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FOREWORD

Able school administrators who serve as assistants
are of inestimable worth to superintendents of schools.
Responsibilities of clief school executives have be-
come so complex and extensive that a corps of top-
level assistants, to provide a wide variety of specialized
functions, is absolutely essential.

The American Association of School Administra-
tors has among its members many who hold positions
at the level of deputy, associate, and assistant super-
intendent, and director. Their contributions to the
profession of school administration are highly prized
by the Association. This publication focuses on the
scope and importance of the services performed by
some who hold these positions.

In 1966, AASA added to the staff an associate
secretary who had served as an assistant superintend-
ent in a large city school system. In doing so the
Association sought to strengthen its capacity to serve
more adequately administrators serving in positions
below the rank of superintendent. More second-echelon
administrators have been given leadership assignments
in various AASA committees. They have been in-
vited to and have participated more extensively in
drive-in conferences and other field activities. A spe-
cial cffort has been made to include them in greater
numbers in the annual convention programs. In short,
the Association is deliberately striving to give greater
recognition to these levels of administrative positions.

This publication concentrates on profiles of cabinet-
level administrative positions rather than on a broader
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definition of the administrative team, because the
management team concept means different things to
different peaple. To some, it embraces only the super-
intendent and his top-level assistants. Others interpret
it to include members of the board of cducation, the
superintendent, and his immediate administrative as-
sistants at the central office level. Still others broaden
the concept to include building principals. Because of
this variance in definition of the administrative or
management team, it was determined to limit the
present study to a consideration of the duties and re-
spousibilities of those who serve on the superintend-
ent’s cabinet.

By drawing profiles of current practices and recom-
mending desirable modifications in the leadership ac-
tivities which these administrators perform, the con-
tributors and reviewers have helped to bring into
sharper focus the many important contributions made
by these administrators.

The Association is grateful to the many contribu-
tors and reviewers, guided by George B, Redfern, as-
sociate secretary, who developed these profiles of the
superintendent’s cabinet.

Forrest E. Conner
Ewxecutive Secretary
American Association of
School Administrators

f

i



ACEKNOWLEDGEMENTS

AASA is indebted to the many administrators who
participated in the preparation of this publication.
At the ontset the contributors lield positions as as-
sistant, associate, or deputy superintendents. Before
the pnblication went to press, however, some had be-
come superintendents. The time and cffort of each
contribntor and reviewer were willingly given and
are greatly appreciated,

Appreciation is due also to Dr. Horace P. Maxcy,
Jr., and Dr. Robert L. Rose, 1969-70 AASA Na-
tional Academy for School Executives interns, for
assisting in the preparation of the manuseript.

Contributors
Fenerdl Administration
*James R. Coad, superintendent, Talawanda Local
Sclhiools, Oxford, Ohio
Merton L. Haynes, assistant superintendent, Niles
Township High School District 219, Skokie, Illinois
Karl R. Kalp, associate superintendent, Indianapolis
Public Schools, Indianapolis, Indiana
Franeis 13. McKeag, assistant general snperintendent,
Chicago Public Schools, Chicago, 11linois
Joshua R. Wheeler, superintendent, Baltimore
County Schools, T'ow ;on, Maryland
Instruction
Hiram M. Alexander, assistant superintendent, Tulsa
Public Scliools, Tulsa, Oklahoma
Charles L. Florida, assistant superintendent,
Columbus Public Schools, Columbus, Mississippi
Norman K. Hamilton, assistant superintendent,
Portland Public Schools, Portland, Orcgon

* Denotes chairman

8



O

ERIC

Aruitoxt provided by Eic:

“John 8. Martin, superintendent, Jackson I*ublic
Schools, Jackson, Mississippi
Nathaniel Ober, assistant superintendent, Minneap-
Public Schools, Mimieapolis, Minnesota
Jefl West, district superintendent, Dade County
Public Schools, Miami, Florida

Dusiness Affairs
Herman €. Bleeksehmidt, assistant superintendent,
Normandy School District, St. Louis, Missonri
Charles W. Foster, exceutive scerctary, Association
of School Business Oflicials of the United States
and Canada, Chicago, INinois
Frederick W. Hill, assistant superintendent,
Hicksville Public Schools, Hicksville, New Youk.
Schuyler C. Joyner, deputy superintendent,
City Board of Education, Los Augeles, California
(retived)
Thomas A. Linton, secretary-business manager,
Board of School Directors, Milwankee, Wisconsin
*David H. Rhone, assistant. superintendent, Pennsbury
Sehool District, Fallsington, Peansylvania
Lersoniel Nervices
*Richard F. Brown, associate superintendent, Clark
County Public Schools, Las Vegas, Nevada
Williaan J. Burkholder, assistant superintendent,
Fairfax County Public Schools, Fairfax, Virginia
Ernest W. Cabe, Jr., assistant superintendent, Austin
Public Schools, Austin, Texas
William R. Lee, assistant superintendent, El Monte
School Distriet, K1 Monte, California
Donald R. Wheeler, snperintendent, Redlands Unified
School Distriet, Redlands, California
Pupil Services
Henry T. Bertness, assistant superintendent, Tacoma
Public School District #10, Tacoma, Washington
Leslie W. Bobbitt, assistant superintendent,
Charlotte-Mecklenburg Schools, Charlotte,
North Carolina
Lawrence C. Hawkins, dean, College of Community
Services, University of Cincinnaty, Cineinnati, Qhio
*Fred Hoffman, assistant superintendent, Pinellas
County Schools, Clearwater, Florida
Lonis Kaplan, assistant superintendent, Torrance
Unified School District, Torranee, California
Jack H. Monderer, director, Lexington Public
Schools, Lexington, Massachusetts



O

ERIC

Aruitoxt provided by Eic:

Nehool-Commaunity Relations

Glen E. Dibble, assistant superintendent, Montebello
Unified School District, Montebello, California

Jerome G. Kovaleik, assistant superintendent, New
York City Schools, Brooklyn, New York

John D, Mar's, administrative asgistant, Lansing
School District, Lansing, Michigan

*Pon E. Matthews, assistant superintendent, Dallas

Public Schools, Dallas, Texas

Paul L. Pearson, assistant to superintendent, Fort
Worth Public Schools, Fort Worth, Texas

Thaan Relations
Alice F. Casey, assistant superintendent, Boston Pub-
lic Schools, Boston, Massachusetts
Clavence J. Gittings, assistant superintendent, Balti-
more Public Schools, Baltimore, Maryland
Arthur L. Johnson, deputy superintendent, Detroit
Pnblic Schools, Detroit, Michigan
Willimn M. Lamers, assistant superintendent, Mil-
wankee Publie Schools, Milwaukee, Wisconsin
*Virginia I. Lewis, assistant superintendent, Chicago
Publi¢ Sci.ools, Chicago, Illinois

Reviewers

John (. Albohm, superintendent, Alexandria Public
Schools, Alexandria, Virginia

Richard P, Gousha, superintendent, Milwaukee
Public Schools, Milwankee, Wisconsin

Chester A. Roush, snperintendent, Kettering Public
Schools, Kettering, Ohio

T. Edward Rutter, professor of education, Cleveland
State University, Cleveland, Ohio

W. A. Shannon, superintendent, School District R-T7,
Kirkwood, Missouri

Two other superintendents were invited to serve on
- the reviewing panel when the publication was planned:
Robert L. Chisholm, former superintendent of Albu-
auerque, New Mexico, and Philip J. Weaver, former
superintendent of (Greensboro, North Cavolina. Dr.
Chishohn moved to the superintendency of the Arling-
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INTRODUCTION

So complicated and demanding has the superinten-
dency become that those who hold the position have
been obliged to depend upon a wide variety of expert
assistants in meeting their leadership responsibilities.
A cluster of supportive achininistrative positions has
gradually been created to enable the snperintendent to
amplify his efforts. When referving to the superin-
tendency today, therefore, it is more realistic te con-
sider it as a leadership team than as a unitary position.

Titles for the superintendent’s administrative spe-
cialists vary. The designations generally given these
high-level administrative licutenants are deputy, as-
soeiate, and assistant superintendent. In addition, in
those systems which have moved toward some form
of decentralized organizational structure, the adminis-
trator in charge of a particular geographical juris-
diction is usnally a distriet or area executive—often
holding a rank a notch below that of the general
superintendent. Thus the leadership team as conceived
in this publication is composed of administrative spe-
cialists who hold the titles of deputy, associate, as-
sistant, and distrvict or area superintendent.

In order to understand more fully the nature and
the complexity of the superintendency today and as it

11
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may evolve in the last third of the twentieth cen-
tury, it seems uwseful to study key components of the
leadership team in some depth. That is the intent of
this publication.

While some normative survey data have been in-
c¢luded, this is not a status study per se. The intent is
to describe in general terns some of the key positions
that comprise the leadership team. A two-phase de-
scriptive profile is drawn for each position. One phase
indicates the evolution of the position and the scope
of its dnties and responsibilities. This plhase examines
vertical and horizontal working relationships with
other positions, identifies obstacles and coustraints
that may hnpede accomplishnent, indicates the ex-
tent to which participation in top-level decision mak-
ing occurs, and delineates some of the challenges being
faced.

In other words, Phase I of the profile is a descrip-
tion of the position as it cxists today, compiled by a
representative number of knowledgeable and }.ercep-
tive persons who lold the position.

Phase II of the profile for each position is a con-
sideration of some of the changes that should be
made in order to create opportunities for greater lead-
ership service. In short, Phase T “tells it like it is”;
PPhase IT “tells it like it ought to be.”

It should be reiterated that the two-dimensional
descriptions reflect the opinions and viewpoints of a
representative number of incumbents in these posi-
tions in various kinds and sizes of school systems.
In no way is the study a comprehensive survey of
practice for the country as a whole. Rather, the
aim is to coustruct profiles of practice and promise
as perceived by respected second-cchelon administra-
tors whose day-to-day duties enable thein to interpret
the nature of the superintendent’s leadership team.

Recognizing, however, the possibility that the pres-
sares of persistent daily duties mnay produce a certain
degree of bias and operational myopia on the part of
those who are describing their duties and responsibili-
ties, it scemed wise to ask some superintendents to
read and react to the descriptions of the second-level
administrators, to validate their judgments. The super-
intendents’ comments appear in the margins. Their task
was not necessarily to challenge or to approve the
viewpoints of those who liad prepared the profiles.
It was, rather, to express reactions to the points
being considered from the vantage point of a top
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administrative exeentive of a school system, to add
one more important perspective. It should be noted,
too, that the superintendents were reacting in general
terms and without reference to any particular posi-
tion in a specific school system, cortainly not to their
own systems.

The persons who prepared the profiles and those who
reviewed them arve listed in the Acknowledgments. All
were gtided by a general outline which had been pre-
pared by a small contributing committee, suggesting
several factors to be considered for each position. The
members of this committee are indicated with asterisks
in the Acknowledgments.

The major concern of each contributor to the pro-
files was to describe the current status of his position.
He was asked to take into consideration what might
be the typical sitnation, rather than to restrict him-
self to describing only his own position.

He was asked to cover job content and major fune-
tions being performed, as well as evolutionary trends
that arc bringing abont significant changes in the
position. It was suggested that he give particular
attention to a description of significant working rela-
tionships with the superintendent, with colleagues
(especially peer-level associates), with members of the
board of education, with community or public groups
and agencies, with communications media (newspa-
pers, radio, T'V, ete.), with professional organizations
(teacher groups, administrative and supervisory or-
ganizations, at the local, state, and national levels),
with state and federal educational agencies, and with
other persons and groups interested in public educa-
tion.

Contributors were asked to discuss in general terms
how an individual might becomne un assistant super-
intendent in the particular arvea under consideration,
noting typical preparation requirements, experience
desired by the superintendent or the board of educa-
tion, and special skills and other requirements which
might be specified for the position. The contributors
were also asked to suggest the extent to which the
second-echelon position, at the policy-making level,
might be considered a “stepping stone” to the super-
intendency.

The assets and liabilitics of each position were an-
other major concern, as were its rewards and dis-
advantages ' work opportunities. Respondents were
asked to identify some of the pressures which could

13
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conceivably change the reward and lability “balance
sheet.”

