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THE TRADITIONAL CONCEPT OF THE INTERMEDIATE
ADMINISTRATIVE SCHOOL UNIT IS THAT OF THE COUNTY
SUPERINTENDENT OF SCHOOLS OPERATING AS AN ARM OF THE STATE,
WITH REGULATORY POWERS AND RECORD KEEPING DUTIES AS WELL AS
EDUCATIONAL LEADERSHIP FUNCTIONS. THE NEW TYPE OF UNIT THAT
IS EVOLVING IS LARGELY SERVICE ORIENTED (I.E., SPECIAL
EDUCATION, DATA PROCESSING, CURRICULUM SPECIALISTS, ETC.),
AND USUALLY IT COVERS A MULTI-COUNTY AREA. WHEN DETERMINING
THE ORGANIZATIONAL STRUCTURE AND RESPONSIBILITIES OF THESE
UNITS, IT MUST BE REMEMBERED THAT ALL LEVELS OF A 3-ECHELON
STATE SCHOOL SYSTEM MAINTAIN,A DELICATE BALANCE OF
RELATIONSHIPS, AND EACH LEVEL REFLECTS CHANGES MADE IN ANY
OTHER LEVEL. THE LEGISLATURE DELEGATES SPECIFIC FUNCTIONS TO
THE VARIOUS LEVELS OF STATE ORGANIZATIONAL STRUCTURE. IT
SHOULD BE REMEMBERED THAT LOCAL CONTROL OF EDUCATION IS IN
EFFECT ONLY AS THE STATE LEGISLATURE CHOOSES TO MAKE IT, AND
THAT NO IN-LINE STAFF HIERARCHY EXISTS BETWEEN THE DIFFERENT
LEVELS. THIS PAPER WAS PRESENTED AT THE CONFERENCE ON SCHOOL
DISTRICT REORGANIZATION AND THE INTERMEDIATE SERVICE UNIT
(HARRISBURG, PA., APRIL 21-22, 1966). (DK)
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Intermadiate units, the middle embers of a threioschalon state system of

educational organization, are not a me invention. In its traditional form it

!peN, hes existed for nearly one hundred fifty years. The office of comity superintendent

Cdr of school* actually antedetes establishment of the first local district super..
C:)

intendency. This type of intermediste OrSinisatian bollon as "101 lat* of the *tote"

with regulatory and record keeping as soil as educational leadership functions. It
W was created in a day Tem public estimation lowl limited to eloserstery askestion lad

ulbon mOst schools more of the oneoteecher variety.

ixtenstve expansion of educational program and sit district reorganisation

and schml consolidation have nod. the intersediate type county superintondent of

schools obsolete. Than ere sotto counties *ditch are a single sabot./ district, any

Others with only boo or three districts. Similar ciremetances are mum* *ernes

the reorganisation of local sctsool districts has wade substantial progress. And *fie

there are some states in 'Which the traditional intermodiete agency s till persiste
A44_

- *V OW 1011**06 110051104 rival 44431101 button to dmOnttity is

being *and out, The structure us" longer exists in Delmore and Idaho and it is

rapidly going out of the picture in Missouri, Colorado, Arkansas and Texas. While

manV' uncomptimintars this. are often said about the functionaries in these positions,

it should be emphasised that the fault is not with the people but with the system.

With a weak atrtscture an election system of securing officials, loe level qualifications

frewean nt Zuia thisrainference on School District toorganistation and the antra Late
Service Snit held at Warrisburg Penzisylvents April 2142, 1966 sal m4peollered by
the O. t. Office of.114matiom and the Pennsylvania DepsAtiasst of Public Inotnostion.
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low salaries, and an absence of funds, staff, or opportunity to perform foactious

of consequence, we can hardly expect more.

Ithe mein purpose here with tta phasing out of the traditional county super'

tuts:480w is to focus on the new type of intermediate melt that is evolving. There

it now nearly fifteen years experience with this mew type operation and its premise

is sliest without limit. Progress in intevesdiate unit development has also been

smbetamtial, especially in the post four or five years.

