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Abstract

The author posts the question concerning the reasons why educational efforts focusing on the
quality education and betterment of this field do not lead to the stability and balance in the
human relationships understood globally. In the first step drawing on the understanding of
educational organizations worked out in the field of management and educational leadership
he discusses the possible strategies of a change in school culture and climate. In the second
step he refers to the concept of equilibrium interpreted by Hans-Georg Gadamer and on this
basis he reveals consequences of educational policies that miss the possibilities of dialogic
relationships between different stakeholders of education. The main message of the text
emphasises a chance for mutual understanding in education and its power to promote
equilibrium worldwide.
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Introduction

It seems to be obvious that all corrective efforts made in educational actions are motivated
by people’s desire to improve what they do so that eventually they could achieve more.
Changes for the betterment of learning performance become a core issue in all schools’ and
other educational institutions’ endeavours. The role that educational rankings play in most
societies speaks volume in this matter. Also adapting new programmes and introducing
innovations in teaching and learning are considered to be beneficial for agents that are
engaged in schooling. Educational practice and its theories are dominated by the drive to
reach great success and to have the results of better quality (P. Pashiardis, 2016). Obviously
the attempts to reach such aims create the specific pedagogical culture and organizations’
atmosphere.

If these points of description of the main drive in educational practice are really relevant to
the current situation in educational settings, two main questions arise. The first points to the
obstacles on the way to implement a change in educational organizations. It can be formed
as follows: what does hold the positive energy in educational practice that its participants so
often end up with the sense of disappointment and dissatisfaction? Or put it in another way:
What are the barriers for improvement and innovation in educational circumstances? The
second question pertains to the lack of the positive result of a change: why do all those
pedagogical attempts to build stable and safe environments for human flourishing not really
achieve, in a global sense, social, political and personal equilibrium?

In this paper | make an attempt to take these questions and to throw some new light on the
issue of constraints in educational change. In more practical sense the problematic character
of what I try to discuss here can also be revealed by raising the question: Why does education
change slower than the expectations of most its stakeholders?

To respond to these doubts | will draw on the select literature of pedagogical and
philosophical nature. At the first step | will discuss the conception of educational change in
the context of school culture and climate presented by Wayne K. Hoy and Cecil G. Miskel
(Miskel, 2008). In the second step | will reflect on the concept of equilibrium that Hans-
Georg Gadamer (Gadamer, 1996) brings to the discussion on the phenomenon of health.

The strategies of educational change and their limits

Hoy and Miskel (Miskel, 2008) pinpointed three strategies for change. The first ,clinical
strategy” draws on the relationship between different parts of educational community and
environment. It begins with building knowledge of the educational organization. The specific
challenge at this point is to recognize all possible voices and characteristics of the institution
that can be used to reconstruct its full picture, providing that some voices can be really
delicate and participants sometimes almost salient. Then what seems to be necessary for
implementing successfully a change is to come up with some kind of diagnosis that would
uncover places where communication is not working properly and educational practice is
distorted. It seems that without a serious and constructive critique such a goal cannot be
achieved. To move forward it is then needed to present a prognosis where all risks and
possible benefits of the change are recognised. Under these circumstances it is possible to
form certain steps to be taken and processes to be adapted in a form of prescribed procedures.
Finally, it is possible to move to an evaluation step when the whole process is revised and
checked if all actions that were taken really worked properly.

The second “growth-centred strategy” focuses on the individual development of participants
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of the educational experience. It relies on the presumption that change is indispensable for a
properly working educational organization. Schools’ or other educational institutions’ life is
based on the constant state of flux. What’s more, any change in education is always somehow
directed, it has its own orientation, e.g. progressive or regressive. And it heads the goal that
leaders defined as its main value. In this sense the change has always a positive value that is
identified by the responsible staff, mainly teachers. They need however operate in the sphere
of freedom and liberty where they can demonstrate different views and forms of
understanding of the educational values and practice. They respond to the needs of students
and other stakeholders if they work in the liberal, inclusive atmosphere.

The third “normative procedure strategy” plays a fundamental role in establishing and
ensuring norms of the educational organization. It begins with identifying “surface norms”
(a) that are usually used in the practice of the organization. Then the teachers or leaders can
initiate a debate on the fortunate orientations of the institutional development and sketch a
possible new directions of the progress (b). To move towards the recommended directions
the community requires new norms (c). It is a special role of the school leaders to articulate
such norms. However, the difference between the actual and new possible norms needs to be
recognized. This is what is called “culture gap” in organization’s development. Finally, the
culture gap need to be closed by implementing the new recommended norms.