It was also suggested that attention be given to the
professional growth and development opportunities
which each position affords. Respondents were to in-
dicate whether these inservice opportunities come pri-
narily through trial and error experiences or whether
there is a deliberate attempt to provide growth ex-
periences. They were to note the degree to which the
superintendent and the board of education make sys-
tematic efforts to provide professional growth oppor-
tunities for their top-level assistants, and to describe
such inservice programs where they exist.

Each respondent was asked to assess the degree to
which the second-echelon position is really invelved
in top-level decision making: the extent to which in-
cumbents in the position are called upon to help
make significant policy and operational decisions.

The contributors were asked to consider the degree
to which their professional performancs is evalnated,
whether the cevaluation is informal or formal, who
does the evaluating, and what use is made of the
evaluation. Another concern of the profile analysis
was the degree to whieh these positions have “job
seenrity.” It was snggested that the respondents give
an indieation of the “mortality rate”—whether high or
low.

As indicated above, Phase II of the descriptive
profile is devoted to desirable changes which the in-
cumbent feels would eularge his sphere of leadership
service. The contributors werc¢ encouraged to recom-
mend concrete ways in which they feel they might
attain greater productivity, effectiveness, and job satis-
faction, and to specify “roadblocks” the removal of
which would permit these second-level administrative
positions to be even more rewarding and professionally
satisfying.
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1.
ORGANIZATIONAL
STRUCTURE
OF SCHOOL SYSTEMS

While this publication is not designed as a norma-
tive survey of thc organizational structure of school
systems in the country, it provides some data that
shed light upon the composition of the administrative
team in school systems of different sizes.

In March 1969, the Educational Research Service
of AASA and NEA prepared and distributed to 800
school systems a questionnaire on organizational struc-
ture, levels of decision making, composition of the
superintendent’s cabinet, trends in increase or decrease
in size of central office staffs, reasons for changes, and
organizational charts to make comparisons possible.
(A copy of the questionnaire appears in the Ap-
pendix.)

One hundred cighty-six of the 300 guestionnaires
distributed were returned, representing a 62 percent re-
sponse. The distribution of responses appears in
Table 1.

Organizational Structure

It is difficult to compare organizational patterns in
school systems because of the almost unlimited num-
ber of variables that must be considered. For the pur-
poses of the ERS survey, four types of structures

.13 e




Table 1

Summary of Responses
Question-

naire Replies Percent of

Enrollment Group Sent Received Response
1-200,000 and over 7 5 714
11-100,000 -199,999 19 15 789
III- 75,000 - 99,999 21 15 74
IV- 50,000 74,999 35 27 77.1
V- 35,000 - 49,999 32 23 719
VI- 25,000~ 34,992 61 36 59.0
VII- 16,600 — 24,999 28 17 60.6
VIII- 12,000 - 15,999 24 14 58.3
IX- 8,000 11,999 28 15 53.6
X-under 8,000 45 20 44
TOTALS 300 186 62.0

were specified, and respondents were asked to indicate
which most nearly described their system.

L. Oentralized structure was defined to mean that
the source of most administrative decisions and ac-
tions was the central office. This type of organization
puts prime importance upon the development of a
strong central staff of specialists in as.many areas as
the system can provide. Even though advice and con-
sultation may be solicited from operational units in
the system, the central office staff is charged with the
primary respounsibility for designing educational pro-
grams and transmitting the required directives to
operational administrators and supervisors at the local
level to implement those programs. The key com-
munication characteristic of this type of structure is
central office to local school units.

I1. Central-intermediate-local structure meant the
addition of an intermediate link in the chain of ac-
tion. This type of structure provides for a district or
area office which is charged with the management of a
certain number of local units. The intermediate office
may be no more than a relatively small office con-
sisting of a director and a secretary, or it may be a
large unit with a supportive staff of administrative
and supervisory specialists. The distinguishing char-
acteristic of this type of structure is central action
through an intermediate unit to local school units.

17




II1. Modified (“decentralized) structure was in-
tended to mean movement toward decentralization but
less than total implementation of the concept. It was
presumed that certain school systems might be experi-
menting with some form of decentralization without
going all the way in that direction. The intent was to
discover how far the decentralization process had ad-
vanced.

IV. Other types of structure, not falling within the
three categories above, were asked for.

Responses. More than 86 percent of the respondents
indicated that their pattern of organization is Cate-
gory I, ceniralized structure.

Twenty-seven school systems reported that they were
using modifications of either Category II, central-in-
termediate-local structure, or Category III, modified
(“decentralized”) structure.

Decision Making

Four alternatives were identified: (a) Decisions re-
quired to implement policies established by the board
of education are made in the central office and trans-
mitted to local schools. (b) Decisions are made by the
central office and officials of districts and/or local
schools after joint consultation. (c) Some decisions
are made exclusively at central office level, others
exclusively at the district and/or local school levels.
(d) Decisions are reached through other procedures
not covered by the first three categories.

Responses. Not quite half (48 percent) of the re-
sponding school districts use alternative (b) in de-
cision making, i.e., determinations by central office and
officials of districts and/or local schools after joint
consultation.

One-fourth of the respondents indicated the use of
alternative (a), i.e., decisions are made in the central
office and transmitted to local schools.

Almost a fifth of the school systems use alternative
(c), meaning that some decisions are made exclusively
at the central office level, while others are made at
the district and/or local school levels.

The remainder of the responding school districts
use a wide variety of processes. One school system in-
dicated that it uses all three methods from time to
time, depending upon the issue involved.

18



Composition of Superintendent's Cabinet

An effort was made to differentiate among levels of
positions in the superintendent’s cabinet. These levels,
for reporting purposes, were I—assistant superintend-
ent, IT—director, IXI—supervisor, and IV—coordi-
nator. It was recognized that in Level I other higher
titles might be listed, e.g., deputy, district, or associate
superintendent, but assistant superintendent was con-
sidered the best all-inclusive classification for Level I
positions. Different titles might also be used in the
other three levels, but it was requested that respon-
dents use the classifications of director, supervisor,
and coordinator in order to allow meaningful com-
parisons to be made.

The title of a position tends to indicate its level of
responsibility. The intent was to ascertain if only posi-
tions carrying the title of assistant superintendent
were at cabinet level or if directors, supervisors, ¢r
consultants might also be at this level, and under
what conditions.

An additional concern was to discover the adminis-
trative functions that might be represented in the
superintendent’s cabinet. Size was also a considera-
tion. (See Table 2.) As might be expected, the bigger
the system, the larger the superintendent’s cabinet.
On the average, cabinets number six or seven.

Level of Cabinet Representation. It is difficult to
draw a firm conclusion about the level of positions
comprising the cabinet. Approximately 44 percent of
the school systems report that the cabinet is made
up of those holding the rank of assistant superin-
tendent or above. Director-level positions are inter-
mingled with assistant superintendent or higher classi-
fications in about 50 percent of the cabinets, however.

Functions Represented in Cabinet. It is not surpris-
ing that the heads of four functions are included in
the superintendent’s cabinet more often than others.
The most frequently included is the head of instruc-
tional activities. The heads of business administra-
tion, pupil services, and staff personnel follow in
that order.

Public relations and general administration are
sometimes represented in the cabinet, but not as fre-
quently as the above four areas. Human relations
is infrequently represented, perhaps because of its
relative newness as a separate department.

19
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Table 2

Size of Superintendent’s Cabinet
Size of Cabinet
Number
Enrollment Group |Responding] Range Median
1-200,000 and over, 5 4-28 12
11-100,000~-199,999 13 3-20 10
III- 75,000 —99,999 14 4-15 10
IV- 50,000-74,990| . 27 3-18 12
V- 35,000-49,999| 22 3-16 7
VI- 25,600 -34999] 36 3-11 6
VII- 16,000 - 24,999 17 3-13 6
VIII- 12,000 - 15,999 13 2-15 5
IX- 8,000-11,999 15 3-14 6
X-under 8,000 18 3-13 5

A wide range of other functions may be included in
the cabinet, but only on a very limited basis. In
descending order of frequency, these functiorns are as
follows:

1. Research

. Vocational, community, adult education
. Instructional planning

. Federal projects

. Building planning, architecture

Data processing

. Area/district administration

. Legislation

. Audiovisual, instructional resources

10. Physical education, recreation, athletics
11. Staff development

12. Legal activities

13. Employee relations

14. Negotiation

15. Intercultural education

16. Investment officer

17. Liaison, consultant services.

Inclusion of Principals in Cabinet. School systems
in 12 states reported that they include principals in
the superintendent’s cabinet. Most of the systems are
small, but Minneapolis, Akron, and Rochester {New
York), cities of considerable size, were included in
the group.

20
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Levels of Positions. The ERS survey provided data
making it possible to analyze levels of positions in
seven administrative functions: general administra-
tion, instruction, business administration, staff person-
nel, pupil services, public relations, and human rela-
tions. The comparisons among positions in these areas
were made in terms of the four cabinet levels listed
above (I—assistant superintendent, or higher title des-
ignations, II—director, III—supervisor, and IV—
coordinator), with the addition of Levels V and VI,
administrative assistant and titles of /lesser rank.
Ievels V and VI have been combined here for com-
parison purposes.

It is obvious that there are many more than the five
general titles indicated above. These were used to
make comparisons as meaningful as possible. Table 8
breaks down each level of position in terms of the
seven administrative functions. Of the almost 6,860
positions listed, approximately 9 percent were at
Level I, 19 percent at Level II, 30 percent at Level III,
23 percent at Level IV, and 19 percent at Levels V and
VI.

Table 4 7anks each administrative function in rela-
tion to the percentages of persons holding the positions
of assistant superintendent, director, supervisor, co-
ordinator, and administrative assistant.

An analysis of the data indicates that three func-
tions—instruction, business administration, and gen-
cral administration—tend to hold higher ranked posi-
tions in the leadership team than the other four func-
tions, which rank in the following order: staff person-
nel, public relations, human relations, and pupil
services.

By consolidating the ten enrollment groups into
three larger units, it is possible to compare levels of
position in each function for large, medium, and
small school systems. Figures 1, 2, and 3 show these
comparisons.

Larger Systems. Figure 1 shows that in larger school
systems the areas of general administration, public
relations, and human relations tend to have the highest
rank ( Level IT), followed by business administration
and staff personnel (Level III), and instruction and
pupil services Levels IV and V).

It must be understood, however, that there are Level
I positions in each of these areas when all sizes of
systems are considered, as in Table 3. In fact, approxi-
mately 600 (about 9 percent) of the 6,800 positions

21
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Figure 1

Level of Rank of Positions by Areas Found in
Larger School Systems

(Enrollments: 50,000 and Above)

LEVEL
I .

General Administration,
Human Relations,
Public Relations

LEVEL
II

LEVEL Business
111 Administration

LEVEL
v

Instruction

LEVELS
V&VI

Pupil
Services

Figure 2

Level of Rank of Positions by Areas Found in
Medium-Size School Systems

(Enrollments: 25,000-49,999)

LEVEL Staff
I Personnel

LEVEL General
II Administration

LEVEL | Business Administration,

III Instruction
LEVEL
v
LEVELS| Human Relations,
V&VI Pupil Services
Public Relation,s




Figure 3

Level of Rank of Positions by Areas Found in

Smaller School Systems

(Enrollments: 24,999 and Below)

LEVEL
I

General Administration,
Staff Personnel

II

LEVEIL | Business Administration,

Pupil Services

LEVEL| Human Relations

mn Instruction
LEVEL
v
LEVELS . .
V & VI Public Relations

LEVEL I —Assistant Superintendent

LEVEL II —Director

LEVEL III —Supervisor
LEVEL IV —Coordinator

LEVELS V&VI -——Administrative Assistant
(or lower designation)
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studied carried the rank of assistant superintendent
or higher. The data in Figure 1 merely indicate that
when size is considered, there is a tendency in larger
systems to allocate rank of positions in all seven areas
at the director level and below.

Medium-Size Systems. As Figure 2 indicates, in sys-
tems enrolling from 25.000 to 49,999 pupils, positions
in two areas, siaff personnel and instruction, carry
higher ranks than in larger systems. Positions in hu-
man relations and public relations are given lower
ranks than in larger systems. General administration,
business administration, and pupil services retain the
same relative status.

Smaller Systems. The ERS survey indicated a
trend in smaller systems to elevate staff personnel and
general administration to Level I rank. Business ad-
ministration is also advanced one level. Pupil serv-
ices makes a marked advance from Levels V and VI
to Level II. Instruction tends to remain in Level III.
Public relations drops to a lower administrative level
in smaller systems.

