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ABSTRACT 

The amalagamation of St. Mary's College and St. Joseph's High 

School, Lismore was a process that began in 1965 when a decision was 

made to combine Senior classes for the first Higher School Certificate 

curriculum. There was no thought of amalgamation in 1965 but the 

decision made then lead to the developments of 1977. 

Increasing enrolments and the need for a building programme set 

the scene for a merger of Junior classes and the introduction of 

coeducation throughout the schools. This process extended from 1977 

to 1981. It was a period of conflict and resistance to change but it 

laid the foundation for the complete amalgamation of the schools to 

form Trinity Catholic College in 1985. 

The amalgamation process provides a study of decision-making in a 

Catholic school context. Changes in the Church, Catholic schools and 

Religious Orders are reflected in the changes in the way that 

decisions were made at the three key-points in the story. 

The study draws attention to the fact that in amalgamations of 

schools much of the planning is done in terms of the present schools 

rather than for the new school which is always twice as large and much 

more complex. The non-educational aspects of amalgamation are also 

considered because they are a time-consuming but important part of the 

planning. 

This study shows the importance of rituals in laying the old 

schools to rest so that the new school may come into being. A visible 

indication that things are different is essential when the students, 

staff and buildings remain as they had been. 

Since amalgamations are becoming more common as student numbers 

decline some lessons learned over the past twenty years are recorded 

so that others may benefit from them. 



PREFACE 

This study deals with events across a twenty year period. In 

researching the events of 1965 and 1966 I have been largely dependent 

on the recollections of people who were involved in the decision 

making at that time. I would like to acknowledge the assistance 

given by members of the Presentation Congregation and the Marist 

Brothers who were able to provide verbal recollections of a decision 

that was largely undocumented. 

The second phase of the amalgamation extending from 1976 to 1981 

was well documented, but I was greatly assisted by a number of 

teachers, ex-students and members of both Religious Orders who were 

able to add their reflections and interpretations to the written 

records. 

I would like to acknowledge the assistance given to me by the 

Principals of both schools, their Deputy Principals and members of 

staff who gave me valuable insights into the events of the second 

phase. 

The final phase of the amalgamation was recent lived experience. 

It was well documented but it proved difficult to be objective about 

such recent events. Again I thank the many people involved with the 

school for their advice and interpretation of events, 

Finally, I wish to acknowledge the assistance I 

throughout this study from Dr. Bill Mulford of 

Education at the Canberra College of Advanced 

have received 

the School of 

Education. His 

knowledge of the-processes of change in Educational Institutions and 

his encouraging suggestions have helped me to sort out the events of 

a twenty year period and to record them in an ordered manner. 
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CHAPTER 1 

THE STORY 

Introduction and Justification for Study 

This is the story of the birth of a school 

College. 

1 

Trin ity Catholic 

Trinity began operating in 1985, rising like the Phoe nix from 

the ashes of two very old schools. The students were the same, the 

staff and the premises were the same but the name was new. The 

ceremony of "laying up the colours" held on December 7th, 1984 was 

the final step in a process of amalgamation that had begun in 1965. 

Trinity was twenty years in the making and a study of the 

process or processes may contribute to the literature of change in 

education. It will almost certainly have something to offer to 

schools which are in the process of amalgamation at present. As 

numbers of students decline and education becomes increasingly costly 

Catholic Education Offices are being forced to rationalize resources 

especially in country towns that often have two small Secondary 

Schools that are costly to run and unable to offer the broad 

curriculum being demanded in the eighties. 

This story also presents an interesting example of change in 

Church organizations and growth in the twenty years since the second 

Va tican Council. 

In this introduc t ory chapter I will re l a t e the main events of 
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the change process that occurred between 1965 and 1985. I will begin 

with a brief history of the origin of the schools and will describe 

the events leading up to the first change in 1965 and its 

consequences. I will then treat the change of 1977 and developments 

up till 1982. The remainder of the Chapter will be devoted to the 

final stage of amalgamation extending from 1983 to 1985. 

The First Eighty Years 

St. Mary's College Lismore was established in 1886 when the 

Bishop of Armidale presented the Presentation Sisters newly arrived 

from Ireland with a mandate to establish a Boarding and Day school 

for girls and a Parochial school for boys and girls. This latter 

school, St. Carthages Primary, opened on 16th October, 1886 and 

features only briefly in the remainder of this story. Salter (1979 

p. 84) points out that although St. Mary's was to be a school for 

girls there are records of both girls and boys being presented 

for the Junior University examinations in 1887. 

In 1911 the Bishop invited the Marist Brothers to establish a 

school for boys in Lismore. Catholic educational thinking in 1911 

favoured the idea that small boys needed the influence of the 

"Sisters" but bigger boys needed the firmer hand of the "Brothers". 

St. Joseph's took boys from Year 4 to Intermediate Certificate 

standard. It is interesting to note that the girls were provided 

with Catholic schooling to matriculation level for sixty years before 

it was thought necessary to make similar provision for boys. 

In 1931 the Bishop established St. John's College at Woodlawn, 

six kilometres out of town. Woodlawn was a boarding College aimed at 

keeping the sons of Catholic farmers in the Diocese. Previously many 



had been sent to school in Armidale or the Capital cities. 

After World War II the population of Lismore began to increase 

and numbers grew in the schools. The improvement in the transport 

system and the introduction of bus subsidies lead to a number of 

students from nearby towns enrolling in the Lismore schools. Class 

sizes were large and the introduction of the Wyndham Scheme in 1962 

adding an extra year of secondary schooling created a stimulus for 

some reorganization. 

Duririg 1965 the Principal of St. Joseph's realized that the 

number of boys intending to enrol in the first Year 11 class was not 

sufficient to offer a suitable curriculum. St. Mary 1 s with a 

flourishing boarding school had no trouble with numbers but was 

mildly concerned about finding Science teachers to offer Physics and 

Chemistry for the first time at matriculation standard. 

The Principal of St. Joseph's approached the Bishop and the 

Principal of St. Mary's about combining classes for Year 11. The 

matter was referred to the Superior General who approved the plan. 

The Bishop did not favour coeducation but permitted "co-instruction" 

- sharing classes provided they returned to their own schools for 

recess. 

During 1966 a Senior School building was erected in the grounds 

of the Primary School, midway between St. Mary's and St. Joseph's. 

Senior students were taught here by staff from both schools and the 

Senior School operated as most co-educational schools do though 

students were still enrolled separately and their examination results 

were published separately. 

3 
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By 1976 there were 250 students using the Senior School building 

which had been built for 120. Increased enrolments at St. Mary's 

caused the Presentation Sisters to make an application to the Schools 

Commission for funds. The Lismore Parish, owners of St. Joseph's and 

St, Carthages was also applying for funds. 

Appendix 1 contains a map showing the position of each of the 

schools. 

The Next Seven Years 

A proposed visit to Lismore of members of the State Planning and 

Finance Committee of the Schools Commission triggered off the next 

phase. They suggested a rationalization and made it clear that it 

would be unlikely that there would be funds for either school till a 

joint plan was presented. 

The following changes were decided upon for 1977. 

1. St. Joseph's Primary classes to be incorporated into St. 
Carthages which would use the former Senior School 
building to house its extra numbers. 

2. Year 7, 8, 9 girls and boys to be housed at St'. Joseph's 
Site but still taught separately as two schools. 

3. Year 10, 11, 12 students to be housed at St. Mary's Site; 
Year 10 to be kept separate but Years 11, 12 to become 
fully coeducational. 

Changes to St. Carthages were slight and proceeded smoothly, 

The arrangements in place in the Senior School for ten years were 

simplified and improved. Senior Students were better off in terms of 

facilities and able to interact freely on a social level. They and 

their teachers saw few difficulties with the change except that no 

steps were taken to develop the staff into a group. Teachers from 
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"the other site" felt like aliens and were treated as such for a long 

time. Things were not so simple for the students in Years 7 - 10, 

There were two major changes for them - first the site change and 

second the gradual introduction of coeducation. 

In the period from 1977 - 1981 the Lismore schools changed from 

being two schools, one for boys and one for girls, to become a Junior 

School and a Senior School. The schools were separate and autonomous 

though a great deal of co-operation was needed between Principals. 

Staff still belonged to St. J oseph's or St. Mary's and were paid by 

two separate employers but in fact they became Junior Site Staff or 

Senior Site Staff. Minutes of the Evaluation Meeting (8/11/78 p. 8) 

records that integration of original staffs is well under way. 

In 1979 the Presentation Sisters announced the closure of the 

Boarding School. This released space on the St, Mary's Site at a 

time when St. Joseph's was becoming overcrowded. 

In 1980 there were significant changes in key personnel. The 

Trustees of the Presentation Congregation were changed by elections. 

The Principal and Deputy of St. Joseph's and the Deputy of St. Mary's 

were transferred and the Priest in charge of Lismore Parish moved to 

a new parish some distance away. 

The changes from 1977 to 1980 were significant and laid the 

foundations for further change. The events listed above do not 

include the emotional factors that were so powerful in the process. 

Some factors that made the change difficult and created conflict 

were: 
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1. The sentiment of the Presentation Sisters for St. Mary's 
birthplace of their Order in N.S.W. 

2. The Marist Brothers' school tradition - few people in 
Lismore recognised the "St. Joseph's" name. It was 
generally referred to as "Marist Brothers". 

3. St. Mary's with its 90 year old tradition in the town and 
amongst its ex-students. 

4. The Sport tradition of the boys' school in conflict with 
the cultural, music, drama tradition of St. Mary's. 

5. The superiority of the St. Mary's buildings and grounds in 
comparison with those of St. Joseph's. 

6. The presence of more girls than boys, 5:4 in the Junior 
School and 2:1 in the Senior classes. 

7. The loyalties of lay staff who had been at each school 
for many years. 

8. Differing views on discipline - corporal punishment for 
boys but not for girls. 

9. The Sisters had all taught boys in other country schools. 
The Brothers had not taught girls except at Lismore in the 
Senior classes. 

10. The need came mainly from the Parish/boys school. 

11. There were more male teachers than female especially in 
Junior classes. 

12. Decisions were being made on the basis of finance rather 
than on educational grounds. 

Some of these were dead issues by 1983 but some emerged to 

create difficulties in the next stage. 

Final Amal gamation 1983 - 1985 

The agreement in 1977 included provis ion for an evaluation 

meeting each year. During 1981 the Trustees of the Presentation 

Sisters began to explore the possibility of movement towards one 

school. It had bee n discusse d at length at the 1978 Evaluation 

Meeting (8/11/78, Minutes p. 7) and the 1979 meeting (15/6 / 79, 

Minutes p. 6). The fact that St. Mary's was non-systemic and thus 

under a different financial management scheme seemed to be a 
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significant obstacle to unity. The idea of leasing the College to 

the parish, thus becoming systemic was explored and rejected on the 

grounds that there seemed to be more loss than gain for the education 

of the students especially the girls. 

At this stage Woodlawn had been planning its future and a 

consultant had recommended that it amalgamate with the town schools. 

The publication of such a recommendation without previous reference 

to either town school created some resentment at both St. Mary's and 

St. Joseph's. 

The Rector of Woodlawn and the Provincial of the Marist Fathers 

were invited to a meeting on 17/9/82 to see if joint planning could 

be done for the future. As a result of this meeting the Bishop was 

asked at the end of 1982 to call in a consultant to examine the whole 

educational scene and to make recommendations. 

The Consultant from Sydney came to the district early in 1983 

for three days and visited all three schools. He spoke with 

Principals, the Parish Priests and Major Superiors. He inspected 

buildings and facilities and studied projected enrolment figures. He 

then presented his report in the form of a letter to the Parish 

Priest. 

The Proposal was a bomb shell. It suggested the formation of an 

Authority to assume the management of the schools. The owners of the 

three schools would form a company run by a board which would then 

decide on the structure of the school or schools that it would 

maintain. He established a time line for development which included 

decision making at a much earlier stage than any of the parties had 

expected. The main parties to the proposed agreement were asked to 
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accept the proposal in principle and to list any caveats by the end 

of April 1983. The Presentation Sisters who had learned a lot from 

their 1977 experience sent in a list of conditions that shocked the 

other parties who had agreed without specifying conditions. 

At this stage staff loyalties broke out in severe opposition to 

any merger between the town schools and Woodlawn. At this stage also 

the concept of two town schools seemed to disappear and the issue 

became "Woodlawn and us". Parents began to get involved and Woodlawn 

parents mobilized in opposition to any threat to Woodlawn's autonomy. 

A press clipping (25/7/83) reveals that the opposition is becoming 

public (Appendix 2). 

In July 1983 a Steering Committee was appointed to set up the 

Authority and move it towards incorporation by October. The 

Consultant's idea was that once incorporation had taken place 

decision making would be easy because authority over all three 

schools would be in the hands of the Board. Incorporation did not 

take place till August 1984 by which time Woodlawn had withdrawn. 

In October the writer took up duties as Acting Chief Executive 

Officer of the Authority to become Chief Executive Officer when 

incorporation took place or on the 1st January 1984 whichever 

happened first. The mandate was to keep the planning on schedule and 

to carry out the decisions of the Steering committee. 

During the latter part of 1983 emotions were running high. 

Rumours were rife and there was much speculation on the motives of 

"the others". The deci s ion makers were suspicious of each other and 

spent time speculating on possible future moves that "they" might 

make. 
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The final meeting of the Steering Committee in December, 1983 

was tense and unproductive. Early in 1984 the Rector of Woodlawn 

wrote to the Chief Executive Officer to say that he would be 

recommending to the Provincial that Woodlawn withdraw from the 

Authority. 

There followed a period of doubt while the Rector of Woodlawn 

said that they were not amalgamating but the Provincial seemed to 

indicate that they were. The decision to withdraw was made final on 

18th April. 

The Presentation Sisters, the Marist Brothers and the parish 

decided to go ahead without Woodlawn. In May they authorized the 

rewriting of the Documents of Incorporation, agreed that the two 

schools would formally amalgamate as a new non-systemic school for 

the 1985 school year and appointed the Chief Executive Officer 

Principal-elect. In August they signed the Articles of Association 

and appointed the first board. 

Planning began in earnest and for the remainder of 1984 the 

process of combining the schools was worked through. Parents seemed 

to lose interest in the process now that Woodlawn had withdrawn. 

They found it difficult to understand any further talk of 

amalgamation as they thought that St. Mary's and St. Joseph's had 

been amalgamated since 1977. 

Difficulties now arose because of the presence of the 

Principal-elect planning for 1985 while two Principals continued to 

run their schools for 1984. There was friction arising from 

differing role perceptions of the Principal-ele ct, and the commitment 
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of many staff members to the planning for the new school while the 

present Principals had decided to move out at the end of the year. 

At the end of Term 2 the Principal of St. Mary's resigned and 

her Deputy became Acting Principal for Term 3. 

The First Board worked enthusiastically at initial policy making 

and staff became involved in planning and curriculum development. A 

building renovation programme was begun to provide more space and a 

staff training day was held on 3rd August to discuss plans for 

restructuring the school for 1985. 

It was decided to move Year 10 to St. Joseph's Site and to split 

Year 7, 8, 9 into two equal groups one for each site. While some had 

reservations about the desirability of the division it was generally 

agreed that it was worth a try. 

The 1984 school year ended with a series of celebrations to mark 

the end of the two schools. The Year 12 class had special sweat 

shirts printed saying "St. Mary's Marist Brothers end of an era" 
. ' 

which they wore continuously in their last days at school. The 

Junior School had certificates issued stating that the bearer "was a 

student at St. Mary's Marist Brothers' Junior Site in its final 

year". On the last day of· school a special Mass was celebrated 

during which the School Captains carried the school Banners forward 

and presented them to the Parish Priest. They were then hung with 

honour in the Lady Chapel of the Cathedral so that all might see them 

and remember the two great schools of the past. 

Late in January, 1985 the names and badges were removed from 

both schools and new signs erected with the Trinity badge. No 
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students were accepted for the first three days which were devoted to 

the task of building unity in the staff. In that three day period 

the staff became Trinity staff - a functioning group able to enthuse 

the students and begin the building of a new spirit. 

Recording the events of the past twenty years is a relatively 

simple task. Analysis of the events to learn from them is more 

complex. I will next examine some of the ethnographic approaches to 

research in the Social Sciences in an attempt to justify my approach 

to the analysis of this case. 

The study begins with an analysis of the background to the 

change which looks at the influence of Lismore society, developments 

in the New South Wales education system, the Church and Religious 

Orders over the twenty• year period. 

My experiences as an amalgamator and my reading and reflection 

on the processes involved lead me to believe that the success of an 

amalgamation is dependent on the effectiveness of the decision-making 

processes used. Chapter 4 surveys the literature on Decision-making 

and Chapter 5 deals with the decision-making processes in the Trinity 

story. 

The emotional factors that emerged so strongly in the analysis 

of decision-making lead to a study of how people react to change. 

The work of Hall and Associates (1973) in the Concerns Based 

Adoption Model is summarized in Chapter 6 and applied to the Lismore 

s tudy through the use of the Stages of Concern Questionnaire 

completed by staff members at three points in the process. 

The new school i s t he end product of an amalgamation and Chapter 
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7 discusses some of the difficulties faced by the new school when it 

finally begins to operate. Development of structures suited to the 

larger school, building the new tradition and staff development will 

be considered in this Chapter. 

Chapter 8 deals with some time-consuming 

non-educational significance that are part of an 

matters of 

amalgamation 

process. The final Chapter highlights some further factors that need 

to be attended to and describes the methods used in the Lismore 

amalgamation to ensure that the old schools were laid to rest so that 

Trinity could come to life. 

The study concludes with a list of "dos" and "don 1 ts 11 for the 

guidance of future amalgamators. 
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CHAPTER 2 

METHODOLOGY 

An amalgamation of schools is a complex event which takes years 

to accomplish. The physical combining of facilities may be achieved 

in a short space of time but the union of traditions and spirit to 

form one school cannot be hurried; 

autocratic decision making. 

nor can it be forced by 

For the two years 1983 - 1985 I was essentially the executive 

officer responsible for bringing the amalgamation about. This work 

was time consuming and emotionally taxing. My energies went first 

into amalgamating the schools and only in a secondary manner into 

recording and analyzing the process. I was primarily a participant 

rather than an observer or researcher. 

The early stages of the amalgamation from 1965 1980 were 

investigated from the documents available and by informal interviews 

with those who were involved in the early stages. In the latter 

period from 1981 - 1985 I became involved directly first as a Trustee 

of the Order that owned St. Mary's and later as the Chief Executive 

Officer of the first Board. 

Participant Observation 

Bogdan ( 1972) is a modern proponent of qualitative 

methodology which produces "soft" data, the kind that is not easily 

dealt with by statistical methods. 



"the subject of the study is not reduced to isolated 
variables or to hypotheses, but rather an attempt is made 
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to look at it in context, from a comprehensive perspective." 
(p. 13) 

Bogdan lists participant observation, life history construction 

and unstructured interviews as qualitative methods. 

Participant observation has been used in the Social Sciences 

since early this century. Malinowski used this method in 1922 for 

his study "Argonauts of the Western Pacific" (Stacey, 1969 p.51). 

Bogdan (1972) defines participant observation as: 

"research characterized by a prolonged period of intense 
social interaction between the researcher and the subjects, 
in the milieu of the latter, during which time data, in the 
form of field notes are unobtrusively and systematically 
collected". (p. 3) 

Bogdan differentiates between the participant observer and the 

ordinary "reflective person". While both are looking for 

understanding of the organization they are working in there are some 

marked differences. 

The reflective person is part of the social system and has a 

personal interest in understanding it. This requires an effort to 

see things from the point of view of others in the system while the 

researcher, with no personal interests can devote energy to the 

question of research. 

The researcher is also doing his job by observing and taking 

notes while the reflective person in the system has a job to do in 

the system which requires competence and time. Reflection and 

observation when done at all are directed more towards immediate 
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improvement of the system than to research. 

The researcher who enters an organization as a participant 

observer is free of the demands of friendship and loyalty to the 

system that binds the reflective person in the system. The 

participant observer who enters the system for research purposes can 

move out when enough data has been collected. The researcher has 

another advantage in that he is a trained observer with skills and 

techniques of recording 

systematically. 

that enable him to collect data 

In this study it is obvious that my role was more of a 

reflective person than a participant observer. I have no special 

training in the methods of observing and recording field notes. I 

was in the organization to amalgamate schools rather than to study 

the process of amalgamation. My recording of incidents and 

reflection on them were used primarily to understand the events as 

they happened so that steps could be taken to move the process 

forward. I was emotionally engaged in the events of the amalgamation 

and as the Principal-elect of the new school I was obliged to live 

with the aftermath of the amalgamation. There was to be no walking 

away to write up an interesting report at the end. 