One of the chief characteristics of the evoteing inteleediste nett is that it

is limply service oriented. While most states have delegated sons administrative

and wegulatory functions to this *gooey, by for its most important contribution@

are the proviolon of program in special education (including clinical and diagnostic

serriass) and Notational education, operating instructional materiels centers and

data processing centers, providing comicultme specialists for the conduct of in.

service education programs, coordinating cooperative efforts in research, purchasing,

federal projects, and may other tctivities which require a relatively large

population base for the developmant of an effective and economical program. 2be

intimiediate unit ass service agency is becomiog the means by which local school

systems can have access to program which they cannot provide for themselves. On

an area or regional basis through an intermediate unit these highly specialised

program are poesible in a practical way.

Ihe second major characteristic of the evolving intermediate unit is that it is a

multimcounty area. In those states where county boundaries have been disregarded in

the formation of this new type agency, the area tends to be the equivalent of a multi

county area. About the only Maumee duce the intermediate unit territory is

likely to be tees are densely populated metropolitan arse.



AtadBilltlftimItEntai

Philo there is a temptation to discuss the We range of service programs

intermediate units are now 1.ovilding in various parts of the country, the focus

bore is on structure, the organisational framevork, and the relationships which

might or should exist Usteeen intermediate units end both the state education

csen4 and local school districts.

Pape the most important cona.pt regarding the structure appropriate for the

type of intermediate unit now evolving is that it cannot be considered apart from

the structure of local distTicts and the auto agency. To discuss the 1st's:mediate

unit in isolation is a trap. Itc charscteristics and functions must necessarily be

viewed in relation to a total state system of schools. Consideration must be larger

than ew single segment of the organisation regardless of whether the analysis is of

the local school district, the state department of education or the intermediate unit.

We must begin thinking, and with more clarity then we have in the vest, in e state

system way.

It is recognised that there is a certain body of literature, however limited,

that consists largely of recermendetions for the appropriate organization of inter*

mediate units. And we could go down the line with suggestions as to hem good,

effective intermediate units should be orgcnised:

o The intermediate unit should be a local education agency; it should have

constituency. This concept of the intermediate unit rejects the notion

that these agencies should be branch °faces of the state department of

education.

o The intermediate unit should have a board of education. This should be an

elected board, and there alwi a number o2 sound ways by *itch this beard

might be elected.

o The intermediate unit board of education should have the responsibility

for the anointment of the intermediate unit superintendent and for

setting his salary.
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o The intermediate unit board should be empowered to employ the staff needed

to carry on the functions it undertakes.

o The intermediate unit boards superintendent, and staff should develop

service programs* coordinate educational efforts, and provide leader*

ship appropriate for the particular circumstances of the area.

o The educational responsibility of the intermediate ante should not be

narrowly proscribed but should encompass the entire spectrum of education.

Itt responsibilities should be as comprehensive as those carried both by

local school districts end the state education departmentfta comprehensive

responsibility vested in a eingtes stable administrative unit operating

on a n ores or regional basis.

o The intermediAs unit should have adequate E 3d dependable sources of

financial support.

o State efforts to equalize financial ability should apply to intermediate

units just as they do to local school distrizte.

o In no instance should state funds in support of intermediate unit fsnctions

be a deduction from 'undo which would otherwise be distributed to local school

districte.

o Every intermediate unit board of education should have access tons funds,

even if only a smell amount, that only that board can determine bow and

for whit purposes they will be need.

A number of additions could be made to this brief list of suggestions and

recommendations, And there is nothing wrong with them. They are edministrativety

sound. But the appro*Ch of looking at only one level of aftinistrative orgenisetion

at a timewaone segment of structu-0, in a state system' of schoolsft.mithout including

all organisational levels in the same leek is w4 wager the way to o. This is

largely whet we have done in the past. This unfortunately is what a weber of states

and groups within states are now doing. A thrompiedbelen state system of 'wheels is
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a delicate balance of retstionehips. Mn los tinker enbstentiall with amp segment

of it, the other levels are affected.

