








that workers were more emotionally connected to
one another and that the organizations as a whole
were emphasizing the value of work/life balance
more than before the 7 Habits training.

Comments from respondents on workplace sat-
isfaction included the following from a Santee
school teacher: “I think [7 Habits] developed a
positive attitude throughout the entire school
district. It seemed that before people started
going through this training, a lot of things had a
negative impact on certain areas, and I feel that
it has really brought us a more positive attitude
towards the people and the way work is going. It
has totally changed.”

From a teacher at Concord High School: “I think
the staff got to the point where I think we were
just so stressed, burned out...and then, all of a
sudden, there came this new energy and a new
sense of—a new good feeling about—really work-
ing on what we do.” From a school principal: “[7
Habits] brought some cohesiveness. Maybe we
had a certain amount of that, but I noticed a
real tight bonding of staff while we went through
the FranklinCovey program.” From a school board
member: “[After the 7 Habits training] if you didn’t
agree with something, the board members didn’t
take it personally. That's a big thing that has
changed. You don’t look at it as a personal thing;
you look at it as, okay, this is an idea.” From an
elementary teacher who was frustrated that some
of her students’ personal circumstances made it
unlikely that they would succeed in school: “Once
you realize that you're in that situation, and that
the root of the problem is outside your ‘Circle of
Influence” [a key 7 Habits principle], you move
in a different direction that doesn’t involve your
psyche so much.”
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Communication Between Employees

Comments from respondents on this 7 Habits impact
category included specific references to more open
communication, more understanding of other peo-
ple’s views, more consideration for others, a greater
willingness to be influenced by alternative view-
points, and more trust between fellow employees.
From one Blacklick Valley teacher: “I think we got

“We can trust one another.
That trust was not there like
it 1s now.”’

High School Principal

a better understanding of the people we work with.
I mean, we had such a gap between the elemen-
tary and the high school. We've never seen them;
they've never seen us. So during the FranklinCovey
training we had, we were able to come together and
have discussion and see how each of us feels.”

Baile reported that the most frequently mentioned
explanation for improved communication was that
the 7 Habits had provided a common language.
From a school board member: “Once we got the
language, then we could use it. It's like learning
to speak Italian. We learned to speak Italian, so
to speak, and then when we had opportunities,
we could now talk Italian freely and openly, not
just stumbling through it.” From an administrator
at Concord: “Because of the language, if there's a
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conflict or something, you can talk about ‘seek-
ing first to understand’ [a key 7 Habits concept]
then they know exactly where you're coming from.”
From an administrator at Santee: “I think that I
see more of an openness in the office, and we're
much more able to come forward with feelings or
ideas about different things with other employ-
ees. The lines of communication seem much bet-
ter.” From a principal: “We developed a code of
ethics for the first time, based off of the training
that we went through with FranklinCovey. And we
decided these are our standards, and this is the
code that we're going to stay with, and we're going
to respect this.” And finally, another principal said
of her staff: “They’'ve grown, and we can trust one
another. That trust was not there like it is now.
And even now, if there isn’t trust, we're not afraid
to voice that. I dont think we have an atmosphere
anymore, in this school system, of fear and concern
that people are out to get people.”

Teamwork

Baile’s respondents made numerous comments
about the increased sense of teamwork they felt
after taking the 7 Habits training. Specifically, they
reported a heightened sense of interdependence
or “we-ness,” as well as a greater commitment to
shouldering personal responsibility for work assign-
ments. They also reported an increased expectation
that other workers, like themselves, would become
more accountable for their actions.

“7 Habits has given us a shared
vision.”
Teacher, Blacklick Valley

From a respondent at Georgia State University:
[As a result of 7 Habits] the staff changed. They
changed. It's just like I said, it's more of ‘us” and
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not ‘me.” From a teacher: “We have spent way
more time in previous years complaining about
how nobody’s going to help us. We are in it on our
own. We are all by ourselves. But we don't feel like
that now because we came together, and we've got,
you know, the backing of the administration...and

we're working our way toward solutions. It's been a
really big thing, just the feeling that we're all in it
together.” From a teacher at the Concord schools:
“[7 Habits] made us individually look at ourselves
as to what our roles are here...and I really believe
it made us look at each one of us, ourselves, and
think, ‘How can I improve myself to make it easier
for these children?” From an administrator: “The
thing is more that our whole community has been
established. People don't mind telling you what
your faults are if it's to improve everybody.”

From a supervisor at Georgia State: “When problems
arise with the guys, normally, they would call me
because I am the person to see to that. But now
they are taking it upon themselves to correct the
problems. When I know about it, the problem has
been solved.”