What should be emphasised in the presented theory is the fact that all three suggested
strategies can be implemented simultaneously and they do not exclude each other. None of
them is understood as a universal tool to solve the problem of educational change. It is also
crucial to realise that “educational change” does not refer here to quality of change but to the
whole sphere of education. In this sense “educational” means pertaining to education as a
system as well as to individual personal learning experience. Strategy itself does not work
as a panacea for an organization or for particular students. However, if the strategy is well
recognized and put into practice, it has a potential to contribute to the process of enhancing
quality and to successfulness of educational endeavours. In fact the first discussed strategy
has much more to offer an organization as a whole. The second — to the individual
(institutional and personal), and the third seems to meet expectations of ethical nature that
are characteristic for a community or a group of people (students, teachers, policymakers,
other educational stakeholders).

At this point we can try to give some answers to the question on obstacles to educational
change. What are the barriers for the betterment and innovation in educational circumstances,
then? On the basis of the sketched discussion on strategies it seems that the direct impact on
changes and innovations in educational settings stems from the way that the whole process
has been conceptualized and implemented. It matters how the process has been planned and
how the all agents of the educational endeavours have been engaged in the implementation.
It means that the barriers appear when planning and implementation go wrong and neglect
the real possibilities that are open for the organization and its agents. Particularly the
“growth-centred strategy” creates the positive options of actions for various stakeholders of
the organization. It is also important that focusing on the norms (“normative procedure
strategy”) and the way they are adapted gives a positive impulse to all agents to work in a
creative way and come up with final betterment of the organization.

Another issue related to the problem of barriers for educational change that can be identified
within all three strategies is that the dominant walks of life create among people a desperate
craving for more luxurious goods and higher achievements in all spheres of life, including
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learning. The pressure for having more and of the higher quality is so common that it
maintains in fact the main motivation for students, their parents and policy makers also in
educational circumstances. Unfortunately, the current economic drive begins to play the key
role for agents of an increasing number of organizations (example of universities as profit-
making companies, see Burke, 2024). In this sense, the missionary character of education
does not really responds to the needs of stakeholders. We can recognize here a kind of gap
that is very unlikely to be bridged without negative consequences for pedagogical institutions
and agents. Educational organizations tend to pursue their missionary aims while the
expectations of the external stakeholders very often move the organizations’ activity in a
complete different direction. In the case of schools what calls for urgent intervention is the
vulnerability with which parents accept and in fact completely absorb the economic logic of
thinking about their children’s education and future. Obviously it is not to say that the
economy should have no real influence on the way the organizations are operating. Rather
what deserves here a serious critique and reflective attention as a potential barrier for an
educational change is the decrease or even lack of higher values that are worthwhile
notwithstanding fluctuations in demand for goods and life success.

We can consider also the other version of the question raised in the introduction: Why does
education change slower than the expectations of most of its stakeholders? The attitude of
the stakeholders to a change originates in their ambitions, motivations, dreams and
experiences. No doubt these are rich and deeply differentiated. To meet such a big set of
factors educational leaders need to be very good at listening and responding to the various
stakeholders. Obviously the ideal situation is that those who lead in educational institutions
have such competences. But being realistic we need to accept the fact that the leaders
themselves need constant education, in-service training. In fact, very rarely they are really
well prepared for their work. Thus preparing the whole institution to a change takes time and
is always late to the very quick rhythm of changes that occur in the field of expectations of
various stakeholders.

As W. Warner Burke (Burke, 2024) realised to implement a change into an organization
leaders need to be able to take under scrutiny different aspects of interrelation of the
organization with the environment. Actually they should begin with attentive learning about
the environment. These requires specific approach in different types of institutions and asking
different questions. In the case of non-profit organizations Burke suggests raising questions
concerning the actual meaning of the mission for the educational organization. Among
stakeholders he enumerates different agents as “customers, government regulators, and
professional audiences” (p. 329). He also wonders if academic leaders can really listen well
enough to all these people. Recognising various voices and their idiosyncratic tones of speech
that they use belongs to the art of listening. It means that being a manager of the educational
organization requires skills concerning communication with students, parents, policy makers,
local activists and other stakeholders, both internal and external. The environment of
educational organization is usually very rich and it is almost impossible to train teacher
students to be prepared for working within so deeply plural surrounding. However, the
educational leaders need to realise that the environment is so complex and they should be
ready to respond to the richness and changeability of the organization and its environment. It
means that education is always incomplete and partial, nevertheless it is a serious activity
that deserves our professional engagement.