Lutz and Iannaccone (1969) speak of the Participant - as -

observer as 

"a person who by chance or intent, is entitled to a role 
in the system he intends to study." (p. 108) 

I occupied a key role in the amalgamation process 

would have existed whether I filled it or not. 

a role that 

As the Chief 

Executive Officer I was placed in a unique position to observe the 
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process. I was compelled to view the whole scene and for most of the 

pre-amalgamation period I was the only person willing or able to view 

the whole scene. I decided to study the amalgamation process after I 

had accepted this position. I chose to use my role of key 

participant to observe and record the events for the future. 

Freidricks and Ludtke (1975, p.26) identify two basic problems 

in participant observation. The first is selective perception. Any 

observer screens what is observed in a subjective way. The 

participant who is an observer already has preconceived notions about 

the other participants in a social system and from earlier experience 

accords more or less importance to their opinions, The observer may 

not even be aware of his own behaviour in this regard. 

The observer 1 s attitude to people may also colour observations 

and the goal that the observer has set will certainly influence what 

is seen. The observer is more alert to see what he is looking for 

and can easily overlook what he does not wish to see. As Freidrichs, 

Jurgen and Ludtke (1975) point out 

"when only certain incidents and persons draw the observer's 
attention, then his perception is selective." (p. 7) 

Selective perception also appears in deciding who to ask. In 

this present study very little effort was made to ask for impressions 

of or to observe the actions of parents or students. The selected 

area of perception is weighted towards owners, administrators and 

staff of the schools. 

Since my assignment was to amalgamate the schools I had a 

definite prejudice in favour of opinions or actions that promoted the 

amalgamation. Opinions and actions that questioned the idea or 
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worked against it were less welcome. 

The second problem for the participant observer is the role 

itself. The presence of the observer changes the social system. My 

presence in the system as the amalgarnator and future Principal 

ensured that I did not receive the same information as I might have 

received as an ordinary staff member or as an outside researcher. 

Before I was appointed to this role I represented the Trustees of the 

Order and this also probably influenced the information I received. 

My own loyalties as a member of the Order that owned one school 

made it difficult for me to be objective about some incidents. It 

was easier for me to obtain information about past events from my own 

Order than from the other parties and many of the documents and 

interviews held a bias towards my own Order. 

Margaret Stacey (1969) warns of the dangers of generalizing 

from an individual position 

"there is no doubt that an individual's position will colour 
research to some extent, whether at the level of what is' 
selected for observation or inquiry, what is perceived, or 
how it is interpreted." (p. 62) 

In an effort to control this effect information was sought from 

other schools in various stages of amalgamation. I gained access as 

consultant to two such schools during 1984 and was able to check some 

observations by comparing them with the process in other schools. 

Matilda White Riley (1963, p. 72) speaks of controlling the 

influence that the presence of the observer has on the group by 

hiding the role of observer. The covert observer becomes part of the 

group but observes in secret. The problems of such a method are that 
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it may limit access to people or information_in the systEm and that 

the observer is liable to be discovered and removed from the system. 

During 1984 I made no secret of the fact that I intended to 

"write-up" the amalgamation but I do not think this had any effect on 

my role. The people involved in the amalgamation saw me essentially 

as a participant working on the task. The writing of a field study 

on the process was accepted as an unimportant addition to the main 

concern. People were more concerned about how my actions within the 

new school might effect their working lives than about appearing in a 

field study report. 

Duigan (1981) makes the point that in a study of this kind "the 

research instrument is really the observer himself". (p. 290) He 

claims that this is the crucial strength and the crucial weakness of 

the method and quotes Kerlinger (1973). 

"The observer must digest the information derived from his 
observerations and then make inferences about constructs ••• 
The strength is that the observer can relate the observed 
behaviour to the constructs or variables of a study: he 
brings behaviour and construct together..... The basic 
weakness of the observer is that he can make quite 
incorrect inferences from observations" (p. 290). 

Interviews 

Prior to 1984 I gathered information for quite a different 

reason. When I became a Trustee of the Order I searched out the 

files and read them carefully so that I could take a responsible part 

in the evaluation meetings then required annually. At this time I 

conducted a series of interviews with senior staff members who had 

been on the staff from as early as 1966. I also interviewed the 

decision makers who were still accessible. Memories had faded 
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fifteen years later or even five years later and spoken versions of 

events did not always tally with official records. In such cases I 

checked the version by interviewing other people. An interesting 

point emerged when the minutes of a meeting recorded the presence of 

a visitor from a Victorian school who offered insights and advice 

from his experience of amalgamation in his school. His presence 

sounded important and helpful in the minutes but five people who had 

been present at the meeting when questioned about his contribution 

could not remember his visit at all. 

By the time I became actively involved in studying the process 

the 1977 merger was generally recognised as a good thing. The policy 

of the Order was to progress further and improve things by promoting 

the formation of one school. My personal bias was minimal at this 

stage because there was no conflict of loyalties. 

During 1983 my understanding of events became clouded by my 

loyalty to my own Order and to the combined school where I was a 

contented and loyal staff member. I have tried to allow for my bias 

in this period by acknowledging it and by listening to the opinions 

of people who did not share my bias but probably had a different one 

of their own. I do not think there were any completely unbiassed 

observers to the process. 

Research Diary 

Early in 1984 I decided to conduct this field study and began to 

take notes of events and incidents. The process I employed was to 

keep a diary in which I would record the event or incident as it 

happened. I tried to record only facts. What was said by whom; who 
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was there; the sequence of events. Then I would reflect on the 

facts recorded and add impressions, interpretations and meanings. 

This method is a pale reflection of the method of careful recording 

of systematic data suggested in the literature but it ensured that 

key events were recorded at the time of their happening. Many less 

important events were not recorded at the time because of the work 

load and when they were recorded later memory could have been altered 

by subsequent events. 

Burgess (1981) identifies three major elements in diary keeping 

"Firstly, a substantive account of the_ events that have 
been observed and the informants who have been 
interviewed. Secondly a methodological account that 
involves autobiographical details outlining the 
researcher's involvement in the social situation in 
addition to an account of the methods of social 
investigation that were employed in the study, finally, 
the diary should contain an analytic account that raises 
questions that were posed in the course of conducting 
research, hunches that the researcher may hold, ideas for 
organizing the data and concepts employed by the 
participants that can be used to analyse the materials." 
(p. 76) 

My diary contained elements of the substantive account and of 

the analytic but does not provide a methodological account of events. 

It does contain autobiographical material and portrays my own 

philosophical stance. 

Smith (1978), in his article "An Evolving Logic of Participant 

Observation" describes his search for "standard participant 

observation procedures" by which educational ethnographic research 

could be judged. Having decided that this was impossible he lists 

"four clusters of concerns" that will be used to chart participant 

observati'on". (p. 340) 
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The first concern is with data ~ollection and the validity of 

the data that can be obtained by observation. He draws attention to 

the problems of limited access and intensity of observation neither 

of which were problems for me. For checking the validity of data and 

broadening the picture he suggests the interrelation of data from 

different sources, different people, different 

different variables and concepts. 

situations and 

In this study I have used such sources as documents - minutes of 

earlier meetings, school magazines, speech day addresses and press 

clippings. I have dealt with a variety of people - teachers on the 

staff of the amalgamating schools, administrators of the schools, 

Catholic Education Office personnel, Administrators of the Orders, 

students and parents. This variety made it possible to check data 

from several points of view. I ~lso had access to information from 

classroom, staffroom, boardroom and the Major Superior level of one 

of the Orders. The breadth of access lends some validity to my 

observations. 

Summary 

In Duignan 1 s terms I am the research instrument. The findings 

of this study are mine and if the study were done by one of the other 

participants or by an independent researcher the story may have been 

quite different. I have tried to compensate for personal bias and 

for inaccuracies of memory. My identification of familiar aspects in 

other amalgamation stories seems to lend some credence to elements of 

the process. 

In conducting this field study I have used several methods of 
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gaining information. I have used documents including minutes, press 

clippings and school records. I have interviewed people who were 

involved and have recorded my own lived experiences. I have 

recognized the problem inherent in participant observation and have 

tried to check the validity of my findings by applying them to other 

schools where I have no personal bias. I have relied heavily on a 

diary that was kept during 1984 to ensure that important events were 

recorded as they happened. 

Although the particular background to the Lismore situation 

makes the story unique it seems likely that presenting it to others 

may contribute to the understanding of the complexities of 

amalgamating schools. In the next chapter I will deal with some of 

the features of the Lismore environment that contribute to an 

understanding of the uniqueness of the Trinity story. 
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CHAPTER 3 

BACKGROUND TO THE CHANGE 

In order to understand the process of change in the Lismore 

schools it is necessary to examine some factors in the environment. 

Since a school reflects the local community's values and beliefs I 

shall briefly consider some characteristics of Lismore society as 

reflected in their political affiliations and the local newspaper. 

The change took place over a period of twenty years during which 

there were a number of significant developments in education in New 

South Wales. There were also significant developments in the 

Catholic Church during these two decades with changed understandings 

of authority and rights contributing to differences in the change 

process at its key points. Catholic Schools which were struggling 

for survival in the sixties have moved to a position of stability and 

security in the eighties. Some factors in the development of 

Catholic schools need to be considered also. Religious Orders were 

affected by the general changes in the Church so some background 

material on the development of the Presentation Congregation will 

also be discussed. 

The District 

The Lismore district tends to be conservative, It is 

represented in Federal Parliament by Charles Blunt who has recently 

taken over the safe National Party seat held for so long by Hon. Doug 

Anthony, former Party Leader. In earlier times the sitting member 

was sometimes unopposed at elections but recently the Labour Party 
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Candidate has been making serious inroads on their majority. At the 

bi-election occasioned by the resignation of Mr Anthony the Labour 

Party made a strong bid for the seat. Despite the fact that Mr Blunt 

was a stranger from the city and the Labour man a local, he could 

only score a third of the votes. The National Party looks safe in 

this part of the world for years to come. It should be noted that 

the Northern boundary of the electorate is the Queensland border. 

Lismore is represented in State Parliament by Bruce Duncan, 

Independent. Mr Duncan has been the local member for 20 years and 

was a member of the Country Party till it changed its name to the 

National Party. He resigned from the party in protest and fought the 

next election as an Independent. He has a large personal following 

and a local respect and popularity that gives him a safe majority. 

The local newspaper takes a hard line about drugs, 

homosexuality, modern education, feminists, strikers and unionists. 

Letters to the Editor are published under headings such as "Hatred 

for Blacks" (6/5/85), "School Standards" (4/5/85) and the Editor has 

recently been cleared of a complaint of discrimination against 

homosexuals. It is interesting to note that although the 

Anti-Discrimination Board officer found that there was no bias 

against homosexuals he did note 

"An obvious hostility in editorials, but conceded that 
this was the right of the editor." (Northern Star, 3/5/85) 

Appendix 3 contains a copy of the Editorial that comment s on 

this judgement. Similar editorials have appeared about unions 

(7/5/85). Industrial action of teachers and drug abuse are also 

material for stern editorials. Other letters to the Editor and 

Editorials devote a lot of space to promotion of the interests of the 
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local area and criticism of the lack of services which should be 

provided by the State or Federal Governments. 

The population of the district has increased in the twenty 

year period of the study. A Local Environment Study (198:) makes the 

following observation. "The population of Lismore has grown from 

20,013 in 1921 to 35,500 in 1982, however within this period several 

significant changes in growth patterns occurred. The urban 

population has increased steadily over the period from 9,347 in 1927 

to 21,478 in 1981, an average annual increase of 1.6%." (p. 9) 

This document draws the conclusion that 

"Lisrnore's population is unique in that it is growing on a 
basis of in-migration and natural growth. This migration 
is basically of young adults and their children, giving an 
overall 'youthfulness' to the population in comparison to 
other areas." (p. 36) 

This last finding is important for those who 

education. 

plan for 

One change of lasting significance in the district was the 

Aquarius Festival that was held at Nimbin in 1973. The "alternate 

society" arrived in Lismore and has stayed on. The Northern Rivers 

College of Advanced Education which was opened in 1970 as a Teachers 

Training College and in 1973 as a C.A.E, brought a new element to the 

district - academics (small in number) and students. 

There are no women on the Local Council at present though there 

were several candidates at the last elections. There has been an 

occasional female alderman in recent times. 

Lismore in 1985 is slightly less conservative than in 1965 and 
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more diverse socially. It is a thriving city that is proud of itself 

as the "Queen City of the North". 

The parent body of Trinity in 1985 still has 25% farmers and 

small business proprietors. Its composition is as follows: 

Owner proprietors - farms/businesses 25% 
Unskilled, semi skilled 20% 
Unemployed/pensioner 18% 
Skilled 15% 
Clerical/managerial 12% 
Professional 10% 

Changes in Education 1965 - 1985 

The ·wyndham scheme which reorganized Secondary education in 

N.S.W. was implemented in the early sixties and the additional year 

of secondary schooling was the triggering device that set off the 

first move in the amalgamation process. The Wyndham scheme caused 

the closure of small Catholic Secondary departments in the schools at 

Coraki, Ballina, South Lismore and several other areas that became 

feeder schools to Lismore. The new scheme demanded a variety of 

subjects that could not be provided and when Science became 

compulsory the cost of providing facilities was a decisive factor in 

the closures. 

The introduction in 1963 of Science Grants made it possible for 

Marist Brothers' High School to build laboratories. St. Mary's had 

already begun a building programme to accommodate its added enrolment 

and did not qualify for the early rounds of grants. 

The setting up of the Schools Commission in 1972 provided much 

needed funds for non-Government schools and made it possible for lay 

teachers to be paid salaries commensurate with State school teachers. 



Reduction of class sizes became possible and facilities 

improved. 
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were 

Applications for Capital Grants were being made by the 

Presentation Sisters and the parish. The Schools Commission was the 

triggering mechanism for the second phase of the amalgamation in 1976 

when it suggested that education be rationalized so that joint 

planning would be done. 

The late seventies saw an educational climate develop in which 

more children were staying on at school after the School Certificate. 

Enrolment in senior classes continued to increase and planning was 

done for the education of "non-academic" senior students. The recent 

drive by the Commonwealth Minister for Education to increase the 

number of students staying at school has further influenced 

enrolments. Provision for the large Senior School numbers was one 

factor in further amalgamation. 

Enrolments continued to increase in the schools. Some of the 

factors quoted by parents seeking enrolment showed a new response. 

The majority were enrolling their children because of their belief in 

the value of Christian education with its emphasis on the individual 

and the rights of parents. Other factors now being quoted included: 

* 
* 

* 

* 
* 

* 

increasing industrial action by teachers in State schools 

more subject choice in the Senior School 

Pastoral Care 

increasing bureaucracy in Government departments 

freedom of the school to choose staff 

unemployment figures for young people 
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The schools were again outgrowing their accommodation and the 

unemployment rate for teenagers (30% in Lismore 1984) coupled with 

the Commonwealth Government initiatives in keeping students at school 

made it necessary to plan for the future. 

These changes in N.S.W. education are relevant issues in the 

background to the formation of Trinity. 

The Catholic Church 1965 1985 

The 1981 Census figures show that the population of Lismore is 

30.4% Catholic which is higher than the national average. The 

Catholic population comes from two sources. The Irish tradition - it 

was an Irish priest who invited Presentation sisters from Ireland to 

open St. Mary's College in 1886 and many of the names on the Roll 

today are Irish names. 

The other major tradition in the Catholic Church in Lismore is 

the Italian influence. New Italy, not far from Lismore has recently 

celebrated its centenary and there were waves of Italian migration 

after both World Wars. There are many Italian names on the Roll and 

a strong Italian Community. The Italo Club flourishes in Lismore. 

The Catholic Community has been dominated by the Irish 

influences probably because of the presence of Irish clergy and 

Sisters in earlier times. The Irish tradition is conservative with a 

great emphasis on respect for and obedience to the Clergy. Church 

affairs were controlled by the Priest and lay people were permitted 

to raise funds but otherwise were expected to leave important 
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decisions to the Clergy. Edmund Campion (1982) summarizes the Irish 

tradition as one of loyalty and group cohesiveness 

"Where others thought religion was about being respectable, 
Catholics thought it was about being obedient". (P. 63) 

The Irish tradition is dying out in the Australian Catholic 

Church but there was enough of it still present to allow the 1965 and 

1976 arrangements to be made without reference to the people. 

In 1962 Pope John XXIII convoked the Second Vatican Council and 

began a process of change that altered the course of the Catholic 

Church. The Council produced sixteen Decrees including one on 

education and one on the laity. Also significant to this story was 

the call to Religious - the Sisters and the Brothers to update and 

modernize. 

The Vatican Council put an end to the apologetic era of the 

Church's history. It "opened the windows to let the breezes in" 

(Pope John XXIII's expression). Catholics were advised to come out 

of their defensive, post-Reformation stances and to live their faith 

in the modern world. 

Cada et al (1979) summarize the changes thus: 

The Catholic Church in America has been profoundly 
influenced by contemporary change. For at least fifteen 
years the Church has been experiencing a transition of 
its life. The Second Vatican Council (1962-64) was a 
result of the early stages of this transition and a 
triggering event for its later stages. The Church 
began to open itself to a world which was undergoing a 
dramatic secularization. This opening up, or 
aggiornamento, had significant impact on all dimensions of 
Church life. Parish life and parochial education are no 
longer the only shapers of the values and beliefs of 
American Catholics. The once clear norms and social roles 
within the Church no longer seem to serve their original 
purpose". (p. 47) 
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This changed viewpoint required a whole new method of 

catechetics and teaching in Catholic Schools. When the emphasis in 

Religion moved from observances to relationships there began a 

massive falling off in church attendances and a challenge to the 

teaching authority of the Church. It seems unusual that enrolments 

in Catholic schools did not decline in this period. 

Changed attitudes to authority and decision making are in 

evidence in this story. In 1965 it appears that it was possible for 

the Bishop and the Superiors to decide to operate the Senior classes 

together. There is no record of the decision in the Minutes of the 

General Council of the Presentation Sisters in 1965 or of any 

discussion preceding it. The next change in 1976 appears in the 

minutes of four meetings between July and November, The autocratic 

arrangements between people at the top had been replaced by 

consultation and discussion. The involvement of Parish Priest and 

Principals also indicate the move towards delegated authority in the 

Church. It is obvious that the rights of the laity have not yet been 

recognized sufficiently for the parents to be involved. 

Praetz (1982) summarized the 1960's by identifying the 

problems of 

"burgeoning enrolments, teacher shortages and rising costs 
associated with the employment of lay teachers". (p. 17) 

Such factors contributed towards reorganization of schools. In 

the Lismore schools in 1968 the staff of St. Joseph's was 39% lay, 

and of St. Mary's 38% lay. By 1984 the percentages were 88% and 92% 

respectively. 
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The decade of the 1970's gave rise to Government aid through the 

Schools Commission, and Teacher Unionism. It also saw the rise of 

organized Diocesan education systems. The Diocesan Director of 

Catholic Education was a significant change agent in the 1977 

reorganization but it was the influence of the Capital Grants section 

of the Schools Commission that triggered the move. 

By 1984 the schools were free of pressures from outside and were 

moving towards amalgamation for reasons of identity and improvement 

of education within the school. The new factor in the negotiations 

was the Independent Teachers' Association which was anxious to 

preserve the entitlements and positions of its members. McKeith 

(1985) has traced the development of the I.T.A. from its beginnings 

in 1958, its expansion as the Catholic schools became increasingly 

laicised in the late sixties and seventies. He notes that 

"Teachers in non-government schools now demonstrate a 
strong desire to influence and participate in the 
making of decisions". (p. 50) 

The Lismore experience would support his statement. 

The Presentation Congregation 

The years prior to the Vatican Council were the years of great 

expansion for many Religious Congregations and the Lismore 

Presentation Congregation in particular. Recruits were plentiful, 

goals were clear and the staffing of St. Mary's College was a high 

priority. 

Johann (1977) suggests that goal clarity and inner peace were 

the important features of life before the Council. 



"In the years immediately preceding the Council, one of 
the most satisfying aspects of religious life was the 
high degree of certainty regarding moral values which it 
imparted to its members and consequently, the sense that 
by living the life in harmony with the current 
interpretation of the Rule of the founder they would be 
assured not only of ultimate salvation, but also of an 
eminent degree of inner peace in this life". (p. 9) 
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She goes on to speak of the "phenomenal amount of work for the 

Church" that was done by Religious. 

