Principal  of large school seen as capstone for career, but being principal for smaller school more challenging, no delegation available. Turnover v. high for superintendents in large urban school districts.

Guiding questions for today

What do decisions look like?

How can one be sure that the problem is defined appropriately?

What is problem framing and why is it so crucial to good decision making?

2.4, 2.1, 2.7, 2.1
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What would you emphasize for decision making course?

· Shadowing or observation of good principal

· Needed to take into account other people’s views and perspectives but trust our own instincts. Self-trust

· How to trust people with what you delegate to them

· Jason – KIPP – internship – 6 week training institute and trained leaders in fundamentals and then shadowing. Case studies, behavior, theory.

· How to identify issue with legal ramifications and where to take it

· SD – effective school decision makers are always aware of the possibility that there will be legal ramifications and take that into account at least to some extent in their decision-making process.

We are always experts and we are always novices and everything in between.

The more complex the decision, the less amenable the decision becomes to highly rational thought processes and the more likely the decision will be made by limited/bounded rationality. You can’t know it all so you “satisfice”

SATISFICE

I love this word.

Move more toward the heuristic – rules of thumb, chunked collections of ideas and mental schemas about problems and solutions. Thinking about empirical evidence, awhat we anticipate, how what we have from the past might apply …. If X happens my response is likely to be Y. KNOW THYSELF.

Efficient way to make decisions, not necessarily effective or accurate. 

Intuition is not heuristic – well, maybe a form of it, Less to do with matching events with mental schemas as with a subconscious process that somehow assembles thoughts, ideas, etc. into a synthesis that reveals itself in an AHA gut feeling.

Jason – are intuitions irrational?

SD – not irrational perhaps a-rational. Thgere are those who argue that particularly in the kinds of decisions that schools – complex – heuristics and intuitions are the most rational way to deal with certain problems in certain situations or context. I believe the more expert we become at more highly developed forms of logical or rational thinking, the more likely our intuitions are to become rational.

Decisions on here (inbox) not in a vacuum – there are other factors (time) that have to come into play – it sounded before like we were saying choices exist in a vacuum.

SD: There are conundrums or “wicked dilemmas” (Cuban) that are not really problems – a problem is something that can be solved to somebody’s definition.  A wicked dilemma is something that can NEVER satisfy all stakeholders fully – also characterized by a high degree of intransparency – no clear goals, or process is opaque. There are certain problems that will never lend themselves well to highly rational forms of decision making – but rational, logical, intuitive thought DO NOT operate in a vacuum.

Madeline Hunter and the Seven Qualities of Highly Successful Teachers used as criteria for observation. Using them as observation criteria for teachers – didn’t go well, one teacher upset – his students were motivated and successful, his methods successful even though he was not hitting any of the 7 qualities. Problem framing- “teacher not doing it right”  to  “criteria aren’t end all and be all of good teaching”. One teacher hit all seven steps and it was the worst lesson he’d ever seen.

Technical questions more amenable to rational decision making – less technical, less rational

Tacit knowledge – real time assessment and adaptation/reaction. Interesting research in neurophysiology 

Damassio - Descartes Error – Human thought processes and emotion

As we learn a task it goes from the conscious mind – the neocortex – to the limbic or instinctual

James March – business and ed schools – 1994 A Primer on Decision Making – helped SD put together “Anatomy of a Decision” handout.

Decisions tend to fall into two dominant categories in schools 

Program – routine, habituated, transparent, amenable to rational thinking

Non-program - novel ambiguous complex, amenable to qualitative

Problem definition is episodic – we can go from one sphere and back again.

Principal’s first take on #3 more political than goal driven. Then as knowledge comes in – legal resoluation? Less political, much more goal-oriented.

If I can’t do X, what CAN I do – executive more than a policy issue. So whole level of rational – then sub-level once you have answer to first level, given that what can/should I do.

Framing a Problem

Examining how your perspective is determining what the problem might be

Giving the problem meaning that is related to your own worldview

Limitations: Your view/assumptions could be wrong

How can you counteract possible flaw? Other perspectives from THOUGHTFUL others

Memories are not seen as accurate representations of things that happened in past – tempered by needs personalities perspectives etc. Memories are never 100% objective. 

How do experts frame problems differently from novices – based on experience, more informed.

common denominators in literature on problem framing – 

internal reflective process, expanded view (to do it well) perspectives of other relevant people (who is relevant?)

Fluid process – as we learn more, we re-frame the problem, and then frame it again. Problem framing is rarely static.

What kinds of things might obstruct or hinder your ability to frame a problem well 

Biases (personal or cultural)

Times during which being an expert may be disadvantageous – you see things that have surface resemblances to things you’ve seen before and you miss what’s really there – novices have fresh perspective.

Inflexibility/overflexibility (flightiness)

Lack of information

Insights into how school leaders prioritize

Relevance AND importance – has to make both criteria

OSSA &

Urgency

Complexity

Novelty

Assume the role of Principal Kane:

State the Problem:

Describe the Problem

Identify Differences between affected and unaffected objects, units, or persons

Identify changes that are associated with the problem

Generate likely causes

Consider the most likely cause

Verify the most likely cause (is there any evidence in the case itself that suggests that this is the most likely cause) Are we finding evidence or a way to find additional evidence? First see if there is evidence within the case to support your likely cause – but it would be “impressive to me” if you suggest other types of evidence you would like to track down

Assume the role of one other character:

Whose perspective provides the most accurate description of the problem and its causes? Why?

What underlying values are evident in this situation? Which ones compete for attention? (basic human values, social and political values, professional values, organizational values, personal values)

What should principal Kane do to resolve this dilemma in a way that ensures that his and the school’s core values are supported/reinforced?

Due in 2 weeks