From a principal at Concord: “It’s also very inter-
esting that the kids that have taken the class,
or teachers who have been trained, will hold us
accountable for the material. We'll have conflict—
like with the master schedule—and we'll say we
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just can't do this or that, and people will say, ‘Well,
can't we at least come up with a Third Alterna-
tive?” Well, are you just going to look at them and
say, ‘No, I don't believe in that material’?” From a
teacher: “It's easy to talk about [7 Habits] because
it has been so effective.... We're just proactive; we
plan it and we do it. It's not that we have to clear
it through the office, because they have let go of a
lot of power that is traditionally held by adminis-
tration. It really is our job to make the decisions,
carry through, and then evaluate and decide if we
are going to do that again or restructure.”

Organizational Goal Focus

Baile found her interviewees frequently comment-
ing on the improvement in organizational goal
focus they sensed after the 7 Habits training. Spe-
cifically, they noticed that there was a greater focus
on common goals and a greater desire to prioritize
in order to achieve core objectives.

From a Santee administrator: “[After 7 Habits] we're
focused much more on which wall we're working on
rather than what rung on the ladder.” From a Geor-
gia State manager: “One of the things I've tried
to stress with all my people is that in the past,
we've focused mainly on doing things right. That's
still important, but now I'm trying to get people to
think about doing the right things, and I think that
has really been an important change.” One admin-
istrator noted how his team now spent the major-
ity of their meeting times talking about long-term
strategic planning. Before 7 Habits, he said, “We
really had, or at least we really took, very little
time to plan for the future.”

From a teacher at Blacklick Valley: “More than a
common language, I think [7 Habits] has given us,
first of all, a shared vision.” An elementary staff
member reported this event: The staff had been
going “around and around” in an unsuccessful
attempt to decide how to handle the breakfast pro-
gram at the school. But then, one of them, recall-
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ing what they had been taught at the 7 Habits
training about “beginning with the end in mind,”
reminded the others, “You know, what we're here
for is the children. If we keep that in mind, then
I think the rest of it will work out.” Within five
minutes of that reminder, the group had reached a
workable solution. From an administrator: “The big-
gest change I saw was that people got into ‘what
do we value? and ‘let’s go from there.” And that was
a big move.”

Contract negotiations can often produce an acrimo-
nious work environment. Referring to that setting,
the superintendent at Blacklick Valley observed,
“We all have the same objective—number one, the
kids; number two, treating each other as human
beings and creating that good, positive climate
through interpersonal relationships. Now, what
happens when people can see that it is a contract
that both sides can live with? Maybe neither side
is totally happy, but both sides are happy with the

“Now we’re interacting and
make decisions collaboratively.”

School Superintendet

outcome. Did FranklinCovey do all that? I think it
did an awful lot of that. Some of the groundwork
had been laid, but we needed something to bring
it together.”
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Conflict Management/Collaboration

Baile interviewed many respondents who had posi-
tive things to say about the impact of the 7 Habits
on conflict resolution. Specifically, they reported
that the employees at their schools were showing
more signs of effective collaborative behavior. One
teacher said that help with conflict resolution was
“one of the major things that, every time I think of
what FranklinCovey has done, is number one.”

From a superintendent: “The interactions that [the
teachers] have with one another, the collaboration
that is going on, is a change. Where before they
were operating in isolated boxes...now we're open-
ing doors and interacting, and articulating curricu-
lum and making those decisions collaboratively.”
From a district administrator involved with gran
writing: “Rather than saying one school’s going
to get more than the other, or one school’s going
to do better than the other, they saw themselves
as sister schools who could make more improve-
ment by coming together. And they're doing that
now.” From an elementary principal: “Well, before
[7 Habits], a lot of the decisions that had to be
made, I just made, and told those people that it
affected. It would always come back that someone
else was affected that I didn't realize, and that kind

C} FranklinCovey

of fouled things up.” He went on to state that he
had begun to share decision making in the context
of staff meetings in which everyone could partici-
pate.

From the West Side principal: “There was a shift
somewhere in the 7 Habits training. I began to
assume good faith out of a meeting. It probably
came out of the ‘win-win" [a key 7 Habits con-
cept] part.” From a school secretary: “I feel that
the management here has drastically changed in
terms of working for win-win solutions. Now when
we go into problems, we're both looking for what
can make everyone feel respected when we're done,
and I think it has worked.” From a teacher: “I think

“7 Habits had a drastic effect
on the behavior of the kids.
We reduced violence 88
percent.”

High School Principal

win-win is now an option that we didn’t consider
before. I know this year I have been on a school-
wide committee to choose a social studies text-
book for next year. And finding a win-win solution
meant that we chose different companies for dif-
ferent grade levels, because we couldn’t find one
company’s textbook that would have met the needs
of every elementary grade level.”

From a special-education teacher who described the
atmosphere with parents at a series of tense meet-
ings: The meetings were “very high anxiety and
very confrontational, with a high sense of urgency”
on the part of the parents and the advocate they
had brought in. [After 7 Habits], the meetings had
evolved to the point that the parents no longer felt
the need for an advocate; and once, when the spe-
cial-education teacher had arrived late for a meet-
ing, the child’s father, who she had expected might
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be upset by her late arrival, had instead stood
up and walked around the table to welcome her
warmly.