The Vatican Council instructed Religious Congregations to 

modernize their life-styles and to return to the spirit of the 

Foundress. Both matters were taken seriously and changes began 

towards the end of the 1960's. The process of modernizing life-style 

enabled many people to recognise the degree of overwork in their 

lives, particularly those who taught by day and ran the Boarding 

School by night. Others, in reexamining the spirit of the Foundress 

began to look for ways of working more directly with the poor and 

deprived. The amount of energy and Congregational resources being 

poured into St. Mary's began to be questioned. 

Cada et al (1977) found this to be an American phenomenon also 

"Large numbers of Religious withdrew from the life and 
recruitment figures plummeted. Some ascribe this crisis 
to a loss of identity and an internal weakening of 
Religious life by the absorption of secular values and 
patterns. It seems that another turning point in the 
long history of religious life has begun." (p. 44) 

The merger of Senior classes in 1966 was the first recognition 

of the need to rationalize. In 1976 after the reorganization took 

place a number of Sisters took the opportunity to withdraw from 

teaching. By 1982 all •three Congregations were attempting to provide 

for the future of their schools when they would no longer have 
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Religious staff for them. In 1984 Presentation Sisters made up only 

8% of the staff of St. Mary's. Religious form 9% of the Staff of 

Trinity in 1985. 

There were important decisions to be made if Catholic Education 

was to continue in Lismore, How these decisions were made and the 

steps taken in making them had important repercussions on the next 

stages of development. The next Chapter will survey the literature 

on decision making as a background to an analysis of the decision 

making process and how it changed over the twenty year period. 
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CHAPTER 4 

DECISION MAKING 

Simon (1957) in Hoy and Miskell (1978) suggests that 

11The task of 'deciding' pervades the entire administrative 
organization •••• A general theory of administration must 
include principles of organizations that will insure 
correct decision making, just as it must include 
principles that will insure effective action." (p. 264) 

Rational Decision Making 

Traditional decision making theory suggests a rational systems 

approach. Lipham and Hoeh (1974) identify five steps in the systems 

approach to decision making. 

1. identification of the nature of the problem. 

2. determination of solution requirements and alternatives. 

3. choice of a solution strategy from alternatives. 

4. implementation of the selected solution strategy. 

5. determination of performance effectiveness. 

Identification of the nature of the problem presupposes an 

awareness of a problem, Katz and Kahn (1978) use the idea of 

"immediate pressures on the decision maker". (p. 487) The problem 

that is urgent may gain more attention than one that is important but 

not immediately pressing. 

Having become aware of a problem a decision may be made to solve 

it or not solve it. Barnard (1938) lists three occasions when 
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decision making is necessary: 

1. in response to authoritative communications from Superiors. 

2. cases referred by subordinates. 

3. cases arising from the initiative of the individual. 

The first two of these belong to the role of the decision maker 

in the organization while the third is dependent on the personal 

characteristics of the individual and can reveal a discrepancy 

between the real and ideal world of the decision maker. 

When it comes to determining solution requirements and 

alternatives the availability of information becomes important. 

Quantity of information is less important than its quality and 

sources. Lipham and Hoeh (1974) suggest that 

"analysis of a decision maker's perceived information needs 
and search patterns provide initial tangible evidence of 
his decision-making ski 11s". (p. 157) 

The form of the information is important in that its 

presentation can influence the behaviour of the decision maker as 

Easterday (1969) points out. Information must be available when it 

is needed and to all who are involved in the decision making process. 

This point will be developed further because restrictions on 

information is one of the problems in making decisions about 

amalgamating independent schools. 

The value system of the decision maker is a strong factor at 

this stage because of its influence on choice of possible 

alternatives. Lipham and Hoeh use the term "perceptual screen" to 
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describe the personal, situational and organizational variables that 

influence the decision maker. 

Rapoport (1960) makes the point that the way a problem is 

formulated can lead to a means of solving it. He distinguishes 

between problems that can be solved and dilemmas that need to be 

reformulated in order to be solved. Policies place restrictions on 

the reformulation process and thus impose limits on the degrees of 

freedom available for alternative solutions. 

Part of examining the alternatives must necessarily be an 

estimation of the outcomes. In an amalgamation process it is always 

difficult to estimate the outcomes because the change is so radical 

that outcomes expected in the terms of the existing schools may not 

materialize in the new larger school. 

Many alternatives are discarded early or never really examined 

because they are too hard or too expensive to implement. The 

personal attitude of the implementer must be considered and the most 

negative views can often be e~pected from those who will be directly 

concerned with the implementation of the decision. It is also 

difficult to estimate side-effects and consequences of many actions. 

Once the decision has been made it must be implemented and t h e 

effectiveness of its performance evaluated. Hoy and Miskcl (1978, p. 

276) identify four steps in implementation. They are programming, 

communicating, monitoring and appraising, The implementation phases 

of the amalgamation process will be examined in some detail in this 

study. 
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The implementation phase is made easier if the people concerned 

have participated in the decision process. Vroom (1973) found that 

managers tend to use decision processes providing less opportunity 

for participation ~hen 

1. they possess all the necessary information. 

2. the problem is structured. 

3. the acceptance of the decision by subordinates is not 
critical for effective implementation or when the 
probability of acceptance of an autocratic decision is 
high. 

4. the personal goals of subordinates are not congruent with 
the goals of the organization as manifested in that 
problem. 

The participation of people in the decision will be compared 

against the background of changes in the environment from 1965 to 

1985. 

Plaxton and Bumbarger (1973) suggest that participation is not 

enough, the nature of the participation is important. The findings 

of their study indicated that increase in power to non-leader members 

of decision-making groups was associated with the degree of 

commitment to decisions reached and satisfaction with the process. 

They suggest that an organization may benefit by granting true 

decision-making power to its members. 

There is an obvious need for more participation in decision 

making but too much participation can lead to ~oredom, frustration 

and a slowing down of the process. Bridges (1967) suggested a test 

of relevance and expertise. If teachers see a high relevance their 
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interest in participation will be high and this has been the case 

throughout the amalgamation whenever an opportunity has been given. 

The test of expertise deals with an individual's qualifications 

to share in the decision. In an amalgamation issue many people have 

high relevance but low expertise. Hoy and Miskell (1978) suggest 

that this is a difficult combination that can lead to frustration and 

hostility. One amalgamation occasioned ninety meetings in a term 

staff comments included 

"have a moratorium on meetings." 

"staff energy has been drained by an excessive number of 
meetings.'' 
(Evaluator's Report October, '84) 

The implementation of the decision must be monitored and 

evaluated. I will discuss the evaluation process used in the earlier 

stages of the amalgamation and will discuss in a later chapter the 

monitoring of staff acceptance and concerns over a twelve month 

period. 

Non-Rational Decision Making 

There is a growing body of research that suggests that rational 

decision making does not take place consistently in school 

situations. March and Simon (1958) point out some of the 

difficulties with the rational model. For the educator it is rare to 

have complete and accurate knowledge about consequences of choice. 

Therefore it is impossible to choose a best alternative and 

decision-makers find themselves choosing a satisfactory alternative. 

In Simon's (1945) words 



"The limits of rationality have been seen to derive from 
the inability of the human mind to bring to bear upon a 
single decision all the aspects of value, knowledge, and 
behaviour that would be relevant. The pattern of human 
choice is often more nearly a stimulus-response pattern 
than a choice among alternatives. Human rationality 
operates, then, within the limits of a psychological 
environment. This environment imposes on the individual 
as 'givens' a selection of factors upon which he must 
base his decisions. However, the stimuli of decision can 
themselves be controlled so as to serve broader ends, 
and a sequence of individual decisions can be integrated 
into a well conceived plan." (p.108, 109) 

Other researchers have noted that non-rationality is common in 

organizations and especially in educational organizations. Every 

school, for example, has a collection of little used equipment that 

was purchased after a "rational" decision-making process. 

Cohen, March and Olsen (1972) devised the "Garbage Can" model 

for decision making. Organizations as seen as "organized anarchies" 

characterized by disagreement over goals, unclear technologies and 

fluid participation. All three elements appear in this amalgamation 

story. 

Cohen, March and Olsen suggest that decision making is not 

systematic and planned but more haphazard. They suggest that 

problems and solutions and even participants are consigned to 

"garbage cans'' where the various elements can be match_ed up, This is 

perhaps a simplistic summary of Cohen, March and Olsen's model but 

all school administrators will recognise the scenario. Some t irne s a 

solution is generated and a problem found to match it, In 1977, for 

example, coeducation may have been the solution that created the 

problem of amalgamating the junior schools. 

39 
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Lindblom (1959) describes decision-making as a science of 

"muddling through". Lindblom sees decision makers in a continuous 

process of making limited comparisons and hence small amendments to 

their present policies. This is an essentially conservative process 

and will work if present policies and strategies are successful. It 

will not allow for major changes in the system. In amalgamation 

terms, if a school operates by "muddling through" the major 

reorganization will be very difficult to accept and implement. 

A Social Humanities View 

Sergiovanni and Carver (1980) adopt the view that: 

"non-rational features of organizational life are real 
and cannot be underestimated or ignored, but they are 
limitations on a potentially purposive and rational 
process." (p. 312) 

Their test of good leadership involves the ability to use both 

perspectives, the rational and the non-rational, to permit action. 

Following the work of Gastil (1977), Sergiovanni ·and Carver have 

developed a seminal Social Humanities view of educational decision 

making. 

They begin with the two basic assumptions that 

1. humans are basically self interested and self serving. 

2. humans are capable of reflection, responsible action and 
valuing. 

Following Gastil they propose four dimensions for a framework for 

analysis and choice among alternatives. The first is utility, surely 

a common factor in all school decisions. The second, transcendance, 
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is the capacity of a proposal to build esteem, autonomy or 

self-actualization. The third is justice, the extent to which 

provision is made for a just distribution of benefits. The fourth, 

ethical limits, refers to the moral values inherent in the proposal. 

Obviously utility and justice are more concrete and can be 

prescribed in legal documents but transcendence and ethical limits 

are more difficult to describe. 

A new version of the steps in decision making is pos~ible using 

this model. 

1. state the problem. 

2. provide a narrative or descriptive account of the main 
facts and important information. 

3. conduct a scientific analysis of this information. 

4. conduct a humanistic evaluation using the framework as 
above. 

5. propose solutions. 

There is no mention here of implementation or evaluation. 

Perhaps they assume that well made decisions will be comparatively 

easy to implement and evaluate. The introduction of step 4 provides 

an improved model for amalgamation in that it provided a framework 

for consideration of the emotional elements. 

Proactive and Reactive Planning 

In 1965 and again in 1976 planning in the Lismore Catholic High 

Schools was reactive. Situations had arisen that required urgent 

action for the next school year. Sergiovanni and Carver (1980) note 

that in reactive planning the executive loses the right to decide the 
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nature of the problem. They describe various negative results of 

reactive planning that will be noted in the analysis of the 

amalgamation. 

1. Stability is prized and it becomes more important to 
achieve a level of calm than to preserve quality and 
principles. 

2. Defensive management is encouraged and decisions are 
evaluated in terms of safety, security and status. 

3. Paternalism is encouraged - the communication network 
becomes a means of control and loyalty is bought with 
information. 

4. Long range planning is sacrificed to short term survival. 

5. Educational goals and student welfare are displaced by 
organizational goals and demands. 

Proactive decision making and planning allows for quality 

decisions made in response to forecasts and needs. Such decisions 

are aimed at maximizing performance and setting optimal objectives. 

While proactive planning sounds ideal it is also very difficult in 

schools. The third phase of our amalgamation, for example, was more 

proactive than reactive, at least on the part of some of the decision 

makers. 

In the next Chapter I will analyse events in the Lismore 

amalgamation in terms of the literature on decision making and I will 

include some material from the experience of other amalgamations of 

Catholic Schools. It may be possible from this analysis to suggest 

some ways of improving decision making in such cases. 



43 

CHAPTER 5 

DECISION MAKING IN THE AMALGAMATION 

Etzioni (1971) classifies Churches and Religious Orders as 

normative organizations. Compliance depends on the acceptance on the 

part of members of the authority of the leaders and the commitment of 

members to the goals of the organization. Religious Orders are part 

of the organization that is the Church but they are independent 

organizations within the Church. A certain amount of conflict over 

goals, property and autonomy is characteristic of an amalgamation 

process because of the different and yet connected organizations 

involved. 

Things were simple in 1965. The Principal of St. Joseph's 

became aware of a problem - there were not enough boys to make a Year 

Eleven curriculum feasible for 1966. He saw two alternatives - join 

with the girls or return to being a Junior Secondary school. He 

discussed the first alternative with the Principal of St. Mary's. 

Having chosen, he approached the Bishop who as the head of the local 

Church approached the Superior General of the Presentation 

Congregation who agreed. It must be presumed that she discussed the 

matter with the Principal of St. Mary's but there is no record of 

this. This seems a clear case of Vroom's (1973) contention that 

consultation is only needed when acceptance of the decision by 

subordinates is critical. In 1965 subordinates in Religious 

Congregations did not question decisions made by their superiors. 

This was a reactive decision and some of the consequences 
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suggested by Sergiovanni and Carver (1980) were apparent. Most 

notable is the emphasis on the fact that senior girls still belonged 

to St. Mary's and Senior boys to Marist Brothers. The administration 

Chart for St. Mary's College for 1967 makes no mention of any merger 

with the boys' school. By 1973 there is a statement attached to the 

Report for Inspectors which lists reasons for the Senior School 

arrangments i.e. 

1, adequate choice of subjects and levels 

2. students benefit academically and socially by being 
taught by both staffs 

3. coeducation in the senior years prepares students 
for life 

Justifications have been made for the decision of 1965. 

Difficulties in administration are mentioned but passed over as 

necessary for these other benefits to flow. The arrangements were to 

continue for ten years despite difficulties until another critical 

reason appeared to create a change. A similar case occurred at 

Sutherland 1 · where co-operative arrangements continued for eight 

years despite severe administrative difficulties. In this case too, 

much effort was put into building loyalty to the original schools. 

In 1965 it was possible for the leaders to decide on a course of 

action which their subordinates would carry out. By 1976 things had 

1. Sutherland is a suburb in the Southern region of Sydney where 
Mary Immaculatge College for girls and Christian Brothers 
College for boys began to share classes in the Senior school 
in 1977. The Colleges remained autonomous and students, though 
sharing classes, facilities and teachers, were expec ted to 
maintain separate loyalties to their schools. In 1984 the 
Principals asked for an evaluation of the system so that 
planning could be done to overcome the difficulties of a dual 
administration in the Senior classes. The writer was one of 
the evaluators. 



changed. Changes in the Church discussed in Chapter 3 had lead to a 

new style of government in the Presentation Congregation. 

Consultation was widely practised and the Sisters who were secondary 

school teachers were asked for opinions. Members of the Congregation 

knew that the leaders would make the decisions but appreciated the 

participation they were allowed. They were also kept well informed 

about progress. 

The second significant change in the Congregation was a renewed 

confidence in its rights. Vatican II had confirmed the autonomy of 

Religious Orders and the decade since had lead to a great deal of 

rethinking of the Congregation's history, 

Changes in understanding of authority and rights had not been 

made so swiftly in the Church at large. The local clergy still saw 

themselves as the decision makers in Lismore. 

I will analyse the 1976 decision according to Lipham and Hoeh's 

(1974) steps in rational decision making. 

1. Identification of the Problem 

The problem involved fitting 250 students into a building 

designed for 120 - a fairly clear-cut problem. Associated with 

it was the fact that girls outnumbered the boys and the Sisters 

were supposed to finance education for girls while the Parish 

financed education of boys. Forgotten by now is the reason for 

building the Senior School in 1966 (i.e. that there were 

insufficient numbers of boys to offer a suitable curriculum in 
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Senior years at St. Joseph's). 

2. Determination of Solution Requirements and Alternatives 

There is mention in the minutes of the meetings of the General 

Council of the Presentation Congregation of four proposals 

(minutes 8/8/76) so there was an attempt to look at 

alternatives. 

3. Choice of a Solution 

Two of the proposals seemed not to rate a further mention but 

the Sisters and the Staff of St. Mary's were not in favour of 

Proposal 3 that involved St. Mary's becoming systemic i.e. 

losing its independent status. There are records of many 

meetings of various groups and decision-making is delayed. The 

Sisters are willing to agree with the proposed solution 

provided that there is a chance to return to the status quo 

after one year. 

The Parish Priest absolutely refused to accept this condition. 

The leaders of the Presentation Congregation yielded 

unwillingly and the aftermath of this conflict episode carried 

on into the implementation process. 

The decision became an autocratic one and the implementation 

phases carried traces of defiance and anger. It did get the 

schools reorganized in time for the 1977 school year. 
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4. Imp lementation 

Implementation was carried out by the Prin·cipals and Staffs and 

took several years. I will treat implementation in the next 

Chapter on Stages of Concern and Levels of Use. 

5. Determination of Performance Effectiveness 

The Presentation Sisters made it a condition in agreement that 

an Evaluation Meeting be held every year to monitor progress. 

Such meetings were h e ld in June and August 1977, November 1978, 

June and September 1979. The Presentation Sisters initiated 

another set of Evaluation Meetings in 1982 which began the next 

phase of the amalgamation. 

The 1976 decision making process appears to fit the rational 

model but there are a number of factors which suggest that it may not 

have been as rational as it appeared. Using March's model it is 

possible to identify some solutions, some problems and some people 

that were tossed into the garbage can in search of matching parts. 

The Director of Catholic Education in the Diocese in 1976 was a 

well known proponent of coeducation. Here was a solution looking for 

a problem. Coeducation in the Junior School solved the problem of 

overcrowding in the Senior School. It is also recorded (Minutes 

8/8) that he was trying to reduce the number of teachers in Primary 

classes. Reorganization of the Secondary Schools made it possible to 

reorganize the Primary School , It is significant that the Director is 

quoted (10/7/76) as approaching the Principal of St, Joseph's with a 

suggestion that he "get a couple of the Sisters" to help him 
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formulate a plan for the best use of resources. This happened at 

about the same time as the proposed visit from the Schools Commission 

about Capital Grants. 

Anotner solution with its roots in history was that the Sisters 

should finance the education of the girls. The parish resented 

providing facilities for the education of boarders who came from 

outside the district. Moving the Senior School on to St. Mary's Site 

was the problem that matched this solution. 

The allocation of students to sites was another case of 

solutions looking for the right problems. Student numbers did not 

match facilities in any way that was educationally justifiable. The 

decision was made on numbers and educational reasons were produced to 

support the decision. The schools continued largely by Lindblom's 

model of "muddling through" till the Principal of St. Mary's 

suggested in 1982 that the time had come to finish the process. The 

tendency for Superiors and Clergy to make major decisions then leave 

it to the Principals to implement them appears in records of several 

amalgamations. In some cases the implementers are left without clear 

guidelines 

decisions. 

and with insufficient authority to make further 

The 1976 decision was also reactive and one notable feature was 

the retention of two Prinicpals. The Principal of St. Joseph's had 

finished his term of appointment and was being transferred at the end 

of 1976 but a new Principal was appointed to replace him. This 

Principal was the main casualty of 1977 - there was no place for him 

in the new set-up and he could not find a meaningful role. In the 

interests of stability, security and status the two Principals were 
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kept on and given offices in the same building. 

At the end of 1977 the Principal of St. Joseph's offered a 

solution to the problem by resigning. He was replaced with a new 

Principal and all other arrangements remained the same. It was not 

until 1981 that the Principal of St. Joseph's was moved to the other 

site and set up his office where the Deputy had been since 1977. The 

continued appointment of two Principals indicated that the decision 

was to maintain two schools rather than form one. 

The 1965 decision seems simple but twenty years have passed and 

memories have dimmed. There is no documentation available to shed 

light on these aspects. 

The 1976 decision is well documented and detailed minutes have 

been preserved of the significant meetings. A number of the 

participants are also still available for interview. 

The 1983 decision rests upon the events of 1976 and subsequent 

years. The Principal of St. Mary's from 1977 to 1984 was the prime 

mover in the next step towards forming one school. She had been 

elected a Trustee of the Presentation Congregation in 1981 and became 

a member of its General Council. She thus became part of the 

decision-making team for the Congregation at the time when it had to 

address the amalgamation issues. 

Her experience as Principal for seven years during which she was 

working with the Principal of St. Joseph's as joint Principals of two 

schools was valuable in that it led to definite decisions and clear 

guidelines for the future. It was at her instigation that moves 
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towards one school were initiated in 1982. 