There is no doubt that internal education stakeholders, among others leaders, need systematic
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support to develop their skills at managing their staff and all organization’s processes. The
professional development policies usually provide such services. The situation of external
stakeholders seems to be much more problematic. The organization can eventually have an
impact on the quality of their staff and leaders but it is almost impossible to implement a
change to the groups of people who are scarcely present in the organizations’ life. For
example the position of parents almost excludes them from every day life of the institution
and makes their expectations very often distant from the real practice of schools. A school as
an institution is responsible for creating safe space for human flourishing of all students, also
of those whose parents promote competitive or economic school culture. It means that the
parents” demand to achieve more and of higher quality, particularly in the sphere of academic
knowledge, is also a part of school practice, related to the school mission and strategy.
However the school’s activity cannot be defined only by such expectations even though the
parents make it clear that they are mainly interested in students’ outcomes. It seems that
missionary character of schools needs to overcome the economic expectations of parents.
Educational organizations can also have troubles with responding to the demands of other
agents that belong to the group of external stakeholders. For example employers are likely to
define the profile of the candidate for a certain position in their organizations mainly by
practical skills and competences. They tend to expect that graduates are accommodated with
almost complete sets of practical skills needed in a certain profession. Hopefully they also
still respect liberal education of the candidates, among others abilities to think critically, in a
creative and responsible way. But in fact the practical competences are privileged by the
labour market. This leads to the situation where universities reduce number of hours devoted
to liberal education or they try to eliminate completely the courses that do not build or
strengthen directly their students’ skills that are required by the labour market. The real
danger is that universities will focus entirely on the labour market expectations and they will
neglect the liberal education and its potential to contribute to the human flourishing of their
students.

Educational institutions should take seriously the situation of all their stakeholders and act
for the benefit of all of them with a special emphasis on well-being of the students and
teachers. The efforts made for enhancing the quality of teaching and learning need to respond
in a reflective way to the current situation of all participants of educational endeavours. At
the same time educational institutions need to draw on their past, historic culture and heritage
of teaching and learning possibilities. They cannot transform their activity neglecting the
increasingly rich legacy of pedagogical practices and literature. It suggests that education
belongs to the sphere of life where changes take time and where haste is not the best solution
for way of acting. Education has to change slower than the expectations of its stakeholders.
The idea to achieve more could have a very positive impact on the students’ experience of
learning but unfortunately it is rather a reason for troubles, encountering obstacles and
personal discomforts in educational practice. As | have tried to show on the basis of
knowledge drawn on educational management and leadership, mainly discussing the limits
of strategies of educational change, the expectations that underlie everyday educational
practice play still too often negative role in students’ life. Unfortunately more does not mean
here better. Although it sounds like a platitude it deserves our critical attention in the context
of the economic progress (Gilead, 2012). The real experience of betterment, when students
can have the feeling that they flourish due to their participation in learning activities, requires
more insightful and inspiring attitude to the educational circumstances then thus mere
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demand for having more. Itis also not so clear that educational theory that uncritically accepts
the logics of progress can eventually open up the sphere of possibilities for the betterment of
all educational stakeholders. The presumption that progressive changes in educational
practice enhance the quality of life of students, teachers and other agents of educational
endeavours and in that sense contribute to their well-being does not reflect the complexity
and uncertainty that describe nowadays the human condition (on the current discussion
concerning education beyond the progress see Vlieghe, 2023; Zamojski, 2023). This is why
we need to work out a more comprehensive approach that would not limit its potential to the
economic aspects of education and that would uncover the personal and idiosyncratic
character of educational experience and change.

Learning for the betterment and equilibrium

Learning belongs to the main concepts discussed in education. Clearly there are plenty of
definitions that are to explain what learning is about and what constitutes its special position
in educational practice. For some theorists “Learning is a compleX cognitive process and
there is no one best explanation of learning.” (Miskel, 2008). But even in this concise
characteristic of learning there is at least one presupposition that requires some critical
comments. Is it really certain that learning is just “a complex cognitive process”? Even when
we say “complex” but describing it as a “cognitive” process, we still miss some meanings of
learning that are not so likely to be revealed by term “cognitive”. Actually, we learn not
necessarily only in an intellectual way but also through different other sorts of experiences
among others through our corporal belonging to the world. This is why it is much more
precise to think of learning in terms of a mode of experience than of a kind of process. Thus
learning is a change but not only in the sphere of cognition.