Once again, it is important to emphasize that
the placement of certain functions at various levels
or ranks in systems of different size represents gen-
eral tendencies. No other inferences should be drawn
from the data in Figures 1-3. Table 3, it will be
recalled, showed thet every function may be found at
every level.

Many factors affect the rank given various func-
tions. Tradition is ar important influence. Conditions
which are of particular significance in & given school
system help determine allocations of rank. Older func-
tions, such as general administration and business
administration, which have existed as separate ad-
ministrative areas for a long time, often tend to be
placed at a higher level in the central office structure
than newer ones. However, the ERS survey indi-
cated that staff personnel, as a separate function, has
been assigned a higher rank than might be expected
inasmuch as it is a relatively recent addition to the
superintendent’s team cf administrative assistants. It
is, therefore, very difficult to account for the great
variation among school systems not only in administra-
tive structure, but also in levels of rank given various
functions.
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Causes for Increasing Size of Central Office Staff

The factor that has had the greatest impact upon
the size of central office staffs in the last five years,
regardless of size of school system, has been the in-
crease in educational services for all pupils. State and
local, rather than federal, funds have been used to
augment these services. The second most influential
factor in expanding central office staffs has been the
increase in compensatory programs. These have been
primarily financed by federal funds.

Larger school enrollments due to population growth
are the third most significant cause for central of-
fice staff increase. Change in organizational structure
ranks next in importance, followed by school district
reorganization. Other less frequently cited causes were
professional negotiation, change in school and com-
munity needs, strengthening of several departments,
decentralization of responsibility, increased mainte-
nance services, and introduction of data processing.

When size of system is taken into account, it is difficult
to point to any one cause for the increased number of
central office personnel. Table 5 identifies the two most
common causes for each of the ten enrollment
groupings.

Table 5
Chief Reasons for Increase in Size of Central Office Staff
Group
No. Enrollment Chief Cause
1. Increases due equally to °
(a) more educational
I | 200,000 and over services for all pupils and
{(b) compensatory pro-
grams
2. Changes in organization-
al structure

IT | 100,000-199,999 | 1. Changes in organization-
al structure
2. Compensatory programs

" 1. More educational serv-
III 75,000 - 99,999 ices for all pupils
2. Compensatory programs

a7 -

no



Table 5—Continued
Chief Reasons for Increase in Size of Central Office Staff

Group
No. Enrollment Chief Cause

1. More educational serv-
v 50,000 — 74,999 ices for all pupils
2. Compensatory programs

1. More educational serv-
A% 35,000 — 49,999 ices for all pupils
2. Compensatory programs

1. More educational serv-

VI 25,000 — 34,999 ices for all pupils

2. Increased enrollment die
to population growth

1. More educational serv-
VII 16,000 — 24,999 ices for all pupils
2. Compensatory programs

1. Increase of enrollment

VIII 12,000 - 15,999 due to population
growth

2. Changes in organization-
al structure

1. More educational serv-
icesfor all pupils

IX 8,000 - 11,999 | 2. Increased enrollments

due to population

growth

1. Inzrease of enroliment

X under 8,000 due to population
growth

2. Compensatory programs

Decreases in Size of Central Office Staff

Decreases in size of central office staffs during the
last five years have been rare among the school systems
surveyed. The two most prevalent causes have been
financial stringencies and changes in organizational
structure. Decentralization of central office staffs,
though apparently not widespread during the last five
years, was reported to be the chief cause in a few
instances,

28
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2.
GENERAL
ADMINISTRATION

Profile I—Current Status

General Administrator:
Consultant to the superin-
tendent, implementer of
board policies, communi-
cator and interpreter of
school system activities,
record keeper, personnel
recruiter, supervisor and
evaluator. adviser on legal
and. finaincial matters velated
to education, negotiator,
rexediclier, superintendent’s
representative.

The general adwinistrator is vesponsible for a wide
range of educational endeavors. He must be familiar
with an ahnost mnlimited nurmber of administrative
fimctions. He is obliged to have at least moderate
familiarity with any other aveas.

When the school system becomes too large for the
superintendent to perform all of the functions ef-
fectively as a “one man” exeentive. a posiiion of as-
sistant superintendent often is created. It may be de-
cided that the assistant will be a generalist rather
than a specialist. in a given area,

The title of the position varies, ranging from ad-
ministrative assistant or assistant. for administrative
services to deputy. associate, or assistant superintend-
ent. The general administrator’s chief function is to
assist the snperintendent in the coordination of ad-
ministrative services. In fact, he is the superintend-
ent’s alter cgo, his stand-in when necessary, and his
delegated representative on many occasions. Change
in title or reclassification is usually a result of tenure
in the position, a way to recognize satisfactory or out-
standing service, or a means of granting salary incre-
ments. Normal progression in advancement is usnally
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Very often an
assistant to the
superintendent 18
selected with
competencies which
supplement those of
the superintendent,
e.g., business
manager.

Assuming that the
superintendent is a
generalist, it is likely
that only very large
school systems can
have a second
generalist on the
staff.

In many school
systems this
“alter ego” role ts
performed by the
assistant with the
longest tenure or
the broadest
responsibility.



Thts position ts an
excellent “proving
ground” for
advancement to the
superintendency.

Also a promoter of
curriculum change
through the
utthzation of
teachers, sludents,
and parents to make
instruction more
relevant to learners.
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from administrative assistant to deputy superintend-
ent. The general administrator’s duties, title, and
advancement up the leadership ladder vary widely
among school systems. These factors may be altered
also when the superintendency changes.

Major Functions

Title or level of position does not necessarily indi-
cate functions performed. Many duties defy job de-
scriptions. However, an examination of the duties and
responsibilities assigned general administrators indi-
cates the following chief kinds of roles:

¢ Administrative adviser and consultant to the super-
intendent

¢ Developer, implementer. evaluator, and modifier of
administrative procedures in carrying out board of
education policy

e Communicator and record keeper for administra-
tion of the district

® Reerniter and recommender forr appointment. of per-

sonnel to service the district

Supervisor and evalnator of staff members

Interpreter of the system’ program to lay and pro-

fessional gronps

¢ Developer of the school and administrative calendar

e Adviser on legal and financial maiters applicable
to the operation of the school system (although laws
have beeonme so complex that a lawyer is really re-
quired for most problems)

e Administrative representative in negotiations

Administrative researcher in developing and pro-

ducing progress reports on activities in the school

system

¢ Representative of the superintendent. on board and
citizens committees

e Performer of numerous other duties which may be
delegated by the superintendent.

The above responsibilities clearly indicate that the
general administrator is held responsible for func-
tioning in four broad areas: improvement of the edu-
cational program, selection and ‘development of per-
sonnel, management of the schools, and working with
the community.

Because the art of school administration has be-
come more complex and sophisticated, it is becoming
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increasingly difficult for the general administrator to
function as a “generalist.” A great deal more adminis-
trative cxpertise is required to carry out effectively
all of the managerial vequirements of school adminis-
tration. Training programs, as provided by some col-
leges and universities, arc not giving adequate prep-
aration for mnany of the general administrator’s duties.

Significant Working Relationships

Relationships with Superintendent. These rvelation-
ships have changed very substantially in recent years.
The superintendent has less and less tine to devote to
operational details. He is obliged to depend upon his
top-level lientenants—especially in general administra-
tion—to be his representatives. The superintendent
tends to be precceupied with the board of education,
program evaluation, plamning and budgeting, and
public relations.

As the superintendent has become more completely
and sometimes cxclusively concerned with broader
policy-level activities, he has turned to his leadership
team members to assist him in board meetings and to
carry through with the determinations made by the
board of cducation. Some boards of education have
come to look to the total administrative team for
managerial leadership.

While the superintendent has staff conferences with
his leadership tean, it has become necessary for in-
dividual members of the team to have direct access
to the superintendent on a day-to-day basis. If the
assistant 1s to be cflective in making a wide variety
of operational decisions, he must have the opportunity
to consult with the superintendent as the circumstances
arise. It would seem logical to conchide that the rela-
tionship the general administrator has with the super-
intendent is one that is very close and informal, and
one in which both parties demonstrate the highest
mutual trost and confidence in each other. This close
working relationship is the most imiportant ingredient
in making the leadership temn a viable instrument
for giving the school system effective administrative
and managerial leadership.

Relationships with Peer Group. It is obvions that if
the school system is small and there are only one or
two assistants on the leadership team, working with
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The posttion itself
often becomes the
real laboratory.

In addition to these,
staff and student
relations, policy
development, and
staff evaluation.

The management
team must go beyond
the central admin-
istration and include
principals.

The superintendent’s
door must be open
always for business
discussions, and care
should be taken not
to let informal
wuisitation be the
overriding preoccu-
pation of every
meeting.
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All too often superin-
tendents’ fatlures

are due to a lack of
ability in this area.

These meetings
should be regularly
scheduled.

This is an tmportant
criterion in
measuring the
quality of education
founa in any sohool
community.

There are many
superior second- and
third-level adminis-
trators who are
being forced out of
or made to feel
unwelcome in their
general professional
associations. AASA
should provide bold
leadership in serving
the professional
needs of these
administrators.

State associations
Jail woefully in this
responstbility.
Most programs are
for the school
superintendent.

no
dej

peer-level colleagues is not particularly difficult. How-
ever, as the school system becomes large and compli-
cated, and the number of cabinet-level assistants in-
creases, working closely with peer-level colleagues may
becomne a significant problem. Periodic “cabinet” meet-
ings provide a regular forum for peer-level interac-
tion. In many systems there are almost daily con-
tacts, usually of an informal nature, which enable
the second-ccheloir administrators to confer and keep
in close contact as they perform their various re-
sponsibilities.

The amount of interaction among the second-
echelon administrators varies from one school system
to another. It appears that the philosophy of the
school system and the predilections of the chief school
administrator determine to a large degrec how much
opportunity and encouragement arc given for second-
echelon administrators to confer and work together.

The quality of interaction at this level is the touch-
stone of successful operation. Fiscal operations, legal
matters, civil rights, professional negotiation, data
processing, and many other arcas have become so comn-
plex that without frequent, frank interaction, a gen-
eralist will have difficulties in performing his func-
tions. It is important not to allow any area to become
insulated or isolaved.

Second-level administrators of cabinet level often do
not have specific professional crganizations with which
to identify. The American Association of School Ad-
ministrators, however, does include these administra-
tors among its ranks, and an increasing number of
deputy, associate, and assistant superintendents belong
to the organization. Theve ought to be greater op-
portunities for these administrators to identify with a
state and national organization. It is in response to
this need that this publication has been prepared. Both
state and national associations of school administrators
should make greater efforts to develop programs and
provide opportunities to cnable this level of adminis-
trator to feel a stronger sense of professional identifi-
cation. These opportunities probably need to be task-
oriented rather than position-centered.

Another way to give top-level aides of the super-
intendent a greater sense of identity is to program
more special discussion groups and sessions at the
AASA annual convention in which they will have
major roles and responsibilities.
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Relationships with Members of the Board of Edu-
cation. As has been indicated earlier, there is a grow-
ing tendency for boards of education to regard the
superintendent’s leadership team as a unit with which
to work in carrying out their policies. (Neverthe-
less, it is still generally understood that in formal
relations with the board of cducation the second-
echelon administrator contacts the board through the
superintendent of schools. Seldom would these ad-
ministrators originate communications with board
members unless the superintendent of schools had
directed them to do so.) The superintendent is coming
to depend more and more upon his top-level staff
members to make reports to the board of education,
to answer questions of board members, and to carry
ot specific assignments. Boards are becoming accus-
tomed to having members of the leadership team rep-
resent the superintendent in their particular arcas of
expertise. Many superintendents feel that it is a mark
of strength in administration to have an able team
present at board meetings and to rely upon these in-
dividuals to carry the principal responsibility for
given arveas or functions i the organizational struc-
ture of the system. The superintendent will be selective
in assigning tasks to his administrative lientenants,
being fully aware that the responsibility for their
actions will remain upou his shounlders.