The Presentation Congregation had changed too. They began 

further negotiations determined not to be overruled at the last 

minute as they had been in 1976. Interest throughout the 

Congregation had waned. The big change was the coeducation issue of 

1977 and the loss of autonomy of St. Mary's. When members of the 

Congregation were asked for opinions in 1982/3 there were few 

replies. 

The 1983 decision was much more rational. A set of problems was 

recognised -

* 

* 

* 

the difficulty of the dual administration 

the gap that had developed between junior and senior 
schools and its effect on the education of students 

the need for more facilities for a growing enrolment 

A number of alternatives were being examined. The Presentation 

Sisters examined the possibility of St. Mary's becoming systemic. At 

a meeting in 1982 (Minutes 8/8/82) several ideas were presented for 

reorganization and at this stage Woodlawn began public discussion of 

its future planning. It was decided that since their planning might 

have an effect on future decisions with St. Mary's/Marist Brothers, 

Woodlawn representatives should be invited to the next meeting to be 

held on 17th September, 1982. This meeting considered a number of 

suggestions and decided to call in a Consultant who would 

"look at the whole s·tructure and give sound advice 
as to how the three schools in Lismore can best 
operate". (minutes 17/9/82) 



51 

This was long range planning but the meeting then moved on to 

some short term planning so that the schools could continue to 

operate in the meantime. 

The consultant produced one solution only. It was radical, 

definite and designed to begin within two years. Decision makers 

were asked to indicate agreement in principle within a few weeks, 

which they all did. Such agreement was given before the long term 

effects of the plan had been thought through. 

A committee was set up to implement the plan but at the same 

time the forces of resistance began to mobilize. Woodlawn finally 

decided to withdraw from the committee and implementation went ahead 

without them. 

Decision making at Woodlawn showed how conditions had changed in 

Religious Orders over the twenty year period. The Provincial 

Superior decided that Woodlawn should be part of the Authority and 

the Principal during 1982 1983 was an active worker towards 

amalgamation, At the end of 1983 the Rector decided that he could 

no longer support amalgamation. He claimed the support of students, 

staff, Old Boys and the parent body. The Provincial reversed his 

decision in April, 1984. 

The Implementation phase in 1984 was well planned and a full 

time Executive Officer was employed to work on the amalgamation. I 

filled this role from 1/10/83 till I became the Principal on 29th 

January, 1985. This was a far cry from the 1976 situation when the 

decision was made on 13/10/76 and school opened in January in a 

reorganized form. 



It seems to be a feature of many amalgamations that already busy 

school executives are expected to continue to run their present 

schools while they try to implement an amalgamation plan~ Rarely 

does it seem to occur that time is provided for the new tasks. This 

may explain why it takes so many years to effect a satisfactory new 

set of structures. 

One feature of the Lismore amalgamation that ensures monitoring 

of performance effectiveness is the setting up of a Board. Since the 

authority is registered under the Companies Code (N.S.W.), there is a 

provision for a General Meeting of the "Subscribers'' i.e. the 

owners of the school. The Board must account to them for its 

management of the Authority. 

One of the major problems in decision making with regard to 

schools lies in the difficulty in obtaining all the information 

necessary. Unless there is an overall authority who can make equal 

demands on all participants schools tend to guard their secrets and 

their autonomy right up till the moment of amalgamation. In the 

2 
Albury situation the Principal of the amalgamated school was 

appointed Principal of the boys' school for Term 3 of the previous 

year. He was still seen as the Principal of the "other school" two 

years later. 

2. In Albury Aquinas College, a Christian Brothers' school for boys 
amalgamated with St. Joseph's College for girls to form Xavier 
High School in 1982. The writer was invited to be part of an 
evaluation team that visited the school in October, 1984. At 
that time Senior classes were coeducational but Junior classes 
were not. The distance between sites was proving to be a 
difficulty in the building of the "one school" idea. 
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Dittmer (1978) was commissioned by the National Council of the 

Major Superiors of Religious of Australia to carry out a research 

project on the transference of Order-owned Schools in New South Wales 

and Victoria. In her conclusions the first area of consideration is 

Decision Making. She comments on the following 

1. the variable number of influences and pressures on Major 
Superiors 

2. the strong effect of emotional factors at the expense of 
study of implications and long term effects of decisions. 

3. the delays in decision making 

4. the ambiguity of decision making levels - there is often 
no clear cut agreement on who should make decisions. 

Dittmer notes a fairly extreme case 

"from 6/7/73 to 19/11/76 there were seven Committees 
formed to consider planning in the district. The 
variation in the terms of reference for each Committee 
was slight and from 17/7/73 the need for a Senior 
College was the predominant theme." (Report p. 92) 

She suggests that the power structure of the Church is one 

reason for delays in decision making. 

Franzman (1976) describes a similar theme of ambiguity and lack 

of clarity in decision making. 

The plan in Lismore was for a Steering Committee to be formed 

which would work on planning until October, 1983 when Incorporation 

would take place and the Subscribers would appoint the Board who 

would have decision-making authority. Incorporation was delayed till 

August 1984. The Steering Committee was placed in a position where 

decisions needed to be made. The Major Superiors, the real decision 

makers, did not meet to make decisions and a great deal of confusion 

followed. All this was happening at the busiest time of the school 
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year when members of the Steering Committee were over committed 

elsewhere. It was at this point that Woodlawn's Principal made the 

decision to withdraw. The Consultant blamed the Steering Committee 

for undertaking decision-making that was beyond its competence. 

In the Albury situation an Interim Board was set up. One of its 

main functions was to draw up a Constitution for the Board and three 

years later it was still trying to do this. It was unable to obtain 

agreement on the new Constitution because there was no structure for 

gaining this agreement. Until they accomplish this task they cannot 

dissolve the Interim Board and establish the Board with parent 

representation. Ambiguity of decision-making is very apparent here. 

In the Lismore story, decision making processes had improved 

over the years and the Authority of the Board and the Principal are 

clearly defined for the future. 

Mention has been made of the emotional factors in decision 

making and implementation of decisions. In the next Chapter I will 

discuss the work of Gene Hall and Associates, specifically their work 

on how people feel during the implementation of an innovation (Stages 

of Concern or SoC) and the Levels of Use (LoU) that mark their 

progress in behavioural terms through the implementation phase. 



CHAPTER 6 

HOW PEOPLE REACT TO CHANGE 

Introduction 

An amalgamation is different from other changes in schools 

because it reaches everyone and reorganizes the whole system. Once 

the decision is made and the process starts the only escape for a 

teacher who resists is to resign. An amalgamation builds a new 

school but in the process it destroys the old ones. Loyalties are 

involved far beyond the school community. Protests come from 

ex-students, former teachers, parents whose children have long since 

grown up. 

I have watched the new loyalty and tradition begin and I have 

attempted to use the Concerns-Based Adoption Model (CBAM) (Hall, 

Wallace and Dossett, 1973) to analyse some of th~ changes in attitude 

of staff both in 1976-77 and in 1983-85. 

SoC and LoU: A Description 

The CBAM is based on the assumption that change is a process 

rather than an event. A decision to change does not create a change. 

A second assumption is· that change is made by individuals and is a 

personal experience for them. A further assumption is that change 

involves growth both in feelings about and skill in operating in the 

changed situation. In the CBAM changes in feelings and attitudes are 

described using the concept of Stages of Concern. Development of 

skill is described in terms of the concept of Levels of Use. My 
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explanation of these two concepts is based on a paper presented by 

Gene Hall at the AARE meeting in Melbourne in 1979 "Using the 

Individual and the Innovation as the Frame of Reference for Research 

on Change'' and a paper prepared by Pratt, Thurber, Hall and Hord on 

the Internationai School Improvement Project in 1982. 

Hall (1979) explains the concept of concerns as relating to 

''the feelings, perceptions, motivations and attitudinal 
dynamics of the individuals as they first become aware 
of an innovation, approach use and gradually become 
increasingly confident in their use of the innovation." 

(p. 4) 

Fuller (1969) in her work on the concerns of teacher trainees 

noted that there was a pattern. Early in their course students were 

concerned about matters unrelated to teaching e.g. being away from 

home or managing assignments. The first concerns related to teaching 

are self concerns - how will I manage? Will I be able to control the 

class? Fuller identified a second stage, when task concerns became 

dominant . The student teacher becomes interested in the methods of 

teaching. Fuller found that it was possible for student teachers to 

move to a stage where they were mainly concerned about impact, 

whether or not the pupils were actually learning anything. Fuller 

proposed that this progression in concerns could be use d for 

structuring the teacher training programmes. 

Hall and his associates developed the concept further into a 

seven stage model. The existence of these stages has been verified 

by their research. 

Figure 1 outlines the Stages of Concerns Model and its 

relationship t o Fuller' s s tage s . 
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FIGURE 1 

STAGES OF CONCERN ABOUT THE INNOVATION >'r 

STAGES OF CONCERN DEFINITIONS ..---

I- 6 REFOCUSING The focus is on exploration of more 
universal benefits from the innovation, 
including the possibility of major changes 
or replacement with a more powerful 
alternative. Individual has definite ideas 
about alternatives to the proposed or 
existing form of the innovation. 

I 

M 

p 

A 

C 

5 COLLABORATION The focus is on coordination and cooperation 
with others regarding use of the innovation. 

T 4 CONSEQUENCE Attention focused on impact of the 
innovation on students in his/her immediate 
sphere of influence. The focus is on 
relevance of the innovation for students, 
evaluation of student outcomes, including 
performance and competencies, and changes 
needed to increase student outcomes. 

L 

T 

A 

s 

K 

s 

E 

L 

F 

* 

3 MANAGEMENT 

2 PERSONAL 

1 INFORMATIONAL 

0 AWARENESS 

Attention is focused on the processes and 
tasks of using the innovation and the best 
use of information and resources. Issues 
related to efficiency, organizing, managing, 

scheduling, and time demands are utmost. 

Individual is uncertain about the demands of 
the innovation, his/her inadequacy to meet 
those demands, and his/her role in relation 
to the reward structure of the organization, 
decision making, and consideration of 
potential conflicts with existing structures 
or personal commitment. Financial or s t atus 
implications of the program for self and 
colleagues may also be reflected. 

A general awareness of the innovation and 
interest in lear ning more detail about it is 
indicated. The person seems to be unworried 
about himself/herself in relation to the 
innovation. She/he is interested in 
substantive aspects of the innovation in a 
selfless manner such as general 
characteristics, effects, and requirements 
for use. 

Little concern about or involvement with the 
innovation is indicated. 

Original concept from G.E. Hall, R.C. Wallace, Jr., & W.A. Dossett, 
A Developmental Conceptualization of the Adoption Process within 
Educational Institutions (Austin, Tex.: Research and Development 
Center for Teacher Education, The University of Texas, 1973). 



Hall and Associates use three different procedures for assessing 

Stages of Concern. The first is the casual conversation or "one 

legged conferencett during which a trained facilitator can estimate 

the concerns of the person involved. 

Newlove and Hall (1976) have developed the Open Ended Concerns 

statement in which teachers are asked to write a paragraph that 

describes their concerns about the process. The written concerns can 

be analysed to identify topics and intensity of concerns. 

A more rigorous assessment may be done by using the Stages of 

Concern Questionnaire developed by Hall, George and Rutherford in 

1979. There are 35 items to which responses are made using a 7 point 

Likert scale. Analysis of responses makes possible the compilation 

of a "concerns profile" which shows both the most intense and least 

intense stages of concern. A copy of the Questionnaire used in this 

study appears in Appendix 4. 

Figure 2 shows the hypothesized Development of Stages of Concern 

at various stages in the implementation process. 
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FIGURE 2 

Hypothesized Development of Stages of Concern 
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Hall et al suggest that once the stage of most intense concern 

has been identified interventions can be designed to move people to 

the next stage. 

Levels of Use 

The Stages of Concerns Concept attends to feelings of people as 

they move through a process of change. The Level of Use concept is 

concerned with their behaviour as they begin to use an innovation. 

Eight levels of use have been identified by Hall and Associates with 

decision points which indicate that a new set of behaviours has begun 

in the change process. Figure 3 contains a summary of the levels and 

the decision points. 

0 

LEVELS OF USE 

NONUSE 

Decision Point 
A 

FIGURE 3 

Levels of Use of the Innovation 

DEFINITION OF USE 

State in which the user has little or no knowledge 
of the innovation, no involvement with the 
innovation, and is doing nothing toward becoming 
involved. 

Takes action to learn more detailed information 
about the innovation. 
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I ORIENTATION State in which the user has recently acquired or 
is acquiring information about the innovation and/ 
or has recently explored or is exploring its value 
orientation and its demands upon user and user 
system. 

Decision Point 
B 

Makes a decision to use the innovation by 
establishing a time to begin. 



II PREPARATION 

Decision Point 
C 

III MECHANICAL USE 

Decision Point 
D-1 

IVA ROUTINE 

Decision Point 
D-2 

IVB REFINEMENT 

Decision Point 
E 

V INTEGRATION 

Decision Point 
F 

VI Renewal 
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State in which the user is preparing for first use 
of the innovation. 

Changes, if any, and use are dominated by user 
needs. 

State in which the user focuses most effort on the 
short-term, day-to-day use of the innovation with 
little time for reflection. Changes in use are 
made more to meet user needs than client needs. 
The user is primarily engaged in a stepwise 
attempt to master the tasks required to use the 
innovation, often resulting in disjointed and 
superficial use. 

A routine pattern of use is established. 

Use of the innovation is stabilized. 
changes are being made in ongoing 
preparation or thought is being given 
innovation use or its consequences. 

Few, if any, 
use. Little 
to improving 

Changes 
informal 
outcomes. 

use of the innovation based on formal or 
evaluation in order to increase client 

State in which the user varies the use of the 
innovation to increase the impact on clients 
within the immediate sphere of influence. 
Variations are based on knowledge of both short 
and long-term consequences for clients. 

Initiates changes in use of innovation based on 
input of and in coordination with what colleagues 
are doing. 

State in which the user is combining own efforts 
to use the innovation with related activities of 
colleagues to achieve a collective impact on 
clients within their common sphere of influence. 

Begins exploring alternatives to or major 
modifications of the innovation presently in use. 

State in which the user reevaluates the quality of 
use of the innovation, seeks major modifications 
of or alternatives to present innovation to 
achieve increased impact on clients, examines new 
developments in the field, and explores new goals 
for self and the system. 

From the LoU Chart. Austin: Research and Development Center for 
Teacher Education, The University of Texas at Austin, 1975. 



as 
Hall, Loucks, Rutherford and Newlove (1975) define Levels of Use 

"distinct states that represent observably different 
types of behaviour and patterns of innovation use as 
exhibited by individuals and groups, These levels 
characterize a user's development in acquiring new 
skills and varying use of the innovation. Each level 
encompasses a range of behviours, but is limited by a 
set of identifiable Decision Points." 

(p.54) 

They further define each level in seven categories of knowledge, 

acquiring information, sharing, assessing, planning, status reporting 

and performing. It is possible for a person to have quite an amount 

of information but to choose not to act on it. The categories help 

to define the Level of Use but the decision point moves a person on 

to the next level. 

On the Level of Use scale those who are at Level Oare non-users 

and the decision to take some action to learn more about the 

innovation moves them into Level I where they are still non-users but 

are exploring its possibilities and acquiring information about the 

proposed innovation. The decision to begin using it moves them into 

Level II by personal choice or by a system decision about the change 

date. This is the case in an amalgamation. 

Once the decision has been made and the individual begins to use 

it they are in Level III, mechanical use. At this stage the new 

system will be less efficient than the old one as users grapple with 

the problem of learning how to use the new system. 'When the early 

problems have been solved the users stabilize their approach and move 

into level IVA, Routine Use. This is a calmer period and it enables 
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the individual to begin to examine other factors such as how to 

improve the system for better results. The decision to change the 

system to increase the benefit to the users moves the individual into 

Level IVB where the emphasis is on refinement. At this level there 

is interaction with colleagues and a sharing of information in an 

effort at improvement. The decision to change the system based on 

personal experience and the experience of other users moves the 

individual to Level V, integration. This is the level at which users 

are working together on modifications for improvement of outcomes. 

The decision to make modifications moves the users into Level VI , 

that of renewal. Level VI users begin to explore new goals and this 

could be seen as the beginning of a new cycle. 

Loucks, Newlove and Hall (1976) have developed a focused 

interview procedure for assessing levels of use but I have not used 

this instrument. I have applied the LoU concept to decisions 

recorded in minutes and to the words of people who have spoken about 

their involvement in the various stages of the amalgamation. It has 

not been a rigorous instrument used for designing strategies to move 

people on. I have used it as a guide to my own understanding of the 

process. 

It is possible to describe the Lismore amalgamation in terms of 

the LoU scale by interpreting the 1976 merger as the first cycle in 

which the majority of staff moved over a three year period to a 

Routine level of use. Then a group of people including most of the 

executive staff and particularly the Principals moved through a 

refinement then an integration stage which lead them finally to a 

renewal level which gave birth to the events of 1983-1984 and began a 

new cycle. 
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The CBAM model contains a third dimension Innovation 

Configurations which does not feature in my study. 

I will now analyse the Stages of Concern of some Staff members 

manifested in written material of the period 1977 to 1982. I will 

then use written and interview material for the 1982-85 period. 

During 1984 I used the Soc questionnaire with staff. At three stages 

they were invited to complete the questionnaire and the sample is as 

follows: 

May, 1984 
Dec, 1984 
May, 1985 

Stag es of Concern 1977 - 1982 

65 replies 
38 replies 
46 replies 

The minutes of the Evaluation Meetings during 1977 show the 

feelings of both Principals about the amalgamation as they move 

towards a decision to have Year 7 combined in 1978. Both Principals 

resigned in 1977 and the state of the change was undoubtedly a 

significant factor in both resignations. 

The Principal of St. Joseph's a newcomer to the district, 

appointed after the decision to change had been made, is still 

seeking information e.g. "why was this decided? What arrangements 

were made about ••••• ?" He expresses his feelings of "difficulty in 

b e ing in someone else's school," "I feel I am working in a vacuum," 

"the boys belong increas ingly to St. Mary's" (Minutes 13/6/77). Thi s 

could be int erpreted as "Consequence" stage of concern but it see ms 

to be more of a personal one in that it is destroying his position. 
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The other comments seem to be at a Management Stage. They refer 

to problems of Staff meetings, timetable and organization of staff 

both teachers and ancillary staff. 

There were two meetings in 1977, in June and August. There is a 

marked reduction in the number of his interventions at the August 

meeting and these are generally concerned with minor management 

points e.g. the text book hiring scheme. 

The Principal of St. Joseph's appears not to have moved beyond 

the management stage of concern and had probably made his decision to 

be a "non-user" by the August meeting. His transfer to another 

school allowed him to decide not to adopt this innovation. 

The Principal of St. Mary's was party to the planning during 

1976 but did not favour the amalgamation. An analysis of her 

comments in the minutes suggests that she too was unable to come to 

grips with her feelings in solving the management tasks. She also 

became a "non-user" by resigning. 

The two new Principals, both of whom were senior staff members 

showed signs of having progressed to a management stage of concern 

before being appointed. Both obviously accepted the change and moved 

enthusiastically into the task of making the change to co-education 

in Year 7 smooth and efficient. 

The Evaluation Meeting held in November 1978 provides evidence 

that the two Principals were now expressing concern for the 

consequences of co-education on the students. There is discussion 

about cooperation and collaboration for the sake of the students and 
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their education. There is less mention of how staff feel and a 

recognition of the success of many of the techniques used to solve 

management tasks. 

Late in the minutes is the first indication that some staff 

members are moving towards a Refocusing Stage of Concern. There is a 

move towards inservice work in staff development. Staff is being 

redefined as Junior Site/Senior Site staff rather than Marist 

Brothers/St. Mary's staff. There is also the question from the 

Principal of St. Mary's as to whether the Marist Brothers' School saw 

themselves as disadvantaged because of co-education. Such a concern 

would not have been voiced in 1977. 

This meeting also reveals that the innovation has progressed 

into Year 9 ahead of schedule in some elective subjects. The 

innovation is being adapted as circumstances change. 

1982 - 83 

By 1982 there is little concern being expressed about the 

co-educational issue. Concern has refocused on the 1ocation of Year 

10 and the effect on the students of its siting. 

The Principal of St. Mary's (Minutes 3/8/82) expresses concern 

that boys are not achieving as well as girls and comments on the 

effect on staff of being locked-in by the Site timetables. This 

meeting demonstrates a clear flavour of refocusing even to the 

suggestion of major reorganization of the schools. 