“Learning occurs when there is a stable change in an individual’s knowledge or behaviour”
say also Hoy and Miskel (Miskel, 2008). And again, when taken under scrutiny this statement
does not make clear what “stable” means providing that learners are becoming themselves in
different, changeable environments and settings. In such circumstances learners’ position is
open for alterations and sometimes even radical changes. So “stable” does not mean in this
context “firm” or resistant to any change but rather able to find a kind of balance that allows
learners to acquire their personal identity. To become oneself a learner needs to change her
“individual’s knowledge or behavior” that apparently is something different than
modification of her rational, cognitive understanding.

It seems that balance plays a crucial role in a change within the sphere of education. But not
only in this sphere. There are many other fields of human life where the concept of balance
can be valuable in throwing some new light on the complexities that occur in human
experience. As Hans-Georg Gadamer noticed the concept of equilibrium can also be helpful
when interpreting the meaning of the phenomenon of health. For Gadamer health is mainly
an issue of maintaining a state of balance in human life. “It is the rhythm of life, a permanent
process in which equilibrium re-establishes itself” (Gadamer, 1996). Equilibrium in not a
mere quality passed from one to the other. It cannot be merely given or received. It does not
depend on our intentions or clever manoeuvres. Health is in a state of flux where ability to
find a balance has a prior importance and is practised constantly. And in every single case
the process of renewing equilibrium is unique and unrepeatable. But what is the most
surprising here is the fact that the state of balance disappears and comes back abruptly, all of
a sudden. “There is no doubt that this represents a quite singular experience (...) We
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encounter the recovery of equilibrium in exactly the same way as we encounter the loss of it,
as a kind of sudden ‘reversal’. Properly speaking there is no continuous and perceptible
transition from one to the other, but rather a sudden change of state” (p. 36). This unique and
idiosyncratic character of experience of equilibrium describes very well the enigmatic
character of human health. Furthermore, it also speaks volumes about the other fragile
spheres of life where balance has a decisive impact on the course of matters. Despite its
unpredictability equilibrium is the main rule that governs all different sorts of delicate
experiences in human life.

The lost of balance, that is when a person gets ill and the intervention of the medical staff is
necessary, means that the interplay of different factors that constitute the condition of health
needs to be re-established. As Gadamer noticed it is never an activity that begins from
nothing. Actually, the doctor’s intervention is mainly about putting into the play and
“supporting those factors that help to sustain equilibrium” (p. 37). At the intervention the
medical staff dwells on the condition of the patient and makes an attempt to strengthen all
elements that constitute the balance in the patient’s life. The main point of the medical
intervention is “to restore an equilibrium that has been disturbed. It is in this that the genuine
‘work’ of medical art consists” (p. 36). The patient’s past and previous experiences are
indispensable resources for the doctor’s intervention. What is then necessary is the doctor’s
disposition to participate in the art of healing. The doctor neither creates any new outcome
of the intervention, nor comes up with any new factor. The main task of the intervention is
to join the flow of life and strengthen those parts of the patient’s life that for some reason
require intervention. In some sense the art of healing is unproductive: “...there is no ‘work’
produced by art, and no ‘artificial’ product (...). On the contrary, it belongs to the essence of
the art of healing that its ability to produce is an ability to re-produce and re-establish
something” (p. 32). The main power in the medical art is then the ability to support what has
already been present in the patient’s life and what is crucial for sustaining its equilibrium.
There is a striking resemblance between the art of healing and the art of teaching and learning.
Both pertain to a very delicate realm of life and both require from participants some
experience that can be revealed as an art. Both medical and educational interventions require
special human dispositions to understand notwithstanding the differences, to respond despite
the difficulties with understanding, to stand unpredictable conditions and patiently wait for a
some improvement. And in both fields there is no promise that at the end all actions that have
been taken will lead to a successful solution. Eventually, both healing and education require
some tact and diplomacy from their agents.

What can be learned from this discussion on equilibrium is that the most fragile fields of
human life deserve our special attention and engagement. Fist and foremost, to work for the
betterment of another human being, in a medical or educational sense, we cannot concentrate
mainly on the intellectual, cognitive aspects of the experience. Education, similarly as
healing, embraces different sorts of factors that only in some part can be rationally, in a
cognitive sense explained. Betterment in health condition or in educational development
requires comprehensive approach, including all possible meanings and factors that have
impact on the human life. The betterment in this sense is a complex experience and as such
cannot be reduced to any single aspect of human condition.