Relationships with Communications Media. As with
the board of education, so with communications
media, the superintendent now turns more and more
to his lieutenants to interpret the school system and
its program. No longer does he feel that he alone has
to speak for the school system as a single voice. As
in the case of the board of edueation, it is generally
understood that assistants will make sure that the
superintendent’s office is fully aware and approving
of their contacts with newspapers, radio, TV, and
other media.

It i§ not uncommon for a second-echelon adminis-
trator at the central office level and at lower levels
to appear on radio or television to discuss crucial
cdircational issues or to describe particular eduea-
tional programs. Even though community relations
personne! have been added to the staff at the central
office level, it is not unusnal to have the actual con-
tact made by a member of the administrative team,
particularly when the topic or issue is one which
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as a matter of fact
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administrator.
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to board discussion
of them in board
meeling.



No matter how big
the school system,
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This i3 not al all

a certainty. Their
opinions should

be heard, but they
should not
parlicipate in actual
negoliation.

ERIC ;

Aruitoxt provided by Eic:

o
i

that individual is best qualified to discuss. Obviously,
in the absence of the superintendent one of the mem-
bers of the leadership team—often in the area of gen-
eral administration—may speak in his behalf to com-
munications media.

A word of caution: it is easy to “overcommuni-
cate” in order to satisfy community pressures and de-
mands. This may leave somcone in an impossible
position on the delivery end. Overenthusiasm in giving
assurances of solutions that are still distant prospects
or not even within the realm of reasonable attainment
must be resisted.

There is great variability among -school systems in
the extent to which administrator: at the second-
echelon level are assigned responsioilities in the area
of communications. This makes it very difficult to
generalize for the country as a whole. But there seems
to be a trend toward having commnunications media
turn to the administrative teain members, as well as
the superintendent, for information about the school
system and its programs.

Relationships with Professional Organizations. It
has already been indicated that the general adminis-
trator is gradually becoming more and more involved
in negotiations with educational associations or teacher
unions. These contacts, however, are usnally—if not
always—made with the full knowledge and consent
of the superintendent. In fact, the assistant who works
with these organizations usually is the superintend-
ent’s designated representative.

As teacher militancy has accelerated, good working
relationships between administrative and teacher
groups have been strained. Formalized collective ne-
gotiation unfortunately tends to widen the gap be-
tween these two important components in the school
organization. The “distance” between the central office
and the classrooms has increased rather than decreased.
Many thoughtful observers of this trend argue that
the distance will become even greater unless principals
are included on the “administrative team” in collective
negotiation.

Other types of professional organizations not con-
cerned with negotiation also have contacts with the
superintendent’s office. Quite frequently an assistant
may be delegated to work with these groups. In each
instance the assistant represents and speaks for the
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superintendent or the board of education.

Relationships with State and Federal Agencies.
With the increased involvement of state and federal
agencies in education, the central office staff in muny
school systems has been increased to include a special-
ist for the development of educational proposals for
federal and state funding. Even with such a special-
ist on the staff, however, there is still need for other
administrators to confer with him and to contribute
to the formulation of proposals and projects. Unless
there is cxtensive peer-level communication between
the specialist and members of the leadership team,
the federal funds tend to set np a parallel school sys-
tem. The specialist needs to be a member of the admin-
istrative team and to be deeply involved in staff meet-
ings. Improved cost benefit returns of state and federal
funds depend upon this type of coordination.

In those systems not able to afford the services of
a specialist in state and federal relationships, it fre-
quently becomes the responsibility of an assistant
superintendent in charge of general administraticn to
be the liaison with the state and national organizations
or agencies, Such responsibility requires him to be con-
versant with all of the ramifications of state and fed-
erally funded education programs.

Trends

Major trends in several areas have had an impact
upon the general administration of the school system.

Collective Negotiations. The rapidly changing rela-
tionships between teachers and administrators have
modified the role of the superintendent and his gen-
eral administrative assistants. They are well-advised
to take the initiative in clarifying their roles in ne-
gotiation before teachers do it for them. Negotiation
tends to cast the administrator in the role of a man-
ager somewhat like these in business end industry.

In order to be adequately prepared for negotiation,
salary data and comparative studies of compensation
levels, fringe benefits, working conditions, and other
aspects of employment must be assembled. The re-
sponsibility of collecting the data and preparing re-
ports to be used in the negotiating process is fre-
quently assigned to the general administrator, often
with the result that admnistrative services have had
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In time the
generalist may
become the spectalist
tn negotiation.

He should never give
up this responsibility.
Subordinate
administrators may
be utilized in the
process, however.

This type of
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planning is
essential.

their span of control stretched almost to the breaking
point.

As the complexity of the total negotiation process
has increased, it has become necessary for the general
administrator to be more skilled in planning and evalu-
ation. Existing board of education policies, adminis-
trative procedures, and contracts for both professional
and nonprofessional personnel must be evaluated so
that plans can be developed for succeeding negotiation
sessions. The formalization of the collective negotia-
tion process has required those in general administra-
tion to become much more knowledgeable about the
process. The general administrators have also become
more closely associated with the superintendent and
the board of education.

Negotiation has changed the role of the superintend-
ent, making it difficult to be an expert in all the
phases of the educational enterprise. He must rely
upon many of his staff for ‘“expert” advice and as
consultants at the negotiation table. In the past, he
has been the primary communicator between staff and
board of education. Increasingly, he is becoming
obliged to delegate many of these responsibilities to
the top-echelon assistants. Though he may delegate
at least some of the communication function, he must
retain the ultimate responsibility of being the primary
communicator with the board of education.

Specialization. This is an age of increasing special-
ization, with more specific knowledge and skill being
required of administrators, teachers, and other cer-
tificated and noncertificated personnel. This trend also
has had a significant influence upon the role of the
general administrator.

More districts across the country are employing
specialists in audiovisual education, social work, coun-
seling, and many other auxiliary areas of the school
program. Teachers are becoming more specialized in
their areas of performance. The addition f many
paraprofessionals, e.g., lay readers, library aides, and
other types of teacher aides, has had an impact upon
the administrative process, making more demands upon
the time and effort of administrative personnel. It is
important to keep these new positions in proper per-
spective and to be sure that new functions are ap-
propriately located in the organizational structure.
Greater care is required in defining the roles of these
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new employees, in developing operational procedures
which will guide them in carrving out their duties
and responsibilities, in providing preservice and in-
service education, and in developing guidelines for
helping to mesh their services into the resources of the
school system.

Administrators must assume direct responsibility in
promoting promising imovations in staff utilization.
Following the crowd is not enough.

Student Militancy and Civil Rights Activity.
Emerging pressures caused by student militancy and
civil rights activity are having serious effects upon
the administrative services of the school district. Not
the least of these is the many liours required to work
with students, the school attorney, ministers in the
community, police, human relations groups, and civic
agencies.

More time is probably being spent in working on
problems that Lave already occurred in these two areas
than in developing preventive measures to reduce the
level of student militancy and lessen the alienation
of civil rights groups. Failure to delegate administra-
tive time to developing programs to deal with these
two potentially explosive problems may have serious
consequences for the public schools.

Clearly what is called for is continuing develop-
ment of new lines of communication Yetween the stu-
dent body and the staff, between the school and parent
groups, and between the scheol and the community at
large.

Urbanization. As the general public has increased
its interest in public education, it has also become
more deeply concerned about utilizing the schools to
solve some of the problems that result from the con-
tinuing urbanization of ¢ur society. This trend has
placed new pressures upon school adininistrators, par-
ticularly at the central office level. It has required them
to provide bold and creative leadership and to devote
much more time to the coordination of the human re-
sources of the school so that they can mesh with re-
sources in the community. It has become vitally neces-
sary that all of the resources in the community be
brought to bear upon the difficult problems which the
urbanization process has created. The school is a focal
point in this collaborative effort. The school adminis-
trator must devote time and effort to the development
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This szems to be
the trend.

of appropriate action, but he must alse study the
educational implications of the deepening and persist-
ent probleins of urban life.

Impact of Modern T'echnology. The development of
data processing services av.! the introduction of data
systems have brought research to a level of sophistica-
tion hardly dreamed possible in previous times. The
establishment of various kinds of data banks, involv-
ing a wide variety of school functions, provides infor-
mation that can be used in making many complex
decisions and solving many difficult problems. How-
ever, increased administrative time and effort are, of
course, necessary to make full use of all the data we
now have available.

The administrator must make sure that input data
are accurate and th. + resulting reports from the com-
puter are true product reports about whst is taking
place in the school system. It is vital that the adminis-
trators, especially at the central administrative level,
become involved very carly, at the primary point, in
monitoring the date collecting process so that it may
more effectively serve the needs of the district. Admin-
istrators must be sure that data processing is used
in a2 manner that will ensure efficient operation without
losing the human equation or allowing the computer
to become a dictator in making important decisions in
the educational process.

Too few administrators are trained to take ad-
vantage of data processing. More emphasis must be
given to inservice education for existing administra-
tive staffs. At the preservice level, administrative pro-
grams now and in the future must prepare adminis-
trators to take advantage of the potential of data
processing,

It is obvious that the many trends we have noted,
and others too, are having a very great impact upon
the nature of the duties and responsibilities of the
general administrator. While he still must operate in
a great many areas, he is now being obliged to delve
more deeply and intently into each area if he is to
make responsible judgments and decisions as an ad-
ministrator. Admittedly, this trend is likely to cause
superintendents to forego empleving generalists in fa-
vor of specialists.
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Becoming an Assistant Superintendent

There are undoubtedly a wide variety of ways by
which a general administrator may advance to the
position of assistant superintendent. Primary qualifica-
tions in most states are possession . f a master’s degree
with a heavy emyphasis in school administration, suc-
cessful teaching experience, and administrative experi-
ence at various levels below the rank of assistant
superintendent.

Any number of other individual qualifications may
be cited as being essential:

e Skill in the areas of written and oral communication

® Demonstrated ability to wock with peers in a team
relationship in which the individual can be both a
leader and a follower; catalytic skills for pulling to-
gether divergent ideas and views of staff members

o Ability to coordinate and plan

® Ability to sce what has to be done and tenacity to
stick to the task until it is completed

o Capacity to live with pressure and to “roll with the
punches” dne to demands which have intensified
markedly in recent years

¢ Inclination to develop @ sound and well-rooted phi-
losophy based on viable leadership principles

® Possession of a sense of humor, especially in relation-
ships with “superiors” and colleagues

® (Good background and understanding of the opera-
tional procedures of school systems in general (es-
pecially important if the individual is to function as
a general administrator)

® Maturity. including the ability to accept (perhaps
expect) an increasing amount of adversity

® Demonstrated evidence of loyalty to professed prin-
ciples and beliefs regarding life and cducation.

Many institutions of higher cducation have de-
veloped internships in their graduate programs. These
afford opportunities for graduate students to move
into central office positions which may lead to the
assistant superintendency.

Promotion tn the assistaut superintendency is not
generally a complicated process. If the mdividual has
had the appropriate preparation required by state
statutes and the kind of experience that has enabled
him to develop the abilities indicated above, the
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chances for promotion to the assistant superintendency
are rather favorable.

In this new era of school administration, there is 2
need to reexamine certification requirements. It is use-
ful to raise the question, Do all the specialists on the
administrative team have to hold certificates heavily
laden with educational course requirements?

In many instances, the assistant superintendent
moves up through the ranks in the particular school
system in which he gets his first chance at the as-
sistant superintendency. Promotion from within is a
common practice in many school systems. There are
some disadvantages, however, in relying exclusively
upon this internal promotional process. Inbreeding
may result from the “promotion from within” process.
More and more school systems are seeing the advisa-
bility of having a proper balance between those who
come up through the ranks and those who have trans-
ferred from outside the system. A blend of the two
seems to be a desirable practice.

Assets and Liabilities

Tremendous opportunities for developing a sense of
professional achievement are inherent in the assistant
superintendency. Abundant personal satisfactions are
afforded, the position earns high respect, it enables
one to contribute substantially to the total educational
program, and its financial rewards usually permit a
satisfying level of living.

There are liabilities too, of course. Operational im-
peratives of the position may conflict with the in-
dividual’s best professional judgment and beliefs. He
may find himself, on occasion, being asked to support
a position or to represent the superintendent on an
issue with which he may not be in sympathy or in
agreement, yet as a member of the superintendent’s
team, he is required to be completely supportive.