The rumour that Woodlawn had been advised to amalgamate with the 
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town schools created a new surge of concerns on the part of the "town 

school" personnel both staff and students. The awareness stage began 

with questions and exclamations of disbelief. 

"They wouldn't do that would they!" "It wouldn't work." 
"We have just got over the last merger." 

As the movement continued towards the formation of the Authority 

with Woodlawn as a partner the need for information grew. The 

Consultant called meetings of interested staff and drew full houses 

at all three schools. A meeting called for parents drew an 

attendance of two hundred and fifty and question time was prolonged. 

This informational stage of concern gave rise to many predictions 

about what others would do. The motives of other parties were 

questioned and misinterpreted. 

Gradually the information being sought became personal. "What 

will happen to my job?" The ITA made its first moves in mid 1982 to 

ensure that any amalgamation would not entail loss of jobs or 

entitlements. 

During 1982-83 there was a marked difference in the expression 

of concerns between the Woodlawn Staff and the Staff of St. Mary's 

and St. Joseph's. These latter people. had already experienced a 

major reorganization in 1977 and were generally in agreement that 

while it had been traumatic the results were worthwhile. There was 

strong opposition among them to any suggestion that coeducation be 

abandoned. The Woodlawn staff had ·no experience of previous 

amalgamation and faced much more change. It is significant that 

Woodlawn parents remained largely unaware of the implications of the 

reorganization during 1983. Despite press releases, newsletters and 
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explanations by the Rector a meeting of the Parents & Friends 

Association in October, 1983 revealed that they were unaware of the 

stage that developments had reached. 

Stages of Concern May, 1984 

The Stages of Concern Questionnaire was used for the first time 

in May, 1984. Woodlawn withdrawal was now definite and the Authority 

had been reformed without them. There was an announcement on 1st May 

that there would be one school as of January, 1985, that it would 

have a new name and that the Board would be announced in June. A 

combined staff day was held on the first day of Term 2. It was the 

first occasion on which the two staffs had come together and as such 

was a preview of the future. The morning was spent on Curriculum, a 

topic that supported union since it concentrated attention on an area 

of great concern to all staff members. 

The afternoon was spent on supplying information about planning 

for next year. There were many questions and it appeared that there 

were intense concerns in the areas of awareness,information and 

personal. .The questionnaire was issued at the end of the day and 

staff members were asked to complete it and hand it in before 

leaving. They were invited to·put names on them but were left free 

to choose. This method of completion of the questionnaire accounted 

for the large number of returns (65). Only ten people chose to add 

their names to the paper. 

An average score was calculated for each stage of concern and 

Figure 4 shows the shape of the graph for the average score. 
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The graph does not match any of the four models suggested by 

Hall et al but it has the general shape of the non-user graph. The 

most intense concerns are self concerns with informational being 

slightly more intense than awareness or personal; management and 

consequence concerns are lower in intensity but collaboration 

concerns are higher. Perhaps these scores reflect the earlie r work 

of the day when two separate staffs had met to collaborate in the 

first step towards complete amalgamation. 

Averages do not give an accurate picture and sometimes conceal 

the truth. The average deals with the central part of a distribution 

and ignores the extremes. There were in fact three distinct patterns 

in the concern. Figure 5 illustrates these three patterns. 
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There is a low score on 3 and 4, the management and consequence 

stages, and high scores on the informational and personal stages. 

Pattern 1 approximates to the predicted pattern for non-users and 37% 

of the staff appeared to be at this stage. 

Pattern 2 is interesting because if the management score were 

high the graph would approach the predicted shape for inexperienced 

users. In May, 1984 management concerns were less important than 

informational and personal concerns. I will return to the matter of 

management concerns later in this chapter. 

Pattern 3 indicates that 18% of the combined staff are beginning 

to refocus. This group probably contains staff who had been through 

the 1977 reorganization and had been working towards improving the 

arrangements that were not benefiting the students or staff. 
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Discussion with long serving members of staff confirmed my opinion in 

this regard. 

Stag es of Concern December, 1984 

By December, 1984 decisions had been made and arrangements 

finalized for the 1985 school year. 

changes: 

There were some structural 

* Year 10 was to be sited at St. Joseph's 

* Each of Forms 7, 8 and 9 was to be divided into two 
sections and half of each form was to be housed on each 
site 

* There would be one Principal and two Deputies 

* Subject Coordinators were appointed to coordinate 
Years 7-12 

* There was a new name, new badge and new employer 

Students were dismissed at the end of the second last week of 

school so that teachers could finalize the "old schools" and work on 

last minute planning for 1985. The Questionnaire was issued during 

this final week and the sample of re t urns was muc h smaller. Once 

again the scores were averaged and Figure 6 shows the graph of the 

average concerns. 

100 

90 

U) 80 
C: 

'"' Q/ 
70 C: 

0 ..... 
0 
u 60 
..... 
0 

>, 50 
.u 
"M 
Cl) 40 
C: 
QI 
LJ 

30 C: 
H 

20 

10 

0 
0 

I ' i 
; 

/ ' - j I 
)-

I I 

I 
I \ I 

... 

1 2 3 4 5 

FIGURE 6 

i 
! 

' 
i 

: 
I 

I 

~i 

\. 
\ 

I 

; 

6 

December, 1984 
Average Concerns 
(38 Returns) 

KEY 

0 Awareness 
1 Informational 
2 Personal 
3 Management 
4 Consequence 
5 Collaboration 
6 Refocusing 

71 



The graph shows a movement from concern about information to 

personal concerns. At this stage classes for 1985 had been allocated 

and teachers could see what might concern them personally in 1985. 

Management concerns had increased but only slightly. There has been 

an increase in intensity of concern about consequence and 

collaboration. Some teachers had serious reservations about the 

decision to divide Years 7, 8 and 9 because of its effect on the 

students. The second peak on the graph is still at collaboration 

indicating the recognition of the importance of everyone working 

together to form one school. It was probably this concern about 

collaboration that made it possible to start so effectively in 1985. 

Between May, 1984 and December, 1984 it was the policy of the 

Board and my own personal conviction that information should be made 

available and decisions should be communicated to those concerned at 

the earliest possible time. I spent a good deal of time on both 

sites listening to the concerns of staff and I encouraged them to 

visit my office. This could be seen as an intervention to move 

people through stages of concern. If so it was mildly successful in 

1984. 

The second theme that I developed in 1984 was the "one school" 

idea. I promoted this idea repeatedly and took every opportunity to 

involve people in "one school" activities e.g. design of the badge, 

the new name competition, a Curriculum Committee across the staffs. 

My emphasis on the "one school" theme created problems with the 

Principals who were obviously concerned to keep two schools running 

efficiently till the end of the year. This is an amalgamation 

problem guaranteed to cause conflict but one to which I have found no 

solution. 
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As with the May, 1984 results the average graph conceals the 

presence of several different patterns. 

these patterns in December, 1984. 
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FIGURE 7 

Pattern 1 reflects pattern 2 from May except for a rise in 

intensity of management concerns. This seems an obvious development 

since the teachers in December knew exactly what would be expected of 

them in the next year. The same percentage (32%) of staff were in 

Pattern 1 in December as had been in Pattern 2 in May. I have no way 

of knowing whether or not they were the same people. 

Pattern 2 in December indicated that a group (30%) of staff have 

moved to the stage of impact concerns and 20% are concerned about 



refocusing. The number of people in this group suggests that they 

may be the people who are seeing this 1985 step as the final stage of 

the 1977 change rather than the beginning of a 1985 change. 

May 1985 

Term 1, 1985 was busy but the atmosphere was one of enthusiasm 

and excitement. Seventeen new members joined the staff (22% of the 

total). Many of the new people were attracted by the advertisement 

that told of changes in the school. Teachers who were unwilling to 

become involved in a reorganization just did not apply. The May, 

1985 questionnaire asked staff to indicate if they were new and there 

appeared to be no significant difference in their patterns of 

concerns to those of continuing staff. 

8. 

The average pattern of concerns for May 1985 is shown in Figure 
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Features of the graph are the reduction in intensity of concerns 

in awareness, informational and personal stages. There is a slight 

increase in management concerns and the beginnings of an increase in 

refocusing. The group as a whole is moving towards refining and 

improving arrangements. 

Patterns are more difficult to find in the May 1985 results but 

concerns generally seem to be at a lower level of intensity. A 

questionnaire issued at the end of February may have found management 

concerns at a higher level of intensity. By the ~nd of Term 1 things 

were running smoothly again. 

Figure 9 shows the average for the 3 different times May, 1984, 

December, 1984 and May, 1985 plotted on the same axes. 
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It is also interesting to note the distribution of most intense 

concerns at each point in the process. The percentage of staff whose 

highest intensity score occurred in each stage is recorded in Figure 

10. 

% of Sample With Highest Score 

Stage of Concern May '84 December '84 May '85 

Awareness 34 37 42 

Informational 29 18 10 

Personal 31 13 2 

Management 1.5 3 13 

Consequence 0 5 13 

Collaboration 4.5 16 16 

Refocusing 0 8 4 

FIGURE 10 

These figures indicate the decline in concern about information 

and personal involvement and an increase in the percentage of people 

mainly concerned about management and consequence. This is to be 

expected according to Hall's model. 

The apparent increase in awareness concerns seems contrary to 

the predictionp of the model but a study of the individual results 

indicates that while 51% of the sample had an intensity score greater 

than 80% in May 1984 only 23% had a score higher than 80% in May 

1985. 

One feature of my work with the SoC questionnaire has been the 

relatively low level of management concerns. Why were so few of the 

teachers intensely concerned about management in December 1984 and 
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May 1985? Perhaps it reflects the general situation in the school. 

The questions reflecting management concerns were: 

4. I am concerned about not having enough time to organize 

myself each day. 

8. I am concerned about conflict between my interests and 

my responsibilities. 

16. I am concerned about my inability to manage all that the 

reorganization requires. 

25. I am concerned about time spent working with non-academic 

problems related to reorganization. 

34. Coordination of tasks and people is taking too much time. 

(Stages of Concern Questionnaire) 

Some of the main benefits of the amalgamation came from the 

withdrawal of St. Joseph's from the Lismore Diocesan Education system 

which placed severe restrictions on staffing and budget. As a result 

of the amalgamation class sizes were reduced and staff size 

increased. More time was made available to people with coordinating 

duties and the abolition of the Junior School/Senior School concept 

allowed for a more equitable distribution of classes and a more 

interesting range of teaching for most. I believe that the benefits 

obvious to all in the area of management reduced concerns about how 

things would get done. 

The progression of staff through the Stages of Concern has not 

been orderly according to the model. Pratt, Thurber, Hall and Hord 

(1982) suggest that 

"the resolution of earlier concerns depends upon the 
characteristics and qualities of the innovation, the skill 
of the change facilitators, the amount of time that the 
implementation effort has been underway, and other 
contextual factors that may influence the change process." 

(p. 13) 
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Since staff, students and parents generally are enthusiastic and 

positive about progress I can only conclude that the resolutions of 

concerns according to Hall 1 s model is not essential for an 

amalgamation process. 

Level of Use - 1982 

Levels of use can be discovered by various means including 

"Status Reporting". During 1977 the teachers had a good chance to 

orient themselves towards co-education. A survey of thirty five 

teachers showed that 29 out of 31 who intended to stay at the school 

were in favour of co-education being introduced in Year 7. These 

teachers had passed through a decision point and were ready to begin. 

During 1978 there was a mechanical use of the Innovation. Problems 

arose concerning discipline methods 

all girls or all boys was found 

what had been appropriate for 

to be inappropriate for 

co-educational classes. At this stage the problem of corporal 

punishment had to be solved. There is also reference in the minutes 

to the role of the female Deputy on the Junior Site. Staff tended to 

refer problem girls to her but problem boys to other senior male 

staff members. By the 1978 Evaluation Meeting it appears that many 

teachers have reached a Routine LoU. 

Hall points out that change is a process which needs a period 

of time to occur. It seems that it took approximately three years 

for the change to co-education to reach the Routine Stage. It 

appears to have remained at that level for most staff members. 

An open-ended survey taken early in 1982 has few references to 

co-educational problems. There are several comments questioning the 



benefits of co-education for the girls and one suggestion for an 

alternative approach to improve the quality of education for the 

girls. It would appear that some teachers have moved on to a 

Refinement level or perhaps even to an Integration level. Hall's 

research suggests that most users will remain at a Routine stage. 

It would have been interesting to question staff who resigned 

during 1978, 1979 and 1980 to see if there was any correspondence 

between their level of use and the resignation. Several Presentation 

Sisters asked for transfer_s because they se_emed unable to move from a 

mechanical to a routine level of use. 

When an innovation is at the stage where most users are at a 

mechanical LoU people are usually operating less efficiently than 

before the change. There is evidence in the 1977 and 1978 minutes to 

suggest that many staff members were concerned that things were 

disorderly and inefficient. Such comment becomes less frequent in 

subsequent documents. 

The other change, the amalgamation of the two schools was much 

more complex than the change to co-education. An analysis of the 

levels of use in the change through the "assessing" category is 

interesting. We see a movement from a preparation to a mechanical 

stage in 1977. The 1977 meetings deal with management problems and a 

motion is carried that the committee "give its attention to the 

formation of such administrative structures and curriculum 

co-ordination etc." The 1978 meeting contains no further suggestions 

but continues to work on administration problems. During 1978 key 

people are moving from a mechanical to a routine Lou. 

By the 1979 meeting an improvement is noted in communication and 

79 



an outside resource person has been invited to give advice. There 

has been some movement to a Refinement level of use where there is an 

interest not just in solving problems of use but of improving 

outcomes for the children. 

1981 marks a movement towards the level of integration. The 

question of the administration of two schools is finally resolved by 

having one Principal on each site. The last official traces of St. 

Mary's and St. Joseph's as two 7 12 schools have disappeared and 

the Junior and Senior Schools replace them. 

In 1982 there was a major analysis of the advantages and 

disadvantages of alternatives. The trustees of the Presentation 

Sisters examined the possibility of making St. Mary's a systemic 

school, a necessary step on the way to formation of one school. The 

decision was negative but the administrators continued to collaborate 

and to explore means of improving the school. In 1983 the problem of 

curriculum ~o-ordination was finally dealt with and a renewed effort 

to bridge the gap between Year 9 and Year 10 was initiated. 

Level of Use 1982 - 1984 Woodlawn 

Woodlawn withdrew from the Authority in April, 1984 even though 

the first moves towards amalgamation were occasioned by the 

publication of their boarding school report in 1982 which recommended 

that they pursue some form of amalgamation with the town schools. 

Woodlawn stzff obviously did not take this seriously in 1982 and 

spent some time in drafting an alternative proposal to the Provincial 

whereby Woodlawn could retain its autonomy and remain a viable 

educational proposition. The Rector and staff continued to work 
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towards building up numbers of boarders and the general opinion of 

staff seemed to be "It won't happen". 

The Press release of (25/7/83 Appendix 2) wbich announced the 

beginnings of the formation of the Authority contains a quote from 

the RE;ctor that indicates that he has not stopped planning in other 

directions. Minutes of the first Steering Committee Meeting 

( 19/7 /83) record 

"scme disquiet over statements that had appeared in the 
Northern Star recently" (Minutes 3) 

Woodlawn representatives were questioned about plans for 

extending boarding facilities and taking in girl boarders. One of 

the original reasons for considering amalgamation had been the need 

to reduce the number of Boarders. (Minutes of Evaluation Meeting 

(17 /9/82). 

A meeting for parents of students at all three schools was held 

on 2/11/83; its purpose was to provide information about 

amalgamation and to begin the process of selling the idea to parents. 

A Woodlawn staff member was heard to assure a group of parents that 

it would never happen. Such actions indicate a zero level of use but 

at some stage during 1983 some at least of the staff and parents made 

a decision to take action to learn more about the amalgamation. 

In November 1983 the ITA representative at Woodlawn wrote to the 

Steering Committee about some concerns of the lay staff which 

included: 

1. Superannuation and Long Service Leave b~nefits. 

2. Possible loss of teaching positions. 

3. Loss of holidays and privileges for extra duties in the 
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boarding school. 

4. Loss of promotion positions. 

5. Relocation of staff. 

6. The opportunity for Woodlawn parents who did not reside 
in the district to be involved. 
(Letter 8/11/83) 

During 1983 Woodlawn staff gathered information from other 

Boarding schools where students travelled off campus to school and 

emphasised the negative results. Woodlawn parents began to ring the 

Chief Executive Officer for information on the proposed amalgamation. 

During this period some staff members began to identify some 

benefits. 

* more sharing of duties 

* day student input to broaden views in class 

* possibility of broadening the curriculum 

At the final meeting of the Steering Connnittee (13/12/83) 

Woodlawn representatives found it impossible to reconcile the idea of 

Woodlawn's boarders being distribcted across three sites for the 

school day with the ethos and tradition of their school. The 

decision point had been reached for moving into a preparation stage 

for amalgamation. Woodlawn decided at this stage to become a 

non-user and they formally withdrew early in 1984. 

Levels of Use St. Mary's/Marist Bothers/Trinity 1983-84-85 

Since there was a firm decision to continue the 1977 merger and 

move toward one school the staff of the two town schools were eager 

to go ahead. The introduction of the Woodlawn factor in 1982 caused 

some reassessment of the idea. Many were concerned about the si ze of 

the resulting school and the difficulty of including a third campus 
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six kilometres away. Staff were most anxious to learn about the 

proposal and rumours spre8d rapidly. They moved rapidly into Level 1 

by taking action to gain detailed information about the plans. 

Curriculum planning for the future began to include phrases such as 

"if Woodlawn comes in we wi11 need to " ...... 

The Science department went further by organizing an exchange of 

text books with Woodlawn for the 1984 school year. 

The minutes of Steering Committee Meetings during 1983 have many 

references to the time line and the need to arrange things for 1985. 

The representatives of the schools had made the decision to begin and 

had moved into Level II, the preparation time. Staff were supportive 

of the decision. 

During 1984 t_he preparation continued and the behaviour of staff 

at staff days on 21st May and 3rd August showed them learning the 

logistical requirements, seeking infomation and analys i ng 

requirements for the change. By the end of 1984 staff members 

admitted that they were ready to begin. The decision point had been 

reached to move them into Level III. Twelve people left the staff at 

the end of 1984. This could be seen to be a decision not to proceed 

but interviews and analysis of their December 1984 Soc questionnaires 

suggest that other factors were at work. Promotions, pregn.;,ncy and 

transfer of spouse to Sydney were among the reasons given for 

resigning. The reorganization probably shook several people out of 

their comfortable niche and caused them to make new decisionf about 

their future. None of the twelve people admitted that the 

amalgamation was their reason for leaving. 
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A number of people probably entered Level Ill in Term 3 1984 

when they examined the logistics for 1985 and began to plan for them. 

The 1985 school year began with everyone attempting to come to terms 

with the mechanical level. There were problems staff from the 

"other site" did not know their way round and both students and 

teachers had trouble finding classes, book rooms, resources and 

personnel. A quote from one new staff member at 2.30 p.m. on 

Thursday week 2 describes the feeling -

"at this stage I just let it all wash over me". 

By the end of Term 1 most teachers (and students) seemed to have 

established a mechanical level of use. Things began to settle down 

towards the end of February and a more comfortable situation was 

apparent by Easter. 

The analysis of Levels of Use might also explain why the 

intensity of concerns about refocusing is still low at the end of 

Term 1. People have been too busy managing a mechanical level of use 

to put much energy into plans for improvement. 

During the mechanical stage when much effort is being put into 

learning new routines there is often the question of how what we have 

now is better than what we used to have. I expect this question to 

be raised more later in the year and it could be that some 

rearrangements in siting will be made for 1986. 

Hall (1979) has found that the process of implementation is 

lengthy. 
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"Findings from this study further verify that implementation 
of even a relatively simple innovation, such as the revision 
of a science curriculum in the elementary grades, requires 
more time than is likely to be assumed. After a year and a 
half to two years of implementation, there is still a large 
number of individuals at a Mechanical Level of Use and 
proportionately speaking the number of individuals at 
Refinement Levels of Use and above are no larger than would 
be found in a typical stratified sample. These data and 
this experience suggest that the implementation of 
innovations takes longer than many realize or at least 
more time than most are willing to accept. It is likely 
that complex innovations will probably take even longer." 

(p. 13) 

Given the complexity of an amalgamation process it seems that it 

will be a high priority for me in the next year or so to move myself 

quickly into a Routine level and then beyond. It will be essential 

to work towards helping the staff and students towards this level 

also. 