Zion worse, the tendency to look at only one level at a time has a tendency

to put blinders am people. The chief advocates for reorganising interundiote units

into a new and strooger type organisation, for example, are those working in in inter-

mediate unit structure. At the as time, the tendency of those working in local

*Chop/ districts is to confine their efforts entirely to matters of concern at the

local district level. Many local district administrators have no concern and no

interest in whet has happened or that might or could happen to intermediate unite*

At tines, administrative groups mithin a state even block the efforts of meth other

to securing necessary improvements. Some take the view that it would be unwies_J to work

toward the improvement of the existing intermediate units until after the job of

reorganising local school districts is completed, a process that may never be completely

fimished*

The point of this discussion is that not enough people are thinPqng in a state

system may* When weakness exists at any levellocal, intermediate, or statethe

state system is weakened. Organinational levels 8Te mutually re forcing. *at

with does is dependent in pert upon *hat each of the others do. None can be

emsideted in isolationmitliout taking fully into account the structure and function.

ins of tba other levels.

NW there may ba some value in beim a little k specific about the "state

system of schools" concept. Education as state responsibility cannot be questioned*

And every state has accepted the responsibility* But when we armies education as

a stet* responsibility, our reference is to the stet legislature and the state

eenetitmtion* "State" with respect to responsibility doss not mean the state departs

uect of sducstion In *very state, the legislature has elected to exercise its

reeyonsibility and implement educational programs through the creation of amd delegation

of functions to specialised units of mernuent:



6

o a state education derartment

o a stibstantial nuMbsr of local school districts (In all states except

Hawaii)

o in some but not all stetess a series of intermediate units.

State* have decentralized their responsibilities for providing education by a

legislative delegation of specific functions to these various levels or organisational

structure, Utile there is a great deal of support for decentralised responsibility

and administration in governmental theory, two significant concepts should be under

stood:

1. Control of education Le in no way an inherent right of local selfigovern

vent except as a state's legislature chooses to make it so.

2. A licewand-staff typa of relationship between organizational levels does

not valet. The state department of education is not "over" intermediate

urf4ts and local school districts except in terms of lesiglative delegation.

In he same imy intermediate units era not "over" local se-nol districts.

Ideally, each level of organic: rim has delegated to it thum functions

it is best able aro/ equipped to carry out. Each level has a high degree

of autonomy to perform its functions. Vase is subordinate to the others.

But a. levels skLgE...uEttatLi2bsejagkp

Ala .i

Up to this point, the discussion here has been primarily on organisational

structure. But you can go only so far with structure. it takes people to mak*

structure work. The beet structural framework from the standpwat of organizational

theory can fall on its face unless people pith an appropriate concept of its operation

are workim in it, There are =MMUS instances of local school districts and inter*,

mediate units similarly organised end operating in comparable cireumotances-ohaving

attest an equal chance to "do good" and sharing equally handicaps, shortcomings,

and stuabling blocks - -There both a great deal and very little is going on, $ome
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would identify tha difference as the presence or absence of "leadership." Perhaps

that's it. The point is that it's the people end not the structure.

The delicate balance of mutual re.*enforcement and support between the ozganim

stational levels of a state systems of schools, hovever well they are built into the

structure, must be maintained by people. A few briefly described illustrations vasty

be helpful in emphasising this matter of relationships,

Xi us

intermvilate unit 'aryl= should not be s aubatitute for adequate local

school districts. In twee of structure, the objacttve shoull always be to

make every level of a state system stmeg. There is always the potential

danger Vhen s wide variety of inter late unit services ars available for

meek local districts to seek these cervices to fill the voids ehidh their own

inadequacy cannot cover. When this happens, there tends to be a continuation

of local school districts whldh would otherwise die a natural death. And

solnittor- intermediate units cater to such districts. 'hey are always look.

ins for customers. They feel that the more rticipcnts they have, the better

their service Taoism louts. If it does, it lo only on the surface. Inter-

wediete units nhoul4 sower be a substitute or or deter needed loom% district

reorganisation. Xf they do, they threaten, actually weabsu the stets system.