Long hours and exhaustive expenditure of energy
are other liabilities. When given an assignment, the
assistant superintendent is expected to finish the job
no matter how long it takes. The result, in extreme
cases, can be an unreasonable drain upon mental and
physical health, not to mention undue interference
with family responsibilities.

The balance sheet of assets and liabilities depends
to a large extent upon the point of view of the in-
dividual. To the aspirant who is eagerly and im-
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patiently looking forward to the time when he may
attain a chief executive’s post, a seemingly long period
of apprenticeship may seem burdensome. To bear
heavy responsibility without enjoying the privilege of
being the final authority may become 2 burden. This
is not to say, however, that some assistant superintend-
ents don’t enjoy the opportunity to make decisions
without having to carry final responsibility for them.
One of the attributes of the perceptive superin-
tendent is the ability to identify the individual who
is best equipped to be the “man behind the man.”

In the final analysis, the balance sheet of assets and
liabilities in the assistant superintendency depends
upon the caliber and behavior of the superintendent
and the desires and actions of the assistant superin-
tendent.

Professional Growth

It has been said that having a top-notch man in the
post of superintendent affords the greatest oppor-
tunity for professional growth and development of an
assistant superintendent. This statement implies that
the chief executive’s commitment to the importance
of providing inservice growth opportunities for the
members of his leadership team will largely determine
how extensive the opportunities will be, Unfortunately,
too few inservice activities have been available to
most assistant superintendents. Formalized, systematic
programs have been rare. The need for assistant super-
intendents to participate in planned programs of pro-
fessional growth and development is hardly debatable.
Perhaps the most effective way for a board of educa-
tion and superintendent to promote the development
of top-level assistants is through the provision of op-
portunities for advanced study and for participation
in various kinds of workshop activities. Also, more as-
sistant superintendents themselves should seize the
initiative to promote their own professional growth
and development without waiting for prodding or for
an organized program in the system where they work.
This effort shonld be expended at both the state and
national levels,

The expanding program of the National Academy
for School Executives of the American Association of
School Administrators can be one avenue for the pro-
fessional growth and development of second-level
administrative leaders. Colleges and universities are
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amplifying opportunities for inservice development,
not only for the top-level school administrators in the
country, but also for their assistants. Experience
gained through the programs which may be developed
by the U.S. Office of Education in its Educational
Professional Developments activities should also open
up new avenues for the ongoing professional growth
and development, of school administrators at all levels.

It seems that while there has been a scarcity of
organized effort in the past to promote systematic
growth and development, this condition is changing.
Boards of education and superintendents see the ad-
vantage of promoting the professional growth of the
leadership team, and it is to be hoped that incum-
bents in these positions will increasingly take advan-
tage of expanding opportunities. Recognizing the
legitimaey of the assistant superintendency as a carcer
and not simply a stepping stone to the superintendency
should do mueh to encourage the professionalization of
the position.

Decision Making

Assistant superintendents, particularly in the area
of general administration, are increasingly being in-
volved in decision making at the highest level in
school systems. As has already been pointed out, pres-
sures in school a?ministration today and the com-
plexity of the problems that must be solved make this
a necessity. The degree of second-echelon involve-
ment in top-level decision making depends upon the
philosophy of the school system, perceptions of the
superintendent himself, and policies of the board of
education.

Most decisions are made on the basis of detailed
information and researclh. Considerable staff work
must be done befors a sound decision can be made:
position papers mast be drafted and various kinds of
reports compiled. The assistant superintendent is often
assigmed the responsibility for doing basic prepara-
tory work leading up to the actual decision making.
This is a very important kind of involvement in
decision making.

Most important decisions are made cooperatively
around the conference table in the superintendent’s
office. The chief executive increasingly relies upon
his first-line advisers to help him reach the wisest
decision or the best alternative from among the options
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which are open. It is safe to conclude that decision
making in most school systems—especially the large
and complicated ones—is carried out by teams of ad-
ministrators rather than by a single individual. The
assistant superintendent is deeply involved in this
process.

Evaluation

Evaluation, formal or informal, takes place in all
school systems. Consideration might well be given,
perhaps at the state level, to the development of broad
eriterta of successful performance which could be
adapted for use in local school systems. Assessment of
the assistant superintendent’s performance is usually
made by the superintendent. The board of education
may be involved in the cvaluation in some instances.
Usually these judgments are made informally by the
superintendent for purposes of determining salary or
deciding whether the individual will be continued or
promoted. Salary, promotion, and contract renewal
make unfortunate primary goals for evaluation. More
and more, however, the evaluation process is being nsed
to promote the professional growth of the adminis-
trator. This is a promising development, Systematic
evaluation can and shonld be a tool for the improve-
ment of leadership perfornance. It shonld hold a
higher place among the priorities of the superintend-
ent and the board of education in more school systems.

The place of evaluation in the improvement of
managerial performance has long been recognized and
prized by bunsiness and industry. Systematic evalna-
tion by job objectives, used with reasonable success in
industry. may offer a promising possibility in school
systems. Tt conld be the means to enable the individual
to—

¢ Understand more completely the scope of his duties
and responsibilities.

¢ Develop the ability to establisl: long- and shoit-
term goals.

® Place priorities npon certain leadership tasks which
are most critical in the performance of his dnties
and responsibilities,

e Clarify relationships with those whom he directs
and supervises and with those who direct and super-
vise him.
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¢ Improve his own day-to-day operational efficiency,
enhance his self-image, and increase his job satis-
faction.

® Understand better *‘how he is doing” from the point
of view of those to whom he looks for advice, coun-
sel, and guidance.

® Receive commendation and esteem for responsibili-
ties handled well.

Profile II—Desirable Changes

General Administrator:
Delineate job responsibilities
more fully, define limits of
authority with greater pre-
cision, clarify working
relationships, amplify in-
servise growth opportuni-
ties, provide sabbatical leave
privileges, form professional
associations at local and
regional levels with a focus
upon activities designed for
second-level administrators,
develop more systematic
supervisory techniques to
guide and reinforce mem-
bers of the superintendent’s
leadershipy team.

Suggestions for change in the assistant superintend-
ency do not involve reducing the scope of the position.
Rather, they involve defining jobs more precisely,
stipulating limits of responsibility and authority,
clarifying working relationships, providing for more
systematic and comprehensive inservice growth op-
portunities, instituting closer supervisory assistance,
and reinforciug support of the position of assistant
superintendent,

Better Job Definition

More precise descriptions of the duties and respon-
sibilities involved in a position should be given at
the time the individual is appointed to it. Too fre-
quently an individual is appointed to a position and
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is then obliged to develop job content understanding
and to create his own job description by trial and
error. The time is ripe for chief school administrators
to develop more formalized job deseriptions for these
top-level positions. Without more precise job definition
and task allocation. it is likely that there will be a
generous amount of buck passing, especially on the
“hot” issues. At the very least, team members are
likely to suffer from role confusion.

It may be unrealistic to expect that formalized job
descriptions will be prepared for every position on
the superintendent’s administrative team. In fact, de-
tailed written job descriptions may not be the an-
swer. Time is required to prepare these statements. As
soon as they are on paper they start becoming obso-
lete. A more promising approach may be to prepare
a written statement listing the broad expectations of
the superintendent and the board of education with
reference to the particular position. Certain leadership
tasks are more important than others. Some cxpecta-
tions have higher priority, particularly in the mind
of the chief school executive. It is important that
second-echelon administrators be aware of priority
values held by the superintendent. Even with a clearly
defined and written job description, it is imperative
to know how to commit personal energy and other
resources available. It is obvious that everything can’t
be done as expertly as may be desired.

Any list of job expectations should be considered
as tentative. Breadth of duties and responsibilities, un-
forescen problems, and the neccessity for flexibility
make it unrealistic to design a nice, neat list of per-
formance objectives. Closer communication between the
superintendent and the memkers of the administrative
team, in making sure that there is reasonable agree-
mert about tasks which should have the highest
priority, is probably the most that can be expected.

An additional advantage in having a clear under-
standing of the most important expectations of the
school system is that it facilitates the evaluation of
performance effectiveness. To say that it is important
that the individual understand what is cxpected of
him seems obvious, yet al! too frequently these under-
standings are vague if not nonexistent.

Working Relationships
As the size of the leadership team increases, the
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need to clarify working relationships becomes more
acute. Two kinds of relationships are involved: the
countless daily informal contacts between members of
the teamy, and the more formal relationships in cabinet
meetings at which the superintendent and team mem-
bers exchange viewpoints and make decisions about the
operation of the school system.

Some clarification of working relationships can be
achieved through a better understanding of the or-
ganizational structure of the school system. Levels of
positions and lines of interaction need to be clarified.
There is no discounting the fact that the personalities
of individuals involved will have much to do with the
degree to which working relationships will be com-
pitible or strained. Tt may be helpful for the chief
exeentive of the school system to take the time to ex-
plain his perception of the manner in which team
members should work together. Onee individuals get
some idea of the viewpoint of the leader, day-to-day
interaction may proceed more sinoothly and cffectively.

In formalized group mectings at the cabinet level,
the problem of relationships may be taken care of in
a developmental and natural manner without very
saneh need for deliberate ceffort. on the part of the
superintendent,  Time often  ameliorates problems
which may be evident at the outset. As a group works
together. a sense of understanding among the mem-
bers usually results. Tt is true that some groups do
not. get along cffectively and may not work together
efficiently. The skill of the superintendent is probably
the key factor in developing a smooth working or-
ganization, and individual members of the team soon
learn what to expect from each other. If not, it is
the superintendent’s responsibility to try to mold the
group into an effective decision-making body.

More attention to the importance of good working
relationships is ealled for, Members of the team should
be made to understand that a high priority is placed
upon these relationships. In addition, every effort
shonld be made to anticipate breakdowns in communi-
cation among team members and to apply appropriate
preventive action in order to forestall serions ruptures
in team member interaction,

Inservice Grrowth Opportunities
The recommendations in this area are based npon
the assnmption that more shonld be done to provide
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real opportunity to grow and develop on the job.
Administrators who sce their positions as careers
rather than as stepping stones to the superintendency
are seeking an opportnnity to grow and develop on the
job as long-term second-level administrators,

Tailor-made programs for individuals are probably
more realistic and more productive of professional
growth and development than group activities involv-
ing all members of the team. Sabbaticals for addi-
tional study at the university level or in some type of
independent cffort, patterned along the lines of the
Ford Foundation’s sabbatical year, seem promising.
It might be &« good investment for a board of educa-
tion to establish a supernumerary assistant superin-
tendency to make sabbaticals possible. The beneficiary
of the sabbatical would have a chance to gain new
knowledge, gather fresh ideas, and develop a dif-
ferent perspective without having to carry the load
of his position at the same time.

Assoctations for Second-Level Administrators

The recommendation that associations for second-
level administrators be formed at local and regional
levels indicates that existing professional organizations
are not providing enough opportunity for assistant
superintendents to get together and share viewpoints
and to work on commmon problems.

Supervision and Reinforcing Support

More reinforcing support from the superintendent is
desirable. This, on the face of it, may seem an un-
nsual request from administrators at this level. Pos-
sibly a clearer set of goals and objectives would serve
as ¢ good basis for supervision. As an example, the
dialogue between superintendent and his assistant
might follow this sequence :

“This is the objective.”

“These are the approaches I’'m using.”

“Here’s where we are now.”

“This is how I plan to proceed.”

“What are your suggestions ?”

The superintendent ought to devote more time—in a
very overextended schedule—to conferring with his
lieutenants, not so much about specific operational
problems as about the individuals’ own feclings, aspira-
tions, and personal expectations. It is fully recognized,
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however, that though more frequent conferences are
highly desirable, the superintendent’s very deep in-
volvement in a wide variety of pressing activities
mnakes them unlikely.

In view of the fact that the second-echelon adminis-
trator is often given difficult assignments and is being
asked to make harder and harder decisions, it is only
reasonable to expect that he needs more frequent rein-
forcement by the superintendent. This does not mean
“spoon feeding” and paternalistic reinforcement. It is,
rather, a plea for a closer sense of identity with the
chief cxecutive’s expectations and for reassurance
that his support will be forthcoming if the assistant
makes a decision or takes an action which backfires or
is not entirely successful. Often the superintendent
gives implied assurance of support, but it would be
more useful to have this reinforcement come as a result
of more frequent and deliberate contacts between the
two parties,

It is obvions from these recommendations that the
assistant superintendent in general administration is
calling for qualitative improvement in existing rela-
tionships rather than for a redesigning of the posi-
tion. The recommendations call for subtle changes
rather than drastic realignments or modifications in
job content or professional focus.
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3.
INSTRUCTION

Profile I—Current Status

Assistant Superintendent,
Instruction:

Provider of instructional
services, coordinator of staff
pianning, resolver of con-
flicts of human ideas, im-
prover of curriculum and
teaching, developer of in-
novative praciices, leader in
staff development, recom-
mender of staff eppoint-
ments, teacher of teachers.