The SoC concept deals with the way people feel during the 

implementation of a change while the LoU concept is useful for 

explaining their behaviour as the change process continues. I have 

used both concepts to analyse the feelings and behaviour of the 

teachers in the latter phases of the amalgamation. LoU concept is 

helpful in explaining the behaviour of the people who became 

non-users by withdrawing or resigning. The work of this Chapter 

emphasises the importance of the emotional factors in the 

implementation of an amalgamation decision. 

In the next Chapter I will deal with the product of the change 

process - the new school. 
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CHAPTER 7 

THE PRODUCT OF THE CHANGE PROCESS 

An amalgamation decision is one where the consequences are 

difficult to predict because the new school being formed is so 

different from the old ones. While the change is quite radical in 

many ways there remains a great deal that appears unchanged The 

same students have to be taught the same subjects in the same 

buildings. Difficulties arise unless structures and practices are 

developed to suit the new school. 

The Size of the New School 

One of the factors that seems to be overlooked in any 

amalgamation is that the new entity that is produced is quite 

different from the former schools. It is always larger and many of 

the practices and structures of the past are inappropriate in the new 

school. From my study of the Lismore situation and the information I 

have on Sutherland and Albury I believe that this is the one 

consequence that people do not examine in depth and do not understand 

beforehand. New structures are designed for a new school but they 

tend to be more appropriate for the old smaller schools. Some years 

of difficulty may be experienced before this matter is remedied. 

Franzman's study (1976) also supports my thinking in this regard. 

In Lismore Trinity is a school with eleven hundred students. 

St. Mary's had 550 girls on its roll in 1984 and St. Joseph's had 450 

boys. The Junior school had approximately six hundred on site and 

the Senior school had the other four hundred. It seemed obvious that 
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a different set of organizational structures would be necessary in 

1985. 

In June, 1984 I drew up draft Role Descriptions for the 

Principal, two Deputies and other proposed executive staff for 

Trinity. This draft was circulated to a group of people including 

the two Principals and two Deputies. All four of them suggested 

moving areas of responsibility listed for Deputies back to the 

Principal. They expected that the Trinity Principal would be able to 

do everything that the Principal of St. Mary's and the Principal of 

St. Joseph's had been doing as well as the extra responsibilities 

listed. 

Sutherland had been operating a coinstructional Senior School 

since 1975 in much the same circumstances as the Lismore Senior 

School from 1966 - 1976. The proposal to amalgamate thus forming one 

school was presented to staff in July, 1984. Some of their recorded 

comments (Summary of Group Reports 13/7/84) show that they cannot 

envisage the differences that doubling the size of the school will 

make 

"Too hard for teachers, parents, etc. to see Principal, 
considering the size of staff and school''• 
(Group 1 13/7/84) 

There is mention of difficulty with assemblies and staff 

meetings. There seems to be an assumption that such structures will 

continue and that the Principal should be as available as previously. 

The reports make some suggestions for the development of new 

structures to cater for the size of the school. Sutherland is ahead 

of Albury which ·amalgamated in 1982 for the 1983 school year. The 

Principal commented (Evaluation Report 9/10/84) 
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"Leaving staffs and administrations basically where they 
were left them with the past as their only working model 
- 'why should we change, they can do it our way'" 

88 

In Albury the Principal and two Deputies were appointed in Term 

three. The Deputies continued to carry the demanding roles of 

Deputies as before but had to devote more time to assisting the 

Principal in establishing the new school. There appears to have been 

no time allocation made to provide for all the extra work. The 

Principal writes of the Deputies 

"I don't believe anyone had the right to ask of them what 
they gave from September 1982 through 1983." 
(Evaluation Report 9/10/84) 

The Subject coordinators were appointed to coordinate across two 

sites some eight kilometres apart. No extra time allocation was 

provided even considering the travel time required in a dual campus 

school. 

In Lismore, 1984 the learning experience from 1977 prompted the 

appointment of a full-time Executive Officer who would develop a 

vision of the new and bigger school which could then be promoted 

among staff. 

Preserving the Ethos and Tradition 

The Articles of Association of the Catholic Secondary School 

Authority of Lismore Ltd. makes specific mention of preserving the 

"particular ethos, 
existing schools." 

tradition and services of the 
(Memorandum of Association 2(b)) 

This sounds a worthy ambition and is a familiar theme in any 

amalgamation story. In practice it is often very difficult, perhaps 

impossible. Moreover, it becomes undesirable when the new school 



begins to function, especially if the schools are single sex schools 

moving into coedu,cation. In 1977 in Lismore the problem was clear 

the boys motto "manliness and virtue" would not adapt well to 

coeducation. Sutherland, 1984 had the same problem with "Act 

manfully". Students and staff had to learn new methods of discipline 

and new approaches to teaching. 

However it was not just a matter of coeducation. The whole 

system of administration differed between the schools. 

Karl Weick (1982) describes schools as "loosely-coupled" 

organizations. In "tightly-coupled" organizations he lists four 

features: 

1. there are rules 

2. there is agreement on what those rules are 

3. there is a system of inspection of see if compliance 
occurs 

4. there is feedback designed to improve compliance. 
(p. 674) 

He points out that loosely coupled systems usually lack either 

consensus on goals or an adequate inspection system. 

Prior to 1977 St. Mary's College was certainly a loosely-coupled 

system. The Principal had lead the school in a charismatic way 

through the difficult times of the sixties into the better times of 

the middle seventies. St. Mary's was flourishing with a talented, 

dedicated staff and a flexibility that enabled them to involve 

themselves in many projects. Weick (1982) suggests that the main 

difficulty in a loosely coupled system is that people need a "shared 

sense of direction." He continues, "The Administrator's voice and 
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vision are two of the few things that teachers share in common" 

(p.675). 

St. Joseph's was a smaller school which appeared to be less 

loosely-coupled than St, Mary's. The Principal who had kept its 

staff moving in one direction was transferred between the decision 

and the time of its implementation. The new leader had the difficult 

position of trying to establish his authority as the chaos of the 

change began. 

Weick further suggests that a major change in loosely-coupled 

systems is difficult to design and diffuse. Part of the difficulty 

of the first years appears to have been related to the fact that the 

schools were loosely-coupled organizations but people expected them 

to be tightly-coupled. The amalgamation was designed to make two 

loosely-coupled organizations into one. Much of the planning and all 

of the decision making took place at the level of administration. 

Some tight coupling was required to get things done. 

The first year of the change had two schools each operating on 

two separate sites. Teachers and students on both sites became more 

isolated as communication difficulties mounted. By the end of 1977 

the situation was close to being four separate schools. 

When it was decided to amalgamate Year 7 only the following 

year, a lack of clarity in goals became apparent. Most of the 

participants had assumed that both schools had the same goals i.e. 

the goals of Catholic education. Not only were there wide 

differences in the understanding of such goals within each staff but 

it became apparent that there were different assumptions and values 

in the operation of the two schools. 
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The year spent as separate schools on one site provided teachers 

and site administrators with some insight into the traditions, 

customs and structures of each school. When they combined the 

following year they had at least the beginnings of a shared 

understanding of goals. 

Thornber (1984) reports the same issue in Albury when he cites 

"the enormous difference between the traditions of St. 
Joseph's and Aquinas." (Evaluation Report 13/10/84) 

He found one school to have these features: 

* forward thinking in its educational approach 

* a highly developed and ordered Pastoral programme 

* many long serving teachers 

* many rules and regulations 

* executive directive 

The other school was 

* tradition a 1 in approach 

* less organized in academic programmes 

* less structured in Pastoral care 

* less experienced as a staff 

* more democratic in government 

Simply declaring that such different organizations are now one 

does not solve the problem of integrating staff and students. Staff 

are required to change their previously satisfactory ways of 

operating simply because "the others" do things differently. 
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The Albury people have expectations of the Principal that he 

cannot meet in a dual campus school. 

"the Principal is always on the other site." 
(Year 9 girl) 

"teachers spend days trying to see the boss." (p. 6) 
(Evaluation Report October, 1984) 

Sutherland, during the process leading towards amalgamation, 

relates the same experience. The two schools are very different and 

there is fear of 

"Take over by one side rather than amalgamation." 
(Group Report 13/7/84) 

There is a call for a committee 

"to speak to staff over a long period so that it is open 
to everyone, no one left out, no fears of a take over, 
no secrecy." 

In Lismore in 1984 the difference between Junior School and 

Senior School was less marked than in 1976 but they were still 

apparent. 

The Senior Site staff were comparatively 

* older 

* more highly qualified 

* more cosmopolitan 

than the Junior Site staff. The administration of the Senior Site 

was more democratic, participative and creative. Both Sites were 

accustomed to decision making processes at staff meetings where a 

group of approximately thirty sat in a circle and shared views. 
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During 1984 there was a planned effort to build the foundation 

for one staff. Curriculum which concentrates on the needs of 

students was used as an area of cooperative planning and goal 

setting. Two staff days placed the people in contact and efforts 

were made to see equal representation of both staffs on committees. 

These early efforts began to build the new loyalties but created some 

conflict with the Principals who saw it as a threat to their 

positions in the current schools. As late as December, 1984 there 

was friction of the "them and us" type. A subject meeting for 

teachers from Years 7 - 12 which was held after classes had finished 

for the year resulted in hurt feelings because Senior Site teachers 

criticized the teaching in Junior Classes. The Junior School 

Principal predicted that this would be the biggest problem of 1985. 

Factors That Facilitated Change 

Miles (1964) quoted by Huberman (1973 p. 569) lists ten 

dimensions of organizational health which enable an organization to 

adapt itself to change. High on his list is acceptance of goals. 

There was among all the staff members who returned in 1985 a very 

high commitment to the value of Catholic education. Everyone was 

determined that the education of the students would not suffer. All 

of the teachers had chosen freely to teach in Catholic schools in 

Lismore and many had been there for years. There was a strong 

cohesiveness among teachers (in two groups) and high morale. These 

factors made a firm foundation for the building of a new tradition in 

1985. 

The first week of school was set aside for the purpose of 

forming one group. The first activity of the week was a structured 
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exercise designed to encourage this group of eighty people to meet 

and talk with people in the group that they didn't know. People 

obviously enjoyed this exercise and were surprised to find in some 

cases that the stranger they had just met had been on the "other 

staff" for several years. This exercise also gave old friends the 

opportunity to exchange news and views on the holiday period and 

cleared the way for more serious work later in the day. 

This was followed by an exercise. "Just the Facts: Getting 

Acquainted". (1983 Annual for Facilitators, Trainers and Consultants 

- Goodstein and Pfeiffer). The stated goals were 

1. To provide an opportunity for members of a group to become 
acquainted with one another in a non-threatening manner. 

2. To create an atmosphere conducive to group interaction and 
sharing. 

(Pfeiffer p. 11) 

It achieved both these goals and paved the way for further 

group work in the afternoon. Careful thought went into planning the 

composition of the small groups so that there was a balance according 

to sex, years of service, origin of staff and subject departments. 

The staff was kept together for two days, lunch being provided to 

prevent people from slipping away to the "other site". The second 

day's programme was held on the second site to emphasize the fact 

that both sites were now Trinity. 

Some work was done on the matter of establishing common goals. 

Pfeiffer again provided the instrument with an activity titled 

"Organizational Blasphemies: Clarifying Values" (p. 77). This 

exercise was chosen because of its goals: 



l. To provide an opportunity for participants to be creatively 
open about all aspects of their organization. 

2. To identify and compare the organizational values of the 
group members. 

3. To provide an opportunity to explore the match between the 
goals or values of the participants and those of the 
organization. 

The activity was enjoyable and the list of "organizational 

blasphemies" produced drew attention to the values and attitudes that 

were shared by members of the group. 

horrifying blasphemy was awarded to 

"Give the vegies a video." 

The prize for the most 

The seventeen new members of staff were strategically placed in 

the groups and were invited to reflect back to the whole group the 

values that they could identify. This was valuable for "old" members 

of staff and was a means of integrating new people. By the end of 

the week we had established our basic goals for the year and were 

aware of belonging to a different and much bigger staff. 

We had also introduced a new concept in Staff Meetings. The 

first formal staff-meeting with its eighty participants was used as a 

learning experience and a model of future meetings of the total 

staff. Since it was obvious to all that the old structure would no 

longer work staff members were happy to cooperate in learning a new 

structure. 

Total staff meetings would now be held less often, once a term 

in 1985, and would no longer be the informal means of sharing views 

that were the custom in the past. Many staff members have expressed 

surprised satisfaction at the two total staff meetings held so far. 
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They have been pleased that only important matters were on the 

agenda, that they were well organized and prepared, that they were 

well chaired and that they finished at the time stated. Staff 

members have been cooperative and creative in generating new 

structures to replace the former staff meetings. 

We have established structures to remind people of the "one 

staff" idea and by abolishing the concept of Junior Site staff 

teaching at St. Joseph's and Senior Site staff at St. Mary's we have 

abolished the "other site" mentality. The warning of the departing 

Principal was not necessary after all. 

Building staff unity has been a high priority in the 

amalgamation process and I have put a large proportion of my time and 

energy into this task. In the next Chapter I will deal with some 

other matters that used a lot of my time and energy. These are 

matters that must be attended to in a major reorganization but they 

are more frustrating and less professionally fulfilling than staff 

development. 
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CHAPTER 8 

NON-EDUCATIONAL ASPECTS 

An amalgamation of schools is generally considered to be a 

matter that falls into the category of education and the person 

appointed to carry out the amalgamation is often chosen for skills 

and qualities that will make them a successful foundation Principal. 

This Chapter describes some of the dealings with other bodies outside 

the school that are required for amalgamation and involves skills 

other than educational. 

A great deal of time has to be spent on legal matters and 

property settlements. Negotiations are needed with public 

authorities, Telecom and County Council and local businesses. The 

Principal-elect of a Non-Government school may be ill~equipped to 

handle the bureaucracies of the State Department of Education and the 

Schools Commission. The literature on educational administration is 

not entirely helpful on such matters. 

This Chapter will relate some events of significance in the 

formation of Trinity that took up a great deal of time and taxed the 

patience of the Chief Executive Officer/Principal. 

Incorporation 

When the early moves towards amalgamation were made in 1966 and 

1977 the issues of property and ownership were virtually ignored. 

The Senior School building of 1966 was parish owned on parish land 



but books and science equipment from St. Mary's College were moved to 

the Library and laboratories. No one seems to have bothered about 

ownership issues. Materials and equipment needed for Senior students 

were put where Senior students could best use them. 

In 1977 when boys moved on to the St. Mary's Site and girls to 

the St. Joseph's Site there was still no legal work on property, 

There was some sign of dispute however. The parisp agreed to build, 

on St. Joseph's Site, toilet facilities for girls and a Home Science 

room but refused to pay for the crockery, cutlery and other non-fixed 

equipment. St. Mary's were invited to pay for it since the girls 

would be using it. 

The dispute continued over the next few years taking various 

forms: 

* 

* 

fees were collected separately for girls and boys but were 
used for two coeducational sites. The fees of the boys 
were used for the budget of the Year 7 - 9 school at St. 
Joseph's Site where there were now more students than 
there had been before the reorganization. 

The Parents & Friends Associations amalgamated to form 
one. The St. Mary's P. & F. was permitted to raise funds 
while the St. Joseph's P. & F. was not permitted any fund 
raising activities that might interfere with Parish fund 
raising. 

It was obvious that some property agreement was necessary before 

the schools could become one. The entry of Woodlawn created .a 

situation where there were three property owners involved. The 

recommendation of the consultant was clear. 

"No progress can be made until the parties are in agreement 
as to the general configuration, in administrative, policy
making and ownership terms of what might emerge." 
(Letter 14/3/84) 

His proposal that a company be formed with the property owners 
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as shareholders and a Board to manage the new school or schools was 

accepted in principle by all parties by June, 1983. A draft 

Memorandum and Articles of Association were drawn up at a meeting of 

representatives of all parties on 1st July, 1983. This draft 

included all the elements considered essential by each party. It was 

based on a similar document used in the amalgamation of Catholic 

Colleges of Advanced Education in Sydney, a document which had 

already absorbed many weeks of legal work. 

All parties found themselves essentially in agreement with the 

document. Such amendments as were suggested were minor or were 

related to the difference between schools and Colleges of Advanced 

Education. The date set for Incorporation was 1st October, 1983, 

The documents were signed on 6th August, 1984. Woodlawn's withdrawal 

in March, 1984 made it necessary to rewrite the document in terms of 

two participating schools instead of three. 

With essential agreement on all major points it took thirteen 

months to complete the legal work. I was dealing with four 

solicitors, representing the Parish, the Sisters, the Marist Brothers 

and the new Authority. There did not seem to be any reason for the 

delays and many phone calls were required to keep the file open on 

the legal desks. 

In May, 1985 the licence to use both properties is not yet ready 

for signing. The owners have long since agreed in principle to the 

terms of the licence and the school is being managed as if the 

document were signed. The solicitors are still arguing minor legal 

points and drafting the document in legal terms. 
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If this is the legal time-scale when the parties are in 

agreement one wonders at the time needed to reach agreement when 

there are major differences. 

Certification and Reg istration 

Principals of Independent schools have limited contact with the 

Area Director of Education and much of this contact is a matter of 

filling in forms and lodging them at the appropriate times. An 

amalgamation of two schools is an extraordinary event but the State 

Department of Education, being a bureaucracy has an established 

procedure and a prescribed form. My experience with obtaining 

Certification (and hence funding) is a good example of how things can 

go wrong in a bureaucracy. 

Hoy and Miskell (1978) in applying the work of Weber to schools 

list the following elements of a bureaucracy 

* 

* 

* 
* 

a division of labour and specialization 

an impersonal orientation 

a hierarchy of authority 

rules and regulations 

a career orientation. 
(p.81) 

According to Weber division of labour allows each person to 

become a specialist in a restricted area and complex tasks are 

simplified by being split up into discrete smaller tasks. The result 

is usually a more efficient way of getting things done. 

The second characteristic, the impe rsonal orientation ensures 

that decisions are based on facts. A good result should be a fair 
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deal for all but the system breaks down if the case under 

consideration is different. 

A hierarchy of authority ensures that decisions are made 

efficiently at the right level in the bureaucracy. For those dealing 

with the bureaucracy it becomes essential to find out which level of 

the bureaucracy to deal with or communication blocks will be the 

result. 

Rules and regulations make for continuity and uniformity but if 

enforced too closely rigidity will limit efficiency. The process of 

obtaining Certification shows some of the disfunctions of the 

bureaucratic system in the Regional Office of the Department of 

Education at Lismore. 

Since the first rule for dealing with a bureaucracy is to follow 

the correct procedure a careful study was made of the booklet "A 

Guide to the Certification and Registration of Non Government Schools 

in New South Wales" published in 1983 with a foreword by the 

Minister, Mr R. J. Mulock. In the Section on new schools it states 

"An intention to amalgamate existing schools should be 
notified at least one term in advance of the proposed 
amalgamation". 

(p. 16) 

A letter was sent to the Regional Director on 6th July, 1984 

reminding him of the arrangements that had been in place at St. 

Mary's, Marist Brothers' since 1977, announcing the intention of 

formally amalgamating to become one school for the 1985 school year 

and making a formal request for Registration and Certification of the 

new school. It should be noted that both schools had been visited by 

a panel of inspectors since the 1977 merger and both schools had 
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Certification and Registration to the end of 1986. 

A reply dated 30th August, 1984 stated that an inspection would 

be required and forms were enclosed. It also stated that the 

District Inspectoi would contact me concerning the inspection. This 

letter was signed Assistant Director per an unidentifiable signature. 

The matter addressed to the Director had been assigned to the 

appropriate level in the bureaucracy. It had also been handed over 

to the District Inspector, whose office was elsewhere but whose area 

of authority included arranging panels of Inspectors. 

When there was no further contact I rang the District Inspector, 

a new man in the district who did not know of past developments. I 

invited him to come and see the two schools. He came on 17th 

October, 1984, looked through both schools, met staff and some 

students and was introduced to both Principals. He was given a 

detailed description of events to date and future plans. He agreed 

that there should be no problems with Certification since both 

schools had it already and the proposed amalgmation would use the 

same premises, staff and equipment to educate the same students. The 

aim of this exercise was to ensure that the District Inspector 

understood the case so that it would lessen the effects of the 

impersonal approach. 

On 14th January, 1985 a second letter from the Acting Director 

with his own signature this time, announced an Inspection date of 

24th June and enclosed another copy of Inspection documents (17 pages 

to be completed). 