Furthermore, the betterment is not a mere product of intervention. The logic of educational
improvement, or medical recovery, is distant from the logic of production or mechanical,
technological procedures. Pedagogical culture needs to embrace all different styles of
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reasoning and different approaches to action. This is why the concept of art can be really
helpful in sheding some new light on the phenomenon of learning. Learning for betterment
has to consist of various cultures, styles and habits of investigation, different models of
argumentation and drawing conclusions. Pedagogy with its various methodologies reflects
the plurality of meanings and possibilities of educational practice. This is why pedagogical
betterment can be achieved by taking different ways of action and accepting different walks
of life.

It is also important to remember that the final result of education actions does not necessarily
meet all the stakeholders’ expectations. The betterment does not mean that finally we achieve
what we planned at the beginning. This is why a fundamental part of teachers’ disposition is
patience and ability to bear situations of disappointment or incompleteness. Things go on
very often in a thoroughly different way that it is expected. As participants of educational
interventions teachers need to understand that their work is rather always partial and never
completely satisfying.

And finally the betterment in education consists of rapid and unpredictable situations where
the course of matters can be changed suddenly so that all plans become ruined. But without
these sudden changes, without reversal the recovery or improvement would be not possible.
To reach improvement learner needs to go through different moments, including failure or at
least doubts. What is, however, really optimistic in this context is the fact that any kind of
mistake or frustration can be overcome, at least in the sense of learning on the basis of
ongoing experiences. Negativity as a part of learning situation can support the positive
changes experienced by the learner and finally contribute to the learners’ betterment.

Conclusions

Now we can come back again to some doubts revealed in the introduction. One of them
pertains to the lack of global peace and equilibrium although in most countries educators,
educational activists and policy makers tend to build stable and safe environments for human
flourishing. Why do the peace education not lead to the equilibrium worldwide?

Having discussed the conditions of a change for the betterment in the light of select strategies
as well as the possibilities of sustaining the balance in educational circumstances we can
conclude that the final result of all human efforts to construct the better world, that is open
for progressive and positive effects, is never a matter of mere calculation. Employing
educational institutions or even the whole educational system does not really guarantee that
the outcomes of the all these pedagogical actions will end up with a success. As it is in most
cases in the fragile spheres of human life, we can do the best that we can and then just hope
that our efforts will eventually lead to some welcome solutions. In this sense the future is
never a matter of certainty.

Obviously the more incisive response to the question requires much more complex approach
and inviting more voices from educational debate as well as from other fields of study. It is
then recommended to continue the research with pertaining to other issues, for example: the
general theory of organization and possibilities of its transformation (Burke, 2024), planning
and implementing change (P. Hersey, 2015), different models of leadership in education and
its possible styles, including holistic approach to the leadership (Pashiardis, 2014).
However, it is possible now to form some recommendations that emerge from the current
reflection. First of all, it is necessary to disseminate the knowledge on management and
leadership in educational settings. This includes the conceptions of strategies and their



VR Jlo ¥ oyled VF oyn W@p;,&um;ﬁ;,w@pw&ﬂ Y

implementations. What is more, teacher training needs to embrace the knowledge and skills
that originates in other than education disciplines. One of the most inspiring field is
philosophy and its rich legacy, particularly in the realm of philosophy of politics and social
philosophy. The other fields of study that can support researchers of education are, for
example, psychology, particularly theories of social processes, sociology, theories of human
resources and economy.

Barriers in educational change are not the only topic that is uncovered in this paper as a
crucial issue in educational debates. On the basis of this reflection it is also possible to
recognize the importance and significance of organization climate, particularly in the context
of teaching and learning. And what is the most crucial in this study, the model of equilibrium
that comes from interpretation of health in Gadamerian perspective can be helpful in our
understanding of the complexity of educational experience. Probably equilibrium still is
possible globally but we need to maintain the outstanding position of dialogical culture in
educational and in all other types of debates that have impact on our public life. At the
personal level it is possible to promote dialogue as a well working model of learning. But at
the global, political level we need to be resistant to any forms of violence or any arguments
of power. Dialogue helps us to learn how powerful arguments can be and it shows how
promote partnership even in conflicting situations. But to benefit from dialogue we need to
protect dialogical culture and atmosphere. This is how our knowledge on educational
leadership and on idiosyncratic character of educational experience can meet at least some of
our expectations and strengthen our hope for global equilibrium.
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