Schnols exist primarily for the purpose of instruc-
tion. The member of the administrative team dealing
directly with instruction is a key member. He as-
sumes the responsibility and provides the leader-
ship in varied but related areas of the system’s
nperation. In carrying out his role, he works directly
with many people. To a large degree, his effectiveness
depends upon his ability to work well with others and
to utilize their talents in continuously developing more
cffective instructional programs,

The size of the school district is a major factor in
determining the scope of his responsibility. The as-
sistant superintendent for instruction may be the only
member of the superintendent’s team in a small dis-
trict. In large school districts, on the other hand, he
may work in a staff relationship with several other
members of the team who assume responsibility in
such other areas as finance, administrative services,
schoo! plant planning and construction, and staff per-
sonnel.

In some schcol systems, the assistant superintendent
for instiuction is in a line relationship with the super-
intendent. In such an organizational structure, he has
the responsibility for developing programs and the
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administrative duty and authority to see that they are
carrvied ont. Toven in a line relationship. the assistant
superintendent. must work with and through those in
lower cchelons. Tn fact, his effectiveness as a leader
is direetly related to his skill in motivating his sub-
ordinates to take the initiative in developing plans
for improvement in the instructional program.

In a stail position, the assistant superintendent is
called upon to help determine what is to be taught
and why, and sometimes what is needed for teaching.
The kind of organization he is in helps to differentiate
his role and his responsibility.

He may be called an assistant, associate. or deputy
superintendent. He may even have the title of director
of instruction. Regardless of his title, he is looked to as
the member of the temn who will help formnlate in-
structional goals, provide instructional services, and
sce that the job of teaching is effectively carried out.

In assuming the role of instructional leader, the
assistant, superintendent must work directly with
schaol principals. teachers. and commumty groups and
agencies. Most of his work will probably be done
with the school principal and the local instrnctional
unit. Fle must develop cooperative. desirable relation-
ships among other members of the administrative
team and must supervise members of his own staff
reporting directly to him. He is effective only to the
degree that he ean bring abont a desirable instruc-
tional program throughout the school system by work-
ing with all those directly responsible forr cffecting
constructive and desirable change.

Major Functions

The functions of the assistant superintendent. for
mstrnction may be classified into three main cate-
gories: (a) instructional services, (b) curricuhun de-
velopmient, and (¢) staff’ development.

Instructional Sereices. Usually the assistant super-
intendent for instruction is responsible for providing
instructional services to teachers and students. He
must organize wavs of selecting instructional ma-
terials and supplics, including texthooks, library books,
teachiug aids, and other items necessary for effective
teaching. Coordinating accreditation information from
the state department and accrediting agencies, sched-
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uling school terms, and developing the school calen-
dar are also his responsibilities. He is responsible for
preparing budgets for instructional materials and sup-
plies and for developing specifications for instructional
equipment and andiovisnal media. He usnally car-
ries ont these responsibilities throngh his staff.

The assistant. superintendent for instrnction gen-
erally is responsible for the coordination of staff plan-
ning cfforts that go into the development. of ednea-
tional specifications. Unless the learning opportinni-
tics to be honsed in a new facility are definitely out-
lined. the architect is left without direction as to the
kind of building he is expected to plan. This im-
portant job responsibility requires many hears of work
with architects, staff specialists. and other adininis-
trators.

TTis vole in providing instvuctional services might
he defined best as that of resolving conflicts of hnuman
ideas. The ability to resolve such conflicts and reach
decisions is a major skill that must he possessed or
assiduously enltivated by an assistant snperintendent
for instruetion in carrving ont all the professional
activities just mentioned.

Curviculune Development. Tn rocent vears, the as-
sistant superintendent for instrnction has had to con-
cern himself to a great degree with the all-important
function of improving enrriculnm and teaching. Cur-
riculum planning includes not only members of the
professional staff but also professional consultants and
conummity representatives. Except in the few in-
stances where there is a statewide preseribed program,
the assistant superintendent is called upon to help
define and interpret the goals for edneation. Fle mmnst
provide the leadevship to help determine what is
te tght in the schools. Becanse of this kev respon-
sibility, he not only must help to make the decisions
regarding currientnm but also mnst make cevtain that
evaluation procedures are clearly developed simnltane-
ously witl: the original plan for enrrieninm improve-
ment. He does so by Adirectly relating program objec-
tives to evaluation procednres. This process helps pro-
ditee needed data for future use as a hasis for cur-
rienhnm plannisg,

Currienhnm evolves, Sometimes the development of
the crriculim preceeds from an activity or materials,
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If this is the case, the assistant superintendent for
instruction must assist in the development of the
program implemented so that it will be consistent
with the instrnctional goals of the school system. The
Elementary and Secondary Education Act has em-
phasized his role as a leader in developing innovative
practices. He is called upon to assist in the planning
and preparation of requests for additional programs
to be funded from federal and state agencies and
perhaps foundations and gronps.

Because the instruetional act is carried out by other
professional personnel, some of whom may work di-
rectly under liim. the assistant superintendent gains
satisfaction from the results of the work of a great
many people. His greatest satisfaction is the personal
knowledge that he 1s a leading and contributing mem-
ber to the growth and development of an outstanding
school system. In his role as a leader in curriculum
development. lie is given the responsibility to help
formulate instructional goals and to plan and im-
plement programs. As a representative of the super-
intendent. he is called upon to make decisions and
commitments concerning certain aspects of the school
program. He 1s usnally the person with whom news-
papers and other news media consult when the super-
intendent is not available. Maintaining a good rela-
tionship with state and federal agencies and other
mstitutions is essential if he is to guide the school
program smoothly.

Staff Development. Leadership in the area of staff
development is one of the basic job responsibilities of
the assistant superintendent for instruction. It under-
girds all other functions. Instructional services can-
not be cffective, nor can curricnlum be improved, un-
less teachers are provided with some means to acquire
and npdate competencies, skilis, and knowledge. Many
school systems across the ~ountry aie fortunate enongh
to have institutions of higher learning located nearby,
making possible a wide variety of courses and coopera-
tive inservice activities. A few of the larger urban
school systems have developed-a kind of internal uni-
versity structure within their organizations complete
with special facilities for housing and implementing
the inservice function. These operations provide the
opportunity for continuouns self-renewal. Without a
strong progran: of staff development, all other phases
are weakened and can only limp along.
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The nature of staff development activities must stem
from the definition of a curriculum. In a public
school system, results are not gained from only con-
sidering the theoretical, as may be true on the college
campus. Teachers must be provided with a practical
and effective means for implementing improved pro-
grams in the classroom. The assistant superintendent
for instruction has the responsibility to help define
the nature of inservice programs. This is true whether
the school system assumes the responsibility for
teacher education or whether this role is assumed by
an institution of higher learning. Again, the relation-
ships that the assistant superintendent for instruction
has developed with the universities and with his peers
are key factors in determining how effectively he
carries out his respounsibility.

The quality of instructional programs depends upon
the quality of the teaching personnel in the school sys-
tem. The assistant superintendent for instruction must
make recommendations to the superintendent or to
those responsible for the assignment and employment
of personnel. He should have a knowledge of in-
dividual schools and be able to recomimend the kinds
of teaching staff needed tv: carry out a defined program.
Usually, he does not have the responsibility for select-
ing an individnal to fill a position or for recom-
mending the employment of a key person. These gen-
erally are the responsibilities of the member of the
administrative teamn in staff personnel. The assistant
superintendent for instruction may be called upon,
however, to help develop job deseriptions and quslifica-
tions for certain positions.

The effective assistant superintendent for instruction
must assume the role of a teacher of teachers. This is
a role lheld important by other administrators in the
school system. However, the definition of the kind of
teacher or administrator needed to carry out a defined
program must depend upon the leadership of the assist-
ant superintendent for instruction.

Professional Preparation and Development

The position of assistant superintendent for instruc-
tion embraces a great quantity and variety of job
responsibilities. The person filling this position must
be skilled in reviewing and continually setting job
priorities, in order to be sure that he is directing his
energies toward his most important responsibilities.
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Continnous professional development is essential if he
is to accept fully all of the challenges of the position
and to do an effective job.

Preferably, the assistant superintendent for instruc-
tion should have demonstrated that he was a successful
and effective classroom teacher and administrator. His
formse}l preparation should be in the fields of cur-
riculum development and/or educational administra-
tion. \ doctor’s degnree is almost essential.

Ger avally, he should have demonstrated ability to
perceive, plan, implement, and continuously improve
an instructional program. He should be able to work
effectively with people at all levels of professional
development and with the public in general. Above
all, he should understand and have a working knowl-
edge of child development and be familiar with prac-
tical learning theovies and teaching styies.

The assistant superintendent for instruction must
also develop a practical insight inte educational trends
in his community and throrghont the country. The
ability to conceptualize the direction and goals of the
entire sehool svstem five or more years in the futur:
and to identify those programs and activities which
would help direct the school system toward those goals
is critically important. It means not only studying and
keeping abreast of enrrent trends and innovations but
also demonstrating initiative in developing programs
consistent with the overall policies and direction of
the school system.

Most graduate programs are for the purpose of
development in general school administration, The as-
sistant superintendent for instruction may study in
the area of curriculum development and supervision,
but there are few, if any, formal programs specifically
designed for his development. However, his informal
education never stops. The very nature of the position
provides inservice opportunities not available to most
professional personnel. Most. of these inservice oppor-
tunities consist of work with committees and groups at
the university and public school level. The assistant
superintendent for instruction is responsible for work-
ing with curriculum planning committees and profes-
sional organizations and groups. Some professional
growth is unavoidable if he does the i o effectively.
The quality and quantity of this growth, however,
depend largely upon his initiative and desire to grow,

The position of assistant superintendent for instrue-
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tion is probably the mest effective preparation for
the snperintendeney  (if the superintendent is con-
sidered to be the main instimetional leader of the
school system). He is in a unique position to lead the
development of an instructional program from the
formmlation of objectives to their final attainment in
the classroom. His contact with and knowledge of
many disciplines max prepare him for certain posi-
tions in higher education, if he wishes to change the
direction of his carcer.

Although the assistant superintendency may be used
as a stepping stone. the more effective assistant super-
intendents are those who find their greatest satisfac-
tions and challenges in their present posmlons, work-
ing effectively 101 instructional 1mp1‘0vement They
gain satisfaction from being part of a growing and
mlprmmg school svstem : they make docmons 1efrald-
ing professional advancement in terms of opportum-
ties to serve instrnetion.

Liabilities

One of the major liabilitics mentioned by some
people in the position is the fact that the rewards
and satisfactions of the job ocecur through other
people. The “payoft” of an instructional program oc-
curs in the classroom. The assistant superintendent
for instrnction is. in the first place, a teacher. He
shares in the dev clopment of pupils. But since he is
not invelved (lnocﬂ\ in the teaching act, he must be
content with gaining his satisfaction from secing in-
strnctional programs bear finit in the c]'lssroom be-
cause of the efforts of others.

Directing and implementing change for a school
system arc long and sometimes tedious tasks. A per-
son in the position of assistant superintendent for
instruction must have patience. He is effective only
to the degree that he can assist others in improving.
Although he may have the . thority to direct that
certain improvements be made. real improvement in in-
strnetion _cannot be brought about by direction "t
only by the understanding and competence of the pro-
fossional personnel dn‘o(,t]v involved. The status of the
assistant superintendent’s position should permit him
to have control of sufficient resonrces to assure the
success of programs for which he is responsible. In
most cases, he marshals these 1esources through other
people.

14
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Usually the assistant superintendent for instruction
is second in command in the school system. He may
share this status with others of equal rank. In any
event, he is often called upon to represent the super-
intendent and to make decisions regarding the total
operation of the school system. As a member of the
team. he must be zontent with working with and
th. 1gh others and must develop a trust and under-
standing of the other team mem.bers.