Illpstrattn TOo:

Intermediate unit programs and services must be of !Ito quality, can

modiste unit personnel work in local school districts, they can be effective

only if they have something to offer. This means that tiv: intermediate unit

staff most be better qualified and more emperlonced then their counterparts

at local district lerel. Unlearn they are, they will not be accepted graciously

by local tsuchers, principals, school boards or parents. It may In possible for

s local district to hle:.1 incompetent staff umbers but this cannot be done by

an intermediate unit. The entire service propels, what it is at Whet it
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might become, can be seriously injured by just one bad experience. This

means that when an intermediate unit is contemplating undertaking a particular

service program, they should cook only top quglity personnel. The structure

must permit peyieg what it takes to get the best. This suggests that in

soy instance ire: en intermediate unit cannot find or cannot afford top

quality 9taff tte but course to follow would be to defer undertaking the

particular program until the poaition to do so is suouger. One or two high

quality programs at the interaediste unit level are worth moire than a dozen

mediocre programs. The matter of relationships is so important that the most

appropriate rule to follow is that "no service is better than poor service."

Jaigaiata.ft.I.JV

In this country we believe in the principle of obtaining the "consent of the

governed." that people should participate in the development of program that

affect them. This kind of involvement is equally applicable to inttraadiate

unit.1.101%;o1 district relationships.

Tha structure for intermediate units and the manner in Which it operates x ld

provide some guaranter5 for local school diatrict autenatio.

o Each local school district should have freedom to decide whether

or not it will participate in any intermediate unit service program.

0 "CU l'eep SAIWO! a*I'tr"t $1""lA 1s .1" rt"nit tO "'rtiCiwIAte

in and assist with the planning of the specific service programs its

intermediate unit undertakes.

o Each local school district, through its chief administrator and board

e4 education, should have opportunity to participate in the develop

sent of policies and procedures which guide intermediate unit service

programs. Final policy determination, howevet., must be reserved for

the intermediate unit board.

o When intermediate unit personnel work in local districts, their
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activities and operations should ba within the fremswork of local

school district policy and genorsity under the supervision of local

district administration.

When ouch relationships are characteristic of intermediate unit operations,

there is virtually no possibility of any infringement of the Autonomy or

prerogative of local school districts.

ktheliga.(.......ofStruvand sec i
At least brief attention should be given hero to one additional reality.

We cannot any longer expect things to be static, .ng. In fast, just the

opposite is true. This moans that the structure of a state system of schools will

probably always need to be lin some sort of film. it must Wet rosponstve both to tha

changing demands of education end to the changing composition and etarsotaristios

of each local area. At the very mime, this irplias the need fora

o A periodic evaluation of the total state system of schools.

o A periodic consideration of the allocation of functions among local,

intermediate and state levels to detorming if some reslieleotiom is

desirable.

o A periodic analysis of any existing structural weatimesseo with a Wisteria

of structure in any instance where weakness can be identified.

Only by such systematic study and follow-up of action can a state systole of schools

ww-Li gosolesconce. iiladequecy, and weakness .

A new type of inter=diato unit /a evolving. It is developing out of smcoosstat

experience with local school district reorganixation and recomattion that gany educetiono

service fug ion 1 quire c population base for oporstion and a degree of specialisation

in staff which are beyond the reads or opportunity for effective mee of what local

districts either are likely to or should !memo. Substantial legislative reorganisation

toward tbe new typo of intormdiste wit has already been nactod in Michigan, lows.

Washington, Oregon, Wisconsin, Nebraska end Colorado. k much noodled overhaul of the

intsonsdiste unit structure is new loading in saw York. Studies currently in progress
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in Pennsylvania, two and California indicate a greet deal of promise for

significant lagialative action. In certain other states there is recognition

of the need to do se thing but the formal steps required for actual accomplishment

are yet to be taken.

More important than just the development of organisational uachinery are the

outstanding service proarave which such action has encouraged into being. Vithin

the next year or two as a result of recent state legislative actions, the number

of such programs and their geographic distribution will be multiplied many times.

Positive forces are in full swim in many places. 142d some of the most creative

eduiAtional leadership anywhere in the country is now bsi attracted to inter-

modiste unit administraion. It's nard to stand in the way of auccess. fiber

evolution of a new type of intermediate unit is well on its way.