On 6th February, I rang the District Inspector to agree to the 



June date for Inspection but pointed out the need to be Certified and 

Registered even if provisionally between February and June. There 

were some eighty State Bursary holders on the Roll and entries for 

Public Examinations would be submitted before June. Only Registered 

and Certified schools may enrol State Bursars and submit candidates 

for School Certificate and Higher School Certificate examinations. 

Then there was the problem of funding. The Schools Commission will 

fund. schools with Provisional Certification but the State Government 

requires Certification and Registration. The financial base of 

Trinity made it impossible for the school to survive without funds 

till the end of June. 

The District Inspector was sympathetic and sent the appropriate 

form SS/59, Application for First Registration as a Certified 

School. 

Now we were up against the rules and regulations characteristic 

of bureaucracy. Form S5/59 was clearly inappropriate for our case. 

Question 2 asked for particulars of school rooms and provided ten 

lines for the information. One sheet (15 lines) was provided to list 

the staff and their qualifications. I rang the District Inspector 

and explained that we could not fit our information on the form and 

suggested that it was a form designed for new schools rather than 

amalgamations of established schools such as ours .• He apologized for 

the inconvenience but said that S5/59 was the appropriate form and 

should be completed. It was submitted with twelve attached sheets, 

Again, we ran foul of the Bureaucracy. Form S5/59 was addressed 

to the Area Director so the school secretary posted it to his office 

instead of to the office of the District Inspector who had sent it to 
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us. On 5th March a letter from the Area Director's office this time 

signed by the Secretary of the Region, sent us yet another copy of 

the forms for Inspection and urged us to return them to this office 

as soon as possible. 

Since we were now back to where we had been in August, 1984 I 

decided to track through the hierarchy in an attempt to find out who 

had the necessary authority and competence to handle this matter. 

This is the stage at which I should have gone to the top and asked 

the Area Director to intervene. 

Provisional Certification was obtained when I made a phone call 

to Area Office and spoke to an ex-student of the school who now held 

an intermediate position in the hierarchy. Because of his knowledge 

of the school and its past history he took a personal interest in the 

matter and a Provisional Certification was issued three days later. 

This officer used his knowledge to break us out of a cycle but it is 

interesting to note that one of the signatories of an earlier letter 

mentioned above had children in the school and as a parent should 

have been well informed about the amalgamation. He chose to deal 

with the case in an impersonal manner according to the regulations as 

a good bureaucrat should. 

Now we had provisional Certification and the Commonwealth 

Schools Commission released funding for the payment 

New South Wales Education Department however 

of staff. The 

said that no State 

Government Funds could be released till after the Inspection in J une. 

Provisional Registration was not sufficient for State Government 

funding. 
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At this stage I was again up against the system and in an 

attempt to find another avenue I reread the Guide to the 

Certification and Registration of Non-Government Schools in New South 

Wales. On page 16 I found the clue 

"In the case of amalgamating schools or of schools planning 
to operate in new premises the Regional Director may grant 
either Certification or Provisional Certification in the 
first instance". (p. 16) 

I rang the Regional Director, quoted section and page number and 

asked him to grant Certification instead of Provisional Certification 

so that funds could be released. He asked for ten minutes to look up 

his book of regulations. He rang back within half an hour to say 

that the cheque would be available tomorrow. 

Had I studied the booklet more carefully and noted this 

regulation earlier a great deal of time and energy could have been 

saved. 

The Schools Commission 

The story is similar with the Schools Commission except for one 

major difference - they did not answer letters. 

I rang the New South Wales Director at the end of April, 1984 to 

ask about procedures for amalgamations. He assured me that there 

would be no problems, other schools had done this without difficulty 

and the Commission had procedures to follow. He said that I should 

write to him at least six months before the date of amalgamation and 

enclose letters from both Principals and the Director of Catholic 

Education in the Lismore Diocese explaining that the schools were 

amalgamating to form a new non-systemic school for the 1985 school 



year. We would then be asked to present a draft budget so that a 

level could be determined. This sounded quite 

straight-forward. These letters were sent on 22nd June, 1984 and 

were never acknowledged. 

On 23rd July 1984 I rang the Schools Commission and began my 

series of fruitless calls that was to l~st till March, 1985. The 

usual r esponse was t hat the appropriate person would ring bac k. I 

soon learned that they did not return these calls so I would ring 

s everal times a day til 1 I contac ted the appropriate pers_on. 

I c ontinue d to ask f o r an a c knowledgement of my le t ter and wa s 

told each time not to worry and that they were working on it. After 

some weeks I was told that there would be no information until the 

Government had made decisions on the new funding policy for 1985. I 

was also told by phone that decisions would be made on the bas is of 

the 1983 Schools Commission Questionnaires returned by St. Mary's and 

St. Joseph's High School, 

required. 

A preliminary budget would not be 

The 1985 Trinity budge t was done without any written informa tion 

about funding levels. In January, 1985 a letter came from the 

Canberra Office of the Schools Commission addressed to the Principal 

of St. Mary's College asking for written agreement to the condition 

of funding for St. Mary's, enrolment 560, for 1985. I rang my 

contact at the Sydney office and spoke to a replacement who said that 

the Canberra office was using last year's information. The Sydney 

officer gave me the name of the appropriate offic er in Canberra and 

a f ter a telephone conve r sat ion with him the new name and ne w 

e nro lment we n t on reco rd the r e . 
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When the District Inspector eventually gave Provisional 

Certification the Schools Commission acted quickly to release funds. 

An administrator of future amalgamations must be prepared to 

spend a lot of time (and money) on phone calls to the Schools 

Commission unless they are prepared to take their word that 

everything will be all right and ar~ willing to wait patiently for 

some action and some funds. 

In June 1985, documents from the Schools Commission are arriving 

three at a time 

Joseph's! 

one· for each of Trinity, St, Mary's and St. 

Telecom 

Another major user of time and energy was Telecom. It was vital 

for the success of the amalgamation to instal an efficient telephone 

system so that communication would be facilitated across the two 

sites. The story to be related here shows what happens when 

specialization is highly developed but cooperation breaks down among 

the specialists. 

It was decided that a cable be installed between the two sites 

so that one system could service the whole school. The system is 

indeed efficient and staff are happy with communication now that the 

initial problems are over. 

The Board and the Principal-elect were aware that the new phone 

system would be needed before school opened. It could not be 

installed until the 1984 school year ended because the separate 
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schools needed their separate phone systems till after break-up day 

in 1984. The contract with Telecom for the installation of the new 

system was finalized by 31st August, 1984. Telecom were anxious to 

have the obsolete system in St. Joseph's school replaced and promised 

to waive the installation fee if the contract were signed by 31st 

August. 

All negotiations were conducted most pleasantly between the 

Principal-elect and a member of the customer-relations branch of 

Telecom. This officer was most helpful and courteous. The cable was 

laid between the sites in October and arrangements were made to have 

the phones installed beginning on 14th January, 1985. 

for 

Great emphasis was placed by the Principal-elect on the need 

* 

* 

* 

the system to be functioning when the school office 
opened on 21st January 

staff to be familiar with the system before students 
arrived on the scene 

a phone number to be available for printing on the new 
letterhead 

Telecom workmen to be off the Sites before school staff 
began work on 29th January. 

The customer-relations man assured me that it would be done as I 

wished. He said the technicians would take about two days to instal 

the phones. 

On 14th January I rang. him at 10.00 a.m. to ask why the 

technicians were not yet working. I was told that one of the parts 

had not yet arrive d. This wa s the beginning of a nightmare of three 

weeks duration which included the following events. 
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* five days during which the entire phone system was out of 
order at one site. The Deputy and Secretary had to go to 
the other site to make phone calls. There was no means 
of communication between the sites for these five days. 

* One line only available at the other site and that in the 
Principal's office. Clerical assistants using the 
Principal's office for urgent calls. 

* 

* 

* 

* 

Telecom 
printing 
printing 

technicians working 
room at a time when 
was being done. 

for 
the 

three days 
beginning 

in 
of 

the 
year 

A whole day in which all extension numbers were wrong 
and dialling an extension was an adventure. Finding 
someone in a hurry had to be done by courier or 
shouting! 

A change of phone number after the stationery had been 
printed because Telecom decided that it could not fulfil 
its contract with the issued number. 

A frantic effort to ensure that the new number 
printed in the new telephone Directory about to 
published. 

was 
be 

* A new phone system finally working but its use a mystery 
to everyone in the first week of school. 

* A damaged ceiling in a classroom when a Telecom 
technician put his foot through the ceiling. 

Our problems with Telecom seemed to stem from the fact that the 

Technicians resent the fact that orders are placed through the 

Customer Relations branch. Technicians claim that the Customer 

Relations people promise what cannot be delivered and record orders 

that cannot be met. The senior Technician was angry at any 

suggestion that such a major job could be done in a few days. 

The problem was solved when the Principal rang the District 

Manager who sent up a Senior Officer from the Technicians branch. 

This officer had four children in the school and added a personal 

interest in the School's efficiency to his expertise as a 

technician. 
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Name Chang e 

The process of changing the names of the two Lismore schools was 

difficult. St. Mary's College had been known in the district since 

1886 and Marist Brothers' since 1911. To add to the confusion the 

local convent is called St. Mary's Presentation Convent and there is 

a Marist Brothers' Monastery in town. 

At the end of 1984 every account being paid by either school had 

an attached notice of the name change. All businesses and local 

authorities who dealt with the school were asked to close accounts in 

the names of the former schools and reopen them as Trinity Accounts. 

The change was smooth with the school accounts but many people 

changed the Convent Account to Trinity Presentation Convent or the 

Monastery Accounts to Trinity. There was a confused period in 

January and February till all was straightened out. 

Removal of the traditional school badges and titles from the 

facades of the two schools caused some emotional reaction in the 

district. The Trinity badge and name were erected on each site the 

week before school opened in 1985. The traditional badges were 

resited on the older parts of both schools with commemorative plaques 

noting the history of the schools up till 1985. This gesture soothed 

some of the emotional reaction to the name change. 

Renovations 

It was necessary to complete some renovations if there was to be 

a smooth beginning to the 1985 school year. 

110 



111 

The former boarding school section of St. Mary's was available 

for conversion into classrooms. The "licence to use" documents were 

not signed and the National Companies and Securities Commission had 

not yet registered the Authority as a Company even though the 

documents had been signed on 6th August, 

Plans were drawn up and tenders called. A loan was needed to 

pay for the renovations but the Authority which did not yet legally 

exist could not apply for a loan. The matter was resolved when the 

Lismore Parish agreed to take out the loan on the Authority's behalf. 

The Authority gained its legal status before the loan was actually 

drawn upon. 

Work was scheduled to begin on 11th October and there followed a 

frustrating period in which the noise of walls being demolished 

interfered with Higher School Certificate examinations in another 

part of the school. The builder was patient and kept noise making 

activities to times that suited the examinations. A plumber, not so 

kind-hearted, walked off the job and refused to return till the end 

of the examination period. 

The building project was noisy and dirty but it created great 

interest among students and staff, It was a visible sign that things 

were going to be different next year. 

The Job Specification document for the Chief Executive Officer 

during the planning period, i.e. 1983-1984, under the heading 

Duties listed nineteen items. Only two of the nineteen dealt with 

the matters discussed in this chapter. Yet a count of the entries in 

my 1984 desk diary revealed that 27% cf the entries referred to the 



matters covered by those two headings. The desk diary does not 

record the number of times a call was made before I spoke with the 

person nor does it contain any record of time devoted to the task. 

It could be estimated that more than one third of my time during 1984 

was used on matters not directly related to the educational mandate 

of the school. 

In the final chapter of this study I will comment on some of the 

most important elements of an amalgamation and try to suggest some 

measures to assist the smooth transition from beloved old schools to 

a revitalized new but untested school. Since the beginning will have 

many administrative and organizational problems it needs to have a 

fund of enthusiasm to carry it over to the calm that settles as it 

becomes established. 
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CHAPTER 9 

CONCLUSION 

The years from 1965 1985 were important in the history of 

Catholic education in Lismore. It was a period of struggle and 

growth which allowed a new school to develop that will be able to 

meet the challenges of education into the next Century. 

The gradual growth of the first eighty years was replaced by a 

series of abrupt changes made necessary by the conditions of the 

times. When the decision was made in 1965 to combine senior classes 

the schools were agreeing to their own demise. If the Principls had 

foreseen this perhaps other arrangements would have been made. 

The study reveals a change in the method of decision making from 

autocratic in 1966 to consultative in 1976 to participative in 1983, 

It is interesting to note that people external to the school were 

instrumental in getting decisions made. In 1965, the Bishop and 

Superior General intervened to make the decision. In 1976 both these 

people were still involved but the Diocesan Director of Education 

also was taking an active part in negotiations. However, the 

autocratic intervention of the parish priest was needed to bring this 

decision to closure. In 1983 the clim~te was such that the 

decision-makers invited a Consultant to examine the scene and advise 

them before they made any decisions. 

This study has reported on the changes in people and their 

concerns during the final stage of amalgamation. It is interesting 



to see that in 1965 the main concern was that students should 

remember that they still belonged to their own schools. In 1976 

there was great concern about standards dropping and about 

co-education. In 1977 the two schools were forced to come to grips 

with the differences in their goals, their style of leadership and 

methods of discipline. Good work was done in 1977 but it took three 

years to reach a fairly routine and stable state again. By 1982 many 

staff members were expressing concern that coeducation might be 

abandoned. Woodlawn staff were expressing the concerns that the 

other two staffs had expressed before their merger in 1977. 

Another feature of the study has been the strong emotional 

reaction that is caused by amalgamation. School loyalties are strong 

and many of the documents studied are written in emotional language. 

An objective account of the facts is almost impossible to obtain 

because every participant screens events with their own bias. My 

work with the SoC questionnaire shows that teachers pass through 

different stages and different degrees of intensity as the 

amalgamation proceeds. By the time the SoC questionnaires were used 

most of the staff were supportive of the planned developments. It 

would have been interesting to see results in 1977. 

I have looked at the final product of the amalgamation and 

considered some of the difficulties in planning for a new structure 

before it comes into being. Related to this was a consideration of 

some of the non-educational aspects of the process. A great deal of 

time and energy must be devoted to legal work and such things as 

telephone systems, new badges, stationery and registration. There is 

a huge public r e lations task involved in communicating the change to 

the community and promoting acceptance of it. 

114 



115 

In this concluding chapter I will make some further observations 

and suggestions for future amalgamations. They are based on my 

experience in Lismore, but are supported by my observations of the 

Sutherland and Albury amalgamations. I have used Franzman's study 

(1976) for further support to my conclusion and I have noted that the 

same features are appearing as State Departments of Education begin 

to rationalize schools in areas of declining enrolments. 

Rational Planning 

The Sydney Morning Herald (15/1/85 p. 3 see Appendix 5) contains 

an account of the leakage of a plan to amalgamate two State High 

Schools on Sydney's North Shore. One school has 400 students on a 

large site. A nearby school has 710 students on a cramped, 

unsatisfactory site which needs "physical improvements". Enrolments 

are declining so the rational decision seems to be to close the 

cramped site and relocate the students at the larger site. The 

reaction supports my earlier conclusions that rational decision 

making is not a strong characteristic of amalgamatibns. The 

emotional response comes to the fore. 

"Parents, teachers and Community leaders there are strongly 
opposed to any plans which even mention the possibility 
of amalgamation and they have made it abundantly clear to 
the department, and the Minister, Mr Cavalier, that they 
will fight to the end to save their school. 

And fight they have, Over the past four to five months, 
protest committees have been set up, loud meetings have 
been held, angry letters sent to local MP's and 
deputations organised." 
(Sydney Morning Herald 15/5/85, p. 3) 

Woodlawn parents would recognise their sentiments as would Elm 

Court people (Franzman 1976, p. 7) and Lismore people in 1976 though 
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their expression of them was muted by the context of Church and its 

normative influence over its members. Rationalization will occur on 

the North Shore as its numbers decline and amalgamations will occur. 

If the action groups quoted above succeed in saving their school some 

other school will close instead. Rational decision making will 

prevail and an autocratic ministerial decision will overrule the less 

rational wishes of the local communities. 

Dittmer (1978) observes that in Catholic School amalgamations 

"In reaching important decisions, sometimes too much 
credence is given to the emotional basis in reasons. And 
not enough thought is given to the implications and long 
term effects of such decisions." 

(p. 114) 

The Education Department as a Government body has the power to 

make decisions for long term planning in its system of schools. The 

Catholic system which is much less centralized has further 

difficulties in that the decision makers are locals who are also 

emotionally involved, It often takes the intervention of Major 

Superiors who live elsewhere and have broader concerns or the 

Diocesan Education Office to see that rational decisions are made. 

In Lismore, 1976 the Administrator of Lismore Parish brought 

closure to the decision making process. In Bowral the intervention 

of the Provincial from Sydney was required at one stage (Franzman 

p.17) to keep planning on course. 

Too much credence may be given to rational decision making but 

the non-rational must be addressed if there is to be a successful 

amalgamation and a future school that is better than those it has 

replaced, 
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Addressing The Non-rational Element 

It is possible to amalgamate schools and reorganize a whole 

system without taking note of the non-rational elements - the 

loyalties, the emotions, the symbols and myths of the former 

organizations. It has been done in one Diocese of New South Wales 

and has resulted in grave problems of morale within the system. The 

non-rational elements if they are overlooked or disregarded will 

create problems for the future. 

Kubler-Ross (1975 p. 10) in her work on death and the process of 

dying has identified five stages that a person will pass through as 

they are presented with the fact that they are dying. The stages may 

be summarized as follows 

1. Denial 

2. Rage and Anger 

3. Bargaining 

4. Depression 

5. Acceptance 

It seems possible to use this model in studying the death of an 

institution. 

The denial stage is obvious in this study. 

"It won't happen" - Woodlawn 1983. 

"Mr Lyons said that parents and teachers were confident 
Mosman High would be retained." 
(Sydney Morning Herald 15/1/85) 



118 

The Rage and Anger stage is also readily identifiable but hard 

to separate from the Denial stage. Many of the comments from this 

phase are deleted from Reports e.g. 

"The bloody nuns are holding things up." 
(Lismore 1983) 

but the "them and us" phase is recorded in all the cases studied. In 

Lismore the anger about the 1976 decision did not dissipate until 

1981 when the parish priest responsible for it had been moved to 

another parish. 

The Bargaining phase appeared in the Lismore case when the 

Presentation Congregation agreed to proceed only if there were a 

possible withdrawal at the end of the first year. It appeared again 

in 1983 with the list of conditions presented in response to the 

Consultant's suggestion. At Woodlawn the bargaining took another 

form where the staff put forward an alternative proposal. Staff 

offered to take on extra duties, Old Boys offered to raise funds and 

parents suggested raising the fees in an effort to prevent the death 

of the school. 

Depression is hard to find in written records but it was readily 

identifiable in casual conversation during 1983 - 1984. It takes the 

form of "why should., •• " 

"Why should we change" 

"Why do we have to do it their way." 

This phase also seems to coincide with the period of delays in 

decision making when everyone looks for someone else to blame. 
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Finally there is the Acceptance stage. This begins when people 

really begin to work towards amalgamation. In 1976 there was enough 

acceptance to complete the arrangements and to see that 1977 was a 

successful school year. Real emotional acceptance took much longer. 

Woodlawn withdrew from amalgamation before this stage was reached for 

them. 

This model is useful because by listening to the emotional 

statements that people make it is possible to identify their stage of 

progress and perhaps to intervene in such a way as to help them move 

to the next phase. 

Burying The Dead 

The Lismore experience suggests that it is necessary to promote 

acceptance of the death of the old institutions if the new one is to 

flourish. In 1977 both parties to the amalgamation were determined 

to preserve their schools and not allow them to die. Thus we have 

two Principals on one site, two badges, two traditions and two names. 

The traditions gradually began to die under the new circumstances and 

by 1982 the school was being known as St. Mary's Marist Brothers' 

High School. 

In 1984 the decision was made to lay the old schools to rest 

before the new ·one began. A series of symbols were produced - the 

"end of an era" sweat shirts, the laying up of the colours, the 

certificates mentioned in Chapter 1. 

The "closing down" Mass was held at 2.00 p.m. on break-up day in 

the middle of a Lismore heat wave - hardly the ideal circumstance for 
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a Church service for an adolescent Congregation. The good behaviour 

and attentiveness of the students indicated their awareness of the 

solemnity of this occasion. In keeping with the Irish tradition 

mentioned earlier a "wake" was held after students were dismissed. 

This social gathering with camaraderie and story telling was a happy 

conclusion to the life of the two schools. 

