
committees(7]. Today, faculties must work as groups and
the success of a school is determined to a large measure
by the success with which teachers are able to work
together(7).
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