Decision Making

The assistant superintendent for instruction is in-
volved with the superintendent, members of the board
of education, and other professional colleagues in top-
level decision making., He must be able to organize
and assimilate facts about an instructional or adminis-
trative problem and to make decisions. As a member
of the staff, he has the responsibility to provide infor-
mation about the instructional program to others
who also have to make decisions.

As a spokesman for the school system, he is re-
quired to assist in interpreting decisions that are made
by the total team. In some instances, he may be called
upon to interpret actions and decisions of others in
the school system over whom he has no direct ad-
ministrative authority.

Evaluation

The cvaluation of the assistant superintendent for
instruction is made by the superintendent. The assist-
ant serves at the pleasure of the superintendent, and
the kind of evalnation he receives depends a great
deal upon the consistency of his philosophy with that
of the superintendent. Since he is a member of the
superintendent’s staff, his success or failure depends
npon the success or failure of the superintendent.
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Profile II—Desirable Changes

Assistant Superintendent,
Instruction:

Define more specifically
what the schools should
teach, utilize more effectively
competencies and capabili-
ties of staff members in cur-
riculum development, broad-
en efforts as leaders in teach-
er education, help to expand
the walls of the clossroom to
include the total community,
develop ability to select
from technological change
those resources which can be
effective in the classroom, be
move involved in helping to
develop patterns of

staff utilization and differ-
entiated staff to achieve
individualization of teach-
ing, contribute to the deter-
mination of the nature and
characteristics of prepara-
tion programs for future
administrators.

The current revelution in education will naturally
bring about a revolution in the nature of the position
of the assistant snperintendent for instruction. Public
school systems have greatly intensified the search for
better ways to teach children, Administrative organ-
izations and stafing patterns are changing. School
plants ave taking on a new appearance aud becoming
more functional, The nature of the revolution might
best be characterized by “relevancy of the curriculum”
and *“flexibility of the school plant.”

Social problems and the rapid development of tech-
nology make leadership roles in public education more
important than they have ever been. Leaders must pro-
vide guidauce in shaptug the ¢onditions that exist in
our society into more effective prograws for instruc-
tion, The assistant superintendent for instruction must
assume the strong leadership role in a changing educa-
tional center.
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... and how it
should be taught.
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and, in my opinion,
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we are belatedly
recognizing the fact.
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Paramount among his responsibilities will be to de-
fine specifically what the schools should teach. Curricu-
Inm development mnst now stem from the charvacteris-
tics of the students to be tanght and from the problems
and needs of society, rather than from the standpoint
of subject matter ficlds. For the most part, curriculum
has been defined at the university level, and its charae-
ter has been stated by textbook publishers. The univer-
sity is too far removed from the students in public
schools, and texthook publishers are too late in reducing
to the printed page the natnre of the instrnctional pro-
gram required in onr time. Leading enrrienlum de-
velopment will become the major role of the assistant
snperintendent for instrnetion.

Fanphasis is eurvently heing given to involving more
people in the decision-making process. This is as it
shonld be. In designing a relevant and exciting cur-
rienlum for students with defiried characteristics, the
assistant. snperintendent for instruction must develop
the shills and organizational know-how to ntilize effec-
tively the competencies of many people.

The teacher must become a director of the learning
process. not merely a dispenser of infcrmation. The
assistant superintendent more than ever before will
have the job of teacher edneation, to help develop =«
new and expanding teaching rvole. The rofessional
teacher is rapidly moving away from the self-contained
classroom. He is required to develop skill in working
with other members of the teaching team who will be
helping to carry ont instructional tasks with pupils
as individnals and in groups. The assistant. snperin-
tendent must. understand rhe changing teacher vole
and help in its development,

Use of the computer in making administrative de-
cisions and in employing paraprofessionals to serve
in the classroom are two examples of recent changes
in the educational center. School systems will be nov-
ing into year-ronnd instrnetional programs, and or-
ganizational patterns will continue to evolve to pro-
vide the best administrative framework for effective
ntilization of resources.

One of the most exciting trends which will directly
involve the assistant snperintendent for instruetion is
the expanding of the walls of the classroom to include
the total community. In the very near future, a rather
sizable portion of a pupil’s formal education will take
place outside the school building. Vocational edneation
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and work experiences will become means throngh which
currienlum  content and course regnirements can be
made relevant to the stndents’ needs. The direct ntiliza-
tion of business and indnstry as resources for instrne-
tional pnrposes is inevitable. The assistant superin-
tendent. nmist, therefore, become familiar. if he is not
alveady. with the qnality of business and indnstry and
be able to select from technological change those re-
sonrces which can be effective in the classroom. As the
scope of the edneational program continues to expand,
so will the responsibility for providing direction and
leadership.

More is being learned every day abont how instrue-
tion can be individnalized. Teehnology. changing con-
cepts regarding supervision and control of schools, and
new organizational patterns for teaching ave helping
to make this individnalization possible. Assistant su-
perintendents for instruetion will find themselves be-
coming more and more involved in helping to develop
patterns of staff utilization and differential staffing
that will best achieve individnalization of teaching,

School systems will take on a different image. be-
canse a conscientions effort is being made to educate
all pnpils and to make what is tanght consistent. with
onr knowledge abont learning and the characteristics
of pupils. Individnalization of instruction will make
the teaching act and the definition of enrrvicnlum more
child-centered. The 1lelds of medicine, psychology.
sociology, and anthropology offer knowledge and un-
derstanding that will be nseded in the future by the
assistant superintendent for instrnction. Formal prep-
aration programs for school administrators will be-
come interdisciplinary in character and include direet
firsthand experiences in locations of varying degrees
of sorial change. The assistant snperintendent for in-
struction will find himself helping te determine the
natnre and characteristics of preparation programs for
futnre school administrators. He may also he called
upon to help supervise and gnide the educational proc-
ess for those who are tryving to develop the competen-
ctes needed to become instructional leadeys.

The continuing development of worldwide means of
commmmication and transportation will bring new in-
sights and offer new opportunities for more effective
instruction, The development of a concept of world
events and the nnderstanding of their implications for
instrnctions1 practices in locai classrooms will hecome
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He mnust learn to use
the best of the old—
not just diseard {t
beeause it is old.

(9]
-

essential. Conventionalism will prove frustrating to
educational development. Helping instructional lead-
ers to expand their horizons will consume a great deal
of time, effort, and energy on the part of the assistant
superintendent for instruction.

As the job expands in scope and importance, the
qualifications necessary to fill the position will also
expand. The challenge and the rewards for those who
qualify will be unlimited.
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4.
BUSINESS AFFAIRS

Profile I——Current Status

Assistant, Superintendent,
Business Affairs:

Specialist in organizing,
controlling, directing, and
evaluating; accountant, pur-
chaser, supply manager, and
preparer of budgets;
director of transportation,
plant maintenancs, and
custodial and food services;
user of data processing ;
consultant in school building
planning and construction
adwiser in insurance pians
and programs; implementer
of program planning, bud-
geting, evaluation systems;.
practitioner of good public
relations; proponent of
continuing programs of
service training and human
relations, participator in
collective negotiation.

The position of administrator for business affairs
is the oldest of the specialized administrative positions
on the superintendency teem. During the early develop-
ment of eduneational administration as a profession it
was ot uncommon for local boards of education to
hire a business manager before adding a superintendent
to the school staff. These business managers, for the
most part, did not have a professional education back-
ground and were hired to relieve the board of some
of its administrative duties. (Chicago, Cleveland, and
Philadelphia are three of the larger cities in which
this pattern prevailed.) In secking business managers
for the position, boards tended to look to the local
business community for presumably competent in-
dividuals and did not concern themselves with the
candidate’s ievel of business management training,
knowledge, or expertise. It was believed that these
qualities could be developed on the job.
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Gradually, persons chosen for business manager posi-
tions come to have qualifications in both business man-
agement. and educational administration. This trend
opened up opportunities in business affaiis for staff
members within the school systein. Business education
and accomnting proved to he fertile fields for candi-
dates in this area,

School consolidation and 1eorganization have ac-
celerated the trend toward employing administrators
of business affairs who are highly trained for this posi-
tion. Demands for more and more knowledge and
technical skills in business inanagement have intensified
so much that untrained and unskilled persons cammot
assume the position and adequately serve the educa-
tional system expecting to learn the skills needed on
the job.

Diversification and specialization have required the
business administrator to function more as a general
manager, delegating to assistants thie operational re-
spousibilities of the department. It is perhaps this
trend, more than any other factor, that has clevated
the chief business administrator to a key position on
the superintendent’s team.

Tt must be pointed ont that the adimimstrator of
husiness affairs is not always given the title of assist-
ant. superintendent. Other titles enrrently in unse in-
clude acininistrative assistant, business manager, busi-
ness seeretary, business superintendent, purchasing
agent, controller, financial secretary, director of busi-
ness services, and clerk-treasurer of board of education.

These titles illustrate the many functions performed
by the business affairs administrator, While titles may
he wuimportant, they do help deseribe job content and
status in the organizational stracture. In general, “as-
sistant superintendent forr business affairs” is the most
appropriate designation, indicating botl: rank and
specialization in a mamer that will allow the incum-
bent to maximize his contribution to the operation of
the educational enterprise.

Job Content and Evolving Trends

The administrator of business affairs, as a member
of the leadership tean in the sehool system, fnlfills his
role best when he understands the prime goals of
cducation and works closely with his colleagues in
promoting the highest quality of edncation that the
commmity can afford. He secks to enswre that every

62



O

ERIC

Aruitoxt provided by Eic:

activity will contribute positively to the nnprovement
of cducational opportunity for all yomgsters. He
provides and maintains resources. facilitics, and serv-
ices of the highest order. stresses the importance of
thorough and prompt delivery of services, and main-
tains the most effective relationships with the com-
munity.

Operational functions in business affairs may bte
classified into two broad categories. The older and
more basic functions are planning, organizing, control-
ling. programing. coordinating, directing, staffing,
and evaluating. Specific areas of activity in this cate-
gory are budgeting, accounting, finance, purchasing,
supply. transportation. plant inaintenance, and cus-
todial and food services. More recent. operational func-
tions, rivaling the older group in significance, are data
processing. school bailding construction, insurance,
public relations, inservice training, and collective nego-
tiation.

Figure 4 gives an example of a typical organiza-
tional structire for a department of business affairs,
illustrating arcas of emphasis.

There is no doubt that the demands being made upon
the business affairs chief administrator are becoming
imereasingly rigorous. They require more penctrating
knowledge. deeper isight, and greater overall com-
petence in the performance of duties and responsi-
bilities. An example of a recent development that calls
for this type of expertise is program plaiming-budget-
ing-evaluation systems (PPBES). PPBES promises
to change markedly many practices in the management
of educational and financial rescnrees in schools.

In 1968 the Research Corporation of the Association
of School Business Officials (RC-ASBO), in coopera-
tion with the U.S. Office of Education, embarked upon
a three-year study to develop a design for this new
system of eduwcational and fiscal menagement. 'The
product of this project is an Educational Resource
Management Design (ERMD) which emphasizes the
management of resources. Figure 5 illustrates the
general components of the ERMD model.

Obviously the ERMD model represents only one
approach to the PPBES problem. Program planning-
budgeting-cvaluation systems are especially relevant
to the team concept of educational leadership, maxi-
mizing close interaction in educational management.
PPBES models stress close interdepartmental plan-
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ning, implementing, and cvaluating. No department
operates alone or unilaterally.

PPBES models also stress student achievement, cost
data, and highly sophisticated personnei management.
The chief administrator of business affairs is a key
person in the development and successful operation of
this promising innovation in school administration.

Federally supported programs have had a significant
impact upon the administration of school business
affairs in that they have required application of more
advanced and complex finance and accounting pro-
cednres.

The manager of school business affairs has a very
dynamic funetion. calling for broad perspective and a
high level of knewledge and operational efficiency. It is
understandable that the position has risen in status
and tmportance as a part of the snperintendent’s lead-
crship team.

Figure 5 Educational Resource Manayement Design*

Broad
Objectives
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Potential
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Identified

Inputs
/ Identified
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Alternative
Programs
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* Research Covporation of the Association of School Business
Officials. Report of the First Nationul Confcrence on PPBES in
Education. Chicago : the Association, 1969, p. 47,
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Significant Relationships

Relationships are of two kinds: internal and ex-
ternal. The two kinds are interrelated, and both are
extremely important.