It seems significant that one school in Albury had such a 

celebration but the second one did not. The school which did not 

celebrate its demise is being accused twelve months later of taking 

over the other one. 

Symbols Of New Growth And Unity 

Attention needs to be paid to the new school. Its differences 

have to be emphasised and enthusiasm kindled for it. In Lismore we 

had several events of importance. Firstly, the opening Mass with the 

whole school assembled in the Cathedral, together for the first time. 

The ceremony of raising the Trinity banner for the first time was 

moving and symbolic. Perhaps even more important for building school 

spirit and loyalty was the Rugby League match in March when Trinity 

Firsts defeated arch rivals Woodlawn in the Grand Final of the 

pre-season competition! 

In April a working bee was called to paint the Technics block. 

Parents had not been asked to take pait in a working bee for as long 

as anyone could remember. Morale was such that hundreds of people 

came and enjoyed working together. One count found fifty five people 

men, women and children actually applying paint to the walls. A 

new enthusiasm had been kindled. 



121 

Power Struggle 

Orlosky and Smith (1972 p. 414) listed twelve conclusions from 

their study of educational change. Two of these are significant 

here: 

Attempts to change the administrative structure of the 
schools in any significant way are likely to fail. 

Changes that require people in established positions to 
relinquish power are not likely to be implemented. 

These explain why amalgamations take so much time and energy. 

In the Lismore amalgamation proposal of 1983 there were three 

Principals each with varying degrees of power. The Principal of 

Woodlawn had the most power to lose. He was quite autonomous and ran 

his school in a fairly autocratic manner. He solved the problem of 

relinquishing power by withdrawing from the amalgamation. 

The Principal of St. Mary's had the next highest degree of 

power. Her school was independent and she had full control of 

budget, staffing and enrolment. She was obliged to work closely with 

the Principal of Marist Brothers but was free to disagree when 

necessary. She had worked hard over a seven year period to promote 

the amalgamation but found it difficult to work with the Chief 

Executive Officer as the power began to move towards the Board and 

the Principal of the new school. She resolved the difficulty by 

resigning at the end of Term two, 1984. The Acting Principal, her 

former deputy, was content to oversee the end of St. Mary's College. 

The Principal of St. Joseph's had much less to lose. He had 
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power over staffing provided he kept within the guidelines of the 

Education Office. He was subject to the Parish Finance Committee in 

budgetary matters and the Parish priest on enrolments. As the 

Principal of the Junior School he was also dependent upon the 

policies and decisions of the Principal of the Senior School. He 

worked closely and cooperatively with the Chief Executive Officer 

till the end of 1984. 

Leadership 

It seems that for an amalgamation to proceed there needs to be a 

person who has a clear vision of the future, an unshakeable faith in 

that vision and the ability to communicate and fire enthusiasm for it 

and to keep the organizations moving towards it. Starrat (1980) says 

it well. 

''A critical quality of any leader is that he/she is 
profoundly convinced that his vision of what ought to be 
or could be has a dramatic significance for the lives 
of those for and with whom he works. He is caught up 
with the drama and excitement of what he and his 
subordinates are doing and he communicates and shares 
them with subordinates. 

When speaking of educational leaders, we must add to the 
above quality, a continuous, lived experience of 
learning, in which the educational leader shares with his 
subordinates his own zest for expanding his own 
understanding and appreciation of the human epic." 

(p. 13) 

This statement caught my attention and I resonated with the ideas of 

vision, drama and excitement, the lived experience of learning and 

the single-minded determination to achieve the goal despite the 

difficulties and obstacles. Any amalgamator will understand what 

this means. 
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AFTERWORD 

I have compiled a list of adages that must be remembered by any 

amalgamator: 

1. Form a vision of the new school and continue to believe 
in it. 

2. Keep telling everyone what a good idea the amalgamation 
is. 

3. Listen to people when they express their feelings. 

4. Don't assume that people know just because they have been 
told. 

5. Things never turn out as expected. 

6. Someone (probably you) must see that ~ecisions are made 
and.matters are brought to closure. 

7, Don't assume that people know just because you have told 
them, they read it in your Newsletter and they saw it on 
T.V. 

8. If you can't get resisting people to change be prepared 
to go round them. 

9. Sell the product to the students. 

10. Don't disregard unimportant rumours or minor criticisms . 
They may be symptoms of something serious. 

11. lnvite the District Inspector to morning tea and all the 
ceremonies. 

12. Lay the old schools to rest. 

13. Form the group for the new school. This applies to the 
Staff group, the student group and the parent group. 

14. First Staff meetings are of crucial importance. Focus 
on process and allow people to learn to work together. 

15. When dealing with Government Departments, start at the 
top. 

16. It helps to have a sympathetic parent or friend in any 
bureaucracy you need to interact with. 



17. Don 1 t underestimate the bureaucracy of other departments 
with which you have to deal - especially Telecom. 

18. At some stage one of the parties will want to withdraw, 
probably the one with most to lose. 

19. Someone (probably you) will have to take the blame when 
things go wrong. 

20. When you get the amalgamation done and the new school 
formed you are just beginning. 

21. If you are operating on two sites and asking students 
and teachers to move between sites it will rain more 
than previous years and usually at change of period. 
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22. Make opportunities for symbolic behaviour that celebrates 
the new reality. 

23. Keep telling everyone how much better the new structure 
is. 
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i: :- , ., t.,t..c a ct.:11~ an
f'' I·.• ,·.,1ch him in the 
t-1,.,1 r1,d. and beach 
r,,unJ. ,. hn:h "'ill be1in 
h,n,~~,: .i.1 Q o'clock. 

1 hL·r1: .,, ,ti be a ,.c,1h-in 
1om•.1rr,.-.1 i~, "a.m 

Details of 
sale to be 
announced 

Details or a proposed 
cit)•widc !.ale in Lismore 
110ill be made public al a 
.meeting tonight at the Lis
.more Sports Club in Club 
,lane. 
· The Lismore and Dis
•rict Chamber or Com• 
,ncrcc has invited all Lis
more busi ncss people to 
discuu this promotion 
rrom 6 p.m. II the club. 

A 1pokcsman for the 
;:hambcr uid that the 
1ims or the ci1y.v.idc 1ale 
•ere to provide retailers 
•ith improved sales 
:1,urn. lo~er stocl levels. 
)ublicity, and im;rcascd 
,>cdei.trianm trarr.c no111. 

He uid that 1hopper5 
rum Lismore and 1ur
ounding dutrich 11tould 
,:ivc the chance or win• 
inl! 52!i00 in pri,cs dur• 
:,f the city-wide ~le. -----•-.lalMftlO...,:: 
. 'il100J ,, 'J.:-~ 

Th~ COO\ cn1ion and 
chamr1on~hi~ ""ill end on 
Wcdn~a) .. i1h a pre:.en· 
talion n11h1 a1 the Ballina 
RSL Club 

Bad 11,ca1her cannot 
pr~•~r.: I hat. 

bcr, said th~l s·~,iiey·h;d 
not intended lO 1.1K lhe 
firearm. 

Mr. Power said that he 
wu most concerned about 
pcorle •ho shortened 
double-barrelled shotguns. 

Merger plan for 
schools studied 

TM fi"I mtttinJ of lht 
Slttrina? c:ommillte ntal>
lishfd lo im~rigatc tht fy. 
l11rt of C11holic 1Kondat)' 
rducalion in tht Lismo~ 
di,tricl ••~ ht-Id tKmlly. 

The committee was 
formed 10 study. in par• 
ticular. a proposal to 
amal,-amate SI. Mary·-. 
College. Lismore: Marist 
Brother~ and Woodlawn 
Collc1c b) 198S. 

A recent mc:c:tinl! of 
more than 200 parenb of 
children attcndin1 Sc. 
Mary"~ Colle1e and Lis
mPrc -.brnt Brothers ap
rrmcd of the amal1ama• 
lion ,..h,ch bcian in 1977 
,. hen 1h, 1v.u i.chool~ went 
co-cd u\·a I ronal 

But ii mcctinr or Wood, 
la"' n p;:rcn1, rrud11ccd ol>
jc" ,nn, 10 the ,chool 
chanfini 

R~r.irdlc:s~ or • ·hether 
Woodla"'n Colle11e amal• 
,amatu with 1hc othrr ,,.o !oChoob. ii almost ccr
rainl) ,. ill ta\.c 1irl 

boarders within five ycaB. 
A proposal under con

sideration is the e5lablish• 
ment or a sinl!lc education 
authoritv called the Cath
olic Secondary Education 
Authority or Lismore Lid. 

The principal of St. 
Mary's College:, Sister 
Julieannc Murphy, has 
said that the authority 
would look at ~condary 
teaching in Catholic 
schools in the area and 
their inte11ration. 

Particular attenlion 
110ould be paid to ensuring 
that the traditions and 
cl hos, or the schooll conun
ucd. she uid. 

The commiucc'a firic 
mcctin11 wa, auended by 
rcprcscn1a1ivcs or the Li1-
morc C11holic DiocCle, 
the PreKntation Con-
1rcga I ion, the Marisl 
Fa1her1 and Mari,t 
Brothers. 

Mr. Cc:c Pcnhey bas 
been appointed the com• 

• mince·, chairman. 

_ L l@f:]&~L-~~-·--7-~~: ~ 7 .~.~-.. 't.: I 
,.•. •-'· ·•~_:";.•, -~.; ~ 

=· *' ;µ: ~ Uld _ii-_)!:._ "- r' 

ff,-,h the new Hi-Cam engine it's better than 
ever. 

Toyota Corolla has been designrd and 1es1ed for every part of the world. In 
extreme heat or cold conditions. in deserts and the lropics. 

Thal is why the Corollas you 1tt on the road today, that have done many 
hundr!!'ds of thou!llnds of kilometre5 v.ith very little maintenance, arc ,till 
the pride and joy of their o1"·nc:rs. 

In thes.e day, or high fuel prices. Corolla ii a winner on fuel economy, 
handles like a dream, and hH one or the be11 re-sale values in the business. 

Call in today for a test drive 

ITY1DYDTA 
Phone 21 4629 - Cnr. Molesworth and Ballina Street• 

LISMORE - 21 4600 
DE~ER'S Lla:NCI. No 01231 
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The 'hostility' of editorials 
AFTER having had confrontations with the 

Anti-Discrimination Board in the past over our 
views on homosexuals, it was reassuring to have an 
officer of the Board find after examining l8 
months of The Northern Star's published material 
on the subject that there was no bias in our news 
coverage. 

It was further reassuring that the 
Anti-Discrimination Board officer should find also 
that although he. noted obvious hostility against 
homosexuals in the Editorials, that was the right 
of the editor. 

In the face of some misguided criticism, this 
newspaper has constantly pointed out the 
difference between news coverlge and the 
Editorial. 

The Editorial is the place where the newspaper 
comments; the news coverage reports c:,ents and 
docs not comment, except in e.~plicit instances. 

It is the Editorial"s responsibility :ind duty to be 
'hostile' about what it secs as wrong; :ind to be 
complimentary about what it sees as right. 

While compliments never off end, criticism 
always docs. And those offended hit back, often 
taking advantage of anti-discrimin:ltion laws to 
claim they are being discrimin;ited against. 

There is a world of difference between criticism 
and discrimination. While discrimination cannot 
be countenanced, criticism is essential unless we 
are to agree with everyt~ing that is happening in 
the world. 

The Australian Press Council's findings 
concerning complaints about The ~ orthern Star 
and its editorials on homosexuals and AIDS, 
vindicate our policy of expressing our view 
forcefully and giving those who oppose it, or agree 
.with it, the use of our columns to express their 
opinions. 

The Press Council stated in its find ings that it 
'upholds the right of newspapers to express 
opinions in good faith, provided that they 
distinguish matters of fact and opinion, and allow 
reasonable opportunities for the e~pression of 
other points of view in their columns'. 

In another adjudication handed down recently 
concerning complaints from women's groups over~ 
Northern Territory newspaper editorial and 
cartoon, the Press Council said a free society 
depended on a free Press reflecting a variety of 
opinions. 

It did not think that it should seek to restrict by 
its pronouncements editorial assertions of opinion. 

.. Although it may be less satis_factory to 
complainants, a better response is to insist on the 
paper's duty to hold :ts columns reasonably open 
to reply by those who wish to contest its views," 
that adjudication said. 

The Northern Star is proud that it has always 
followed this policy and will continue to do so 
when it is reasonably possible. 

Sometimes, for various reasons, legal and 
otherwise, it is not possible for some material, such 
as some letters. to be published. 

The Press Council discusses this in an annual 
report, saying that frequent complaints are made 
to it that editors will not publish letters, often 
described in the complaints as being 'of great 
interest to the community' or 'more interesting 
than the ones they do publish', or similar 
descriptions. 

.. In each case it is pointed out that the discretion 
of the editor on the paper's content is absolute," 
the Press Council says. . 

The Northern Star triei to give ever)·one a fair 
go. A fair go to some people, though, means to 
insist on their rights to the e.,clusion of tho)e of all 
others. including those of the newspaper . 
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APPENDIX 4 

CONCERNS QUESTIONNAIRE 

The purpose of this questionnaire is to determine what people who are using or 
thinking about using various programs are concerned about at various times 
during the innovation adoption process. The items were developed from typical 
responses of school and college teachers who ranged from no knowledge at all 
about various innovations to many years experience in using them. Therefore, a 
good part of the items may appear to be of little relevance or irrelevant to 
you at this time. For the completely irrelevant items, please circle 110 11 on 
the scale. Other items will represent those concerns you do have, in varying 
degrees of intensity, and should be marked higher on the scale, according to 
the explanation at the top of each of the following pages. 

For example:-

0 1 2 3 4 5 6 (j) This statement is very true of me at this time 

0 1 2 3 4 G) 6 7 This statement is somewhat true of me now 

0 1 G) 3 4 5 6 7 This statement is not at all true of me at this 
time 

0 1 2 3 4 5 6 7 This statement seems irrelevant to me 

Please respond to the items in terms of your present concerns, or how you feel 
about your involvement in the amalgamation. We do not hold to any one 
definition of this innovation, so please think of it in terms of your own 
perception of what it involves. However, phrases such as "the innovation", 
"this approach", and "the new system" all refer to the amalgamation. Remember 
to respond to each item in terms of your present concerns about your 
involvement in the amalgamation. 
Thank you for taking time to complete this task. 

May, 1985 ............................................................................. 
SoC QUESTIONNAIRE 

0 1 2 3 4 5 6 7 
Not true of me now Somewhat true of me now Very true of me now 

0 1 2 3 4 5 6 7 1. I am concerned about students attitudes 
towards the new school arrangements. 

0 1 2 3 4 5 6 7 2. I know of some other approaches that 
might work better. 

0 1 2 3 4 5 6 7 3. I don't even know what the arrangements 
are. 

0 1 2 3 4 5 6 7 5 .• I am concerned about not having enough 
timi to organize myself each day. 

0 1 2 3 4 5 6 7 6. I would like to help other staff members 

0 1 2 3 4 5 6 
in adjusting to the new set-up. 

7 7. I have very limited knowledge about the 
arrangements. 

0 1 2 3 4 5 6 7 8. I would like to know the effect of re-
organization on my professional status. 

0 1 2 3 4 5 6 7 9. I am concerned about conflict between my 
interests and my responsibilities. 

0 1 2 3 4 5 6 7 10. I am concerned about rethinking my ideas 
on the amalgamation. 

0 1 2 3 4 5 6 7 11. I would like to develop working relation-
ships with other staff members. 

0 1 2 3 4 5 6 7 12. I am concerned about how the re-
organization affects students. 
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13. I am not concerned about the re
organization. 

134 

14. I would like to know who makes the 
decisions in the new system. 

15. I would like to discuss my contribution 
to the new set-up. 

16. I would like to know what resources are 
available. 

17. I am concerned about my inability to 
manage all that the organization 
requires. 

18. I would like to know how my teaching or 
administration is supposed to change. 

19. I would like to familiarize other depart
ments or persons with the progress of the 
amalgamation. 

20 . I am concerned about evaluating my impact 
on students. 

21. I would like to revise the instructional 
approach of the school. 

22. I am completely occupied with other 
things. 

23. I would like to modify plans based on the 
experiences of our students. 

24 . Although I don't know about this re
organization I am concerned about things 
in the area. 

25. I would like to excite my students about 
their part in the new school. 

26. I am concerned about time spent working 
with non-academic problems related to 
the reorganization. 

27 . I would like to know what it will require 
in the immediate future. 

28 . I would like to co-ordinate my effort 
with others to maximize the effects of 
the reorganization. 

29. I would like to have more information on 
time and energy commitments require d by 
the reorganization. 

30. I would like to know what other subject 
departments are doing in this area . 

31. At this time I am not interested in 
learning about it. 

32. I would like to determine hpw to supp le
ment or enhance the amalgamation process. 

33. I would like to use feedback from 
students to change the way things are 
done. 

34. I would like to know how my role will 
change during the school year. 

35. Co-ordination of tasks and people is 
taking too much time. 

36. I would like to know how the reorgan
ization is better than what we had. 

if you are new on the staff this year . 

Please return by 3rd May to Principal's pigeon hole on either site. 
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APPENDIX 5 

Tlae Sydney Morning Herald, Wednesday, Mal 15, 1985 
I a , 

Pagel 

Confidential 
report backs 
high school 

By LUIS M. GARCIA, Educ■tion Reporter 

The view from the Bridge Street headquaners of 
the NSW Education Department is quite simple: 
there are 53 Government high schools in the North 
Sydney region. Enrolments in the .irea are 
gradually shrinking. There will have to be 
amalgamations, and some schools will have to 
close. 

One of the schools which may suffer such a fate, 
the department says, is Mosman High. Its 710 
students would be amalgamated with Cremorne 
Girls' High. 

I 
I 

But the view from the other side of the Harbour, 
in Mosman, is not nearly as simple. 

Parents, teachers and community leaders there 
are strongly opposed to any plans which even : 
mention the possibility of amalgamation and they • 
have made it abundantly clear to the department, : 
and the Minister, Mr Cavalier, that they will fight • 
to the end to save their school. : 

And fight they have. Over the past four to live • 
months, protest committees have been set up, loud 
meetings have been held. angry letters sent to local • 
MPs, and deputations organised. • 

The reaction has been so well-organised that the ' 
department has been forced 10 set up a special 
commitlee to see if the proposed amalgamation 
should go ahead. 

The committee·s confidential report, now in the 
hands of the Director-General of Education, Mr 
Doug Swan, recommends against such a move, and 
says that closing down Mosman Higll would have. a 
detrimental effect on the ellcellcnt academic 
performance of its students, and would force them 
to travel long distances. 

A final decision is upected within the next few 
weeks, probably as soon as Mr Cavalier returns • 
from overseas. 

Much of the opposition to the closure of 
Mosman High has been led by a self-styled 
Committee to Save Mosman High School, 
comprising parents, teachers and community 
representatives. 

The committe.:'s chairman, Mr Russell Lyons, 
said yesterday that closing the school would be a 
tragedy for the area. It wouid probably seriously 
disrupt students' work. 

The school was in the middle of the shopping 
centre, so most students could walk to the school. It 
was close to public transport and sporting and 
cultural facilities. 

~Enrolments at Mosman have not declined ... if 
anything they have increased in recent years, from 
about 540 students three years ago to 710 now. and 
the numbers are ellpected to remain ar about 700 
until the 1990s," he said. "'The school is the only 
co-educational Government h·igh school in the 
lower North Shore and, because of its academic 
achievements, has many pupils who would have 
Qtherwile gon; to a private sch~I." 

Mr Lyons said that parents and teachers were 
confident that Mosman High would be retained. 

The department's director for the North Sydney 
region, Mr Tom Reid, would not comment on the 
special committee's recommendations yesterday 
but confirmed that the department was considering 
amalgamating Mosman with Cremorne Girls', 
which has a~out 400 students, on the Cremorne site 
in the near future. 

No final decision would be made until the 
report's recommendation and other available 
material had been considered by the departmenL 

The department bad been studying enrolment 
patterns in the region for almost a decade. If they 
declined in any Qne i;chool to the point where the 
school became "11'nviable"~ action would have'to be · 
taken. 

The Cremorne site had been chosen because it 
, was bigger. Mosman needed "physical improve

ments". 
A spokeswoman for Mr Cavalier said that the 

Minister had visited the school and spoken to 
parents and teachers. He had been very impressed 
with their case and the "articulate and rational" 
way in which it had been presented. 

But the whole region had declining enrolments 
and there would have to be some rationalisation. 