Baile recorded several instances in which intervie-
wees reported improvements in how they handled
parental complaints as a result of the 7 Habits.
One principal explained: “What I do have this year
is fewer parents coming to me to complain about
teachers...and I think that some of that is perhaps
that they are more satisfied with the treatment
they have gotten, and they feel less like they have
to go to someone else.”

From a high school principal: “Our behavior has
improved drastically. The first year this administra-
tion took over, we reduced violence in our building
88 percent. We had up to 65 kids the year before
who were suspended for fighting, and we dropped
our numbers down from 65 to 8 or 10 kids.” He
acknowledged that several factors contributed to
the improvement, but concluded, “There’s no doubt
in my mind [7 Habits] had a drastic effect on the
behavior of the kids.” Many teachers also reported
changes in how they handled misbehaving children
in the classroom, citing an increased interest in
trying to understand the problem from the child’s
perspective before enacting some kind of discipline
or solution to the problem. From a teacher and
union leader: “Well, I would wager this is one of
the few school districts in the state, maybe even in
the nation—it just seems like we have an extraor-
dinarily unique situation—where I know I can go
in with the superintendent and negotiate a con-
tract. Now, for teachers to feel that strongly about
their superintendent and the way everybody inter-
acts, I think is a pretty positive thing.”

Organizational Resilience

Organizations faced with (often externally imposed)
changes tend to lose a sense of control. The organi-
zational confidence to move ahead seems to wane.
Baile's interviewees reported, by contrast, that the

{j} FranklinCovey.
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7 Habits training had strengthened their schools
and helped them implement change without los-
ing focus.

From a superintendent: “I would have to say that
it was the FranklinCovey training that we all went
through that helped make that [change] pro-
cess move the way that it did...it's just a general
sense of creating a climate that I think effectuates
change.” From the assistant director of Building
Services at Georgia State: “We're doing things that
traditionally shake some people’s foundations, and
we get results that other people in our organization
can’t right now. And we're primed to do really great
things. I mean, I see it. I envision it. I know it'll
happen.” From a teacher involved in a plan to bus
67 of their elementary students to tutor younger
children in two other schools: “If you haven’t stud-
ied Covey, you don't know that that’s not a nice
thing to do; we tackled an enormous thing...and
to even conceive of that was an enormous thing.”
From a district board member involved in constant
change-related decision making: “I go to most of
the seminars and conventions and so forth, and I
talk to other board members, and I start telling
them about our board, they don’t even believe me.
They say it couldn’t happen on a board, and I say,
‘Well, it certainly does.”™
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From an administrator who had been involved in
contract negotiations involving the politically
charged topic of class-size reductions: “Having
been employed in this district for 22 years, I was
sitting in my office last summer when [the contract
negotiations] were occurring, and I was in awe,
just in awe of the fact that people were putting
so much time dedicated to doing something good
beyond themselves for the district and the chil-
dren. And I honestly sat there and looked across
the parking lot, and said, ‘Wow, that is magnifi-
cent.” Concurring with his assessment, a teacher
added: “That was super, and we could never have
done that before [7 Habits], and I have never, ever
seen anything energize the public school system
like that.” Another said of the same event: “It's
just a whole different way, and I think the mind-set
is probably the best leftover that we have, because
it just feels like ‘bring us another problem—we can
handle it!"”

“I have fewer parents coming to
me to complain about teachers.”

School Principal

Conclusion

Baile found that in the six organizations she stud-
ied, respondents overwhelmingly made positive
comments about the perceived impact of the 7
Habits training on the organization. Indeed, Baile
reported no negative comments about the 7 Hab-
its training in the schools under study. We do not
know why the six schools not selected for inclu-
sion in the study could not report organizational
influences from the 7 Habits. No doubt, indi-
viduals who had taken the training experienced
changes in their personal approach to the work-
place, but for some reason, the organizations as a
whole could not affirm an institutionwide impact.
However, for the remaining schools and col-
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leges, participants reported significant functional
improvements in six areas: (1) workplace satisfaction,
(2) communication between employees, (3) teamwork,
(4) organizational goal focus, (5) conflict manage-
ment/collaboration, and (6) organizational resilience.
The responses Baile analyzed endorse the utility of
the 7 Habits for improving organizational culture.
An administrator from Concord told of a highly
regarded high school teacher who stood up in a
meeting and said, “This is the best training I've
ever had in all my educational experiences. I've got
my bachelor’s and I've got my master’s, and I've got
some coursework beyond my masters, and I've got-
ten more out of this training than anything since
I've been in education.” Having experienced the
work conditions in a school where the 7 Habits prin-
ciples had been “ingrained in the culture,” another
teacher summed up her feelings by declaring: “I'm
not willing to go back to the old ways.” Thus, for
the schools and colleges included in this study,
there is a strong perception by the participants
that the 7 Habits, when taken by large numbers
of employees and supported by the administration,
has the power to improve organizational culture
in ways important to teachers, students, parents,
administrators, and district board members.
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