The administrator of school business affairs, as a
cabinet officer, is the snperintendent’s principal adviser
in matters having to do with business and finance.
However, these matters are closely intertwined with
instrnction, enrrienlnm, staff personnel, public rela-
tions, pupil services, human relations, and all other
functions of school administration. Therefore, the chief
administrator of business affairs must have a positive,
smooth working relationship with a vartety of indi-
vidnals on the school staff and in the commmnity as well
as with the superintendent and members of the local
board of education. He .nust be a “team man” in the
broadest sense.

Relationships with Superintendent and Board of
Education. When the position of business manager, as
it was frequently termed, was initially established, it
was often placed under the direct supervision and
control of the board of cducation. This arrangement
continues to exist in some systems. Dnal management
of a school systemn (superintendent for educational af-
fairs, business manager for noncducational affairs)
produces many problems. Two bosses disperse ac-
comntability and decrease ecfficiency. Time has shown
the wisdom of having one chief executive—the super-
intendent-—who is held responsible for the entire sys-
tem. He can be held accountable by the board not only
for the chief purpose of the school system—providing
the best possible quality of edncation for all children—
but also for the general management of moncy, facili-
ties, equipment, and materials.

It logically follows that the adininistration of busi-
ness affairs comes nnder—unot adjacent to—the super-
intendency. The administrator in charge reports di-
rectly to the superintendent and is a member of his
leadership tean. His relationship to the superintendent
tends to be as close as that of any other major depart-
ment or division head. It should be a “onc-to-one”
relationship unhampered by any intervening layer of
achninistrative strncture.

If the line and staff dichotomy prevails, the admin-
istrator of business affairs is a staff officer. His chief
role is to deliver business services to all segments of
the school system cfficiently, promptly, and in con-
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formance with the educational purposes and objectives
of the system. He does not exercise line authority over
other departments and divisions. Rather, his office
sorves their requirements. His authority extends only
over those within his department.

Being at cabinet level, the administrator of business
affairs has an opportimity to share in the formation of
top-level decisions, many perhaps not technically of a
bnsiness natnre. Because of this general involvement
inmanagement determinations guiding the educational
enterprise, the head of bnsiness affairs must be
equipped with breadth and depth of training. experi-
ence, and backgronnd.

His contacts with the board of education are throngh
the snperintendent. He is generally required to attend
hoard meetings. particularly when business aflairs
items mre nnder consideration. In most instances, the
snperintendent will expeet the administrator of bnsi-
ness affairs to carry the burden of presentation on
these matters. At no time is it wise or proper for the
head of business affairs to make “end runs” around the
superintendent either on his own initiative or in re-
sponse to overtures of board members. This does not
mean that direct contacts are not to be made between
the business affairs administrator and board members.
When the occasion requires them, however, they should
be made with the complete knowledge and consent of
the superintendent. It is important that all parties fully
understand and concur with the wisdom of this mode
of operation, which is generally conceded to be cssen-
tial for the best operation of the school system,

Relationships with Professional Colleagues. Cabinet-
level status implies that relationships with colleagnes
should be free, friendly, and unfettered. Lines of access
shonld be unhampered by bnreaucratic procedures or
red tape. Business functions cannot be carried ont in
isolation or as compartmentalized activities. As noted
previously. they interrclate with all other functions,
including strnetion. curricnlum, and staff persomnel.
This complex interrelatedness requires the head of each
department or division to resist any temptation to
operate unilaterally. to seek preferential status, ov to
expeet the superintendent to grant VIP treatment to
his concerns. Interdepartmental friction and conflict
weaken the stamina of the school system and decrease
its capacity to provide educational services.

Community Relationships. As the superintendency
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has become a complex of many diverse operational
functions, the need las increased for the superin-
tendent to have able lieutenants to represent him not:
only within the confines of the school systens, but in
the community as well. The administrator of business
affairs is being called upon increasingly to speak for
the school system in the commuuity o many phases of
the business function. He is being asked to interpret
needs and requirements, explain operations, justify
decisions, and respond to community concerns abont
his area of operation. This dimension of his duties
should be given significant priority.

(Communications media have come to cxpect the
business affairs administrator to be the sowrce of in-
formation on all phases of business management.
Ability to field difficult questions of perceptive and
probing reporters and to appear calm and collected be-
fore the TV camera are prime requirements of the job.

Community interest in school business affairs is more
intense and persistent than ever before. The school
system’s ability to give a good account of its business
management acumen and cffectiveness rests upon the
ability of the administrator of business affairs to con-
duct a thorougnly competent and effective department
and—equally important—to communicate its accom-
plishments to the commnunity.

Relationships with State and Federal Agencies. Be-
ginning about the middle of the 1960, a new force
became significant in the business management of
schiool systems. This was the stepped-up federal as-
sistance to schools, especially programs and projects
under the Elementary and Secondary Education Act.
Managing allocated federal funds and accounting for
their expenditure fell to the administrator of business
affairs. The complicated procedures governing expendi-
tures and the involvement of many persons at state and
federal levels in the management of these programs
added to his work load. His relationships with state
and federal agencies markedly maltiplied as a result
of their increased aid to education.

Moving Up the Promotional Ladder

An ample quantity of both professional preparation
and qualifying experience should be prerequisites for
appointment to positions as school business admin-
istrators, Professional preparation in this area was
first made available in the summer of 1926 when a
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course in schon! husiness administration was offered at
Teachers College, Columbia Univeisity. Today many
colleges and universities offer course work in this area,
and many gradnate courses required of educational ad-
ministration students inelude some facets of business
management.

A substantial number of today’s administrators of
school business affairs have been trained primarily
with majors in business administration, engineering,
architecture, acconnting, law, and other aress not gen-
erally believed to be preparational fields per se for
entry into schiool business affairs. However, it is esti-
mated that abont 75 percent have had some cxperi-
ence in education prior to assuming their positions.
There are, of course, notable examples of individuals
who have gained claim to a status of top-flight school
business administrator solely on the basis of long and
successfnl practical experience. Nevertheless, a sound
program of professional preparation offers a surer
promise of success on the job.

Preparational Requirements. While it is difficult, if
not inadvisable, to recommend precise requirements in
the preparation of individuals for a position develop-
ing and expanding as repidly as is that of the admin-
istrator for business affairs. the following elements are
considered essential i1 a comprehensive program of
professional development :

1. At least a baccalaureate degree; preferably a
graduate degree

2. A balanced program of courses ineluding school
business administration, law, accounting and finance,
plant operation, plant plaimming and construetion, cur-
riculum, school management, personnel administration,
and electives in general education

3. A one-year internship following completion of the
above course work

4. Additional specialization as new functions are
initiated, e.g., inservice seminars in data processing,
program budgeting, and other areas

5. Experience in teaching or some aspect of educa-
tional service

6. Work experience in business or industry

7. Experience, if possible, in some phase of school
administration or supervision.

These recommendations may seem demanding, but
because of the requirements of contemporary school
business affairs, and because this position may be the
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training grouud for the superintendency. there is good
reason to make preparational requirements rigorous
and exacting.

Promotability. Althcugh the speeific expertise de-
sired in a prospective superintendent varies with the
situation, time. and board of education involved, the
administrator for husiness affairs is in a desirable posi-
tion when secking a superintendency. Beeanse the
business function is an essential part of all the activ-
ities in an cducational system. he has most likely been
involved to some degree with all aspects of the adnin-
istration of a school district. He also will generally
have a sound knowledge of finance and business prac-
tices, which is appealing to a school board in its in-
creasingly diftienlt task of providing funds for an
expanding educational program.

This is not to say that all boards seek a business-
oriented and Dbusiness-trained individnal as snper-
intenoiait, Many boards will be looking for a currien
Tum specialist, a personnel specialist, a building man,
or a known innovator. However, the training and
experience of the business administrator do provide
excellent. stepping stones to the superintendency.

During recent years some influential voices have
been raised in behalf of 2 new kind of superintendent.
one primarily skilled in large organization manage-
ment. As school systems grow in size and complexity,
as budgets soar. as bnreancratic tendencies mount, the
-apability of the superintendent. to deliver efficient. and
effective edueational services is severely taxcd. Large
city systems, espeeially, seein most susceptible to these
strains, What is needed, it is argued, is a top-level
manager. Advocates of this point of view, in hiring
a business administrator as superintendent, seek man-
agement skill comparable to that needed to head large
business and industrial corporations. Without debat-
ing the pros mid cons of this viewpoint, it is obvious
that those who hold the position of head of business
affairs are likely to possess more of the elements. of this
type of management expertise than any other mem-
ber of the superintendent’s leadership teain.

Fraluation

In some vespeets it is easier to evaluate persons em-
ployed in school business adutinistration than in other
positions of administrative respousibility. It is the
business administiator’s responsibility to assure that
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the financial affairs of the school system are in order,
and these affairs are under constant scrutiny. His ac-
tivitics are recorded and open to official audit as well
as to pnblic questioning.

However, even though the top business administra-
tor’s technieal competence may be measured in more or
less objective termns, there is still the question of how
well he funetions as a member of the “administrative
team.” Tt is in this area that informal evaluation by the
snperintendent and/or members of the board takes
place. What is the bnsiness administrator’s relationship
with them? How do they perceive his relationships
with other staff members and the community ? What
quality of advice does he provide the superinteadent
and board in the business administration sphere and
on matiers of general importance to the educational
program’s direction?

Tt is trie that the mortality rate in this pesition is
relatively low. Once a business affairs administrator
has established that e possesses certain technical skills
and is capable of guiding the financial affairs of the
system, the school board is usuaily hesitant to replace
him, because there is a considerable amount of detail
and rountine irvolved in the financial operation of a
school system which is jeopardize? by a turnover in
personnel.

Rewards, Satisfactions, and Liabilities

In addition to the prospect of advancing to the
snperintendency and the increasing financial compen-
sation, there arc less tangible rewards available to
the administrator of business affairs. These include
satisfaction in the performance of an essential service
in the cducational system, in the development and
training of young professionals in the area of business
administration, in the development of a tear provid-
ing a support service for the instructional program,
in serving as a representative of the educutional enter-
prise to the outside public, and in being a key mem-
ber of the administrative team that establishes goals,
objectives, and procedures to be pursued by the school
system.

As with other positions of respousibility, there are
also certain liabilities associated with the position of
business affairs admimstrator. These include keeping
long howrs, working against deadiines, being account-
able for the resnlts of both long- and short-range plan-
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If the business
administrator of a
school system is

to maintain and
increase his valuc to
the organization, he
must plan time to
“break away” for
continued education
and recreational
vacation time.

ning efforts, and being the focal point i the decision-
making process when dollars influence the unltimate
decision.

Because of the vear-round demands of the financial
operation of a school system, the lack of trained per-
sonnel, and the often small number of staff members
assigned to this function, it is difficult for the chief
business affairs administrator in a school sysiem to
“break away” for sabbatical leaves and continuing edu-
cation, let alone for personal vacations of any extended
duration. This lack of an opportunity to recharge his
batteries is possibly the greatest liability faced by the
public school administrator of financial affairs.

Summary

The administrator for business affairs, who once
played a semiclerical role as the handler of adwmin-
istrative details for the board of education, has evolved
into a highly specialized and important mer-ber of the
superintendent’s administrative team. The effective in-
cumbent in this position today is a leader who is well
trained and competent in decision making. He has
high-level managerial responsibilities as well as staff
responsibilities as an adviser to the superintendent
concerning financial affairs (nd matters of general im-
portance to the educational nrogram. He is at the same
time a specialist in the financial oporation of the sys-
tem, a director of the logistical support component
of the system, a consultant and adviser to the in-
structional and administrative staff, an implementer
of innovations in financial planning and operations,
a practitioner of good public and human relutions,
and an active participant in the decision-making and
policy-development processes within the system.
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Profile II-—Desirabie Changes

Assistunt Superintendent,
Business Affairs:

Provide more time for pro-
fessional growth and devel-
opment, develop better
procedures for relating the
educational product to cost,
clarify role of top business
administrator, develop better
programs of perservice
preparation.

It a poll were taken of the school business adminis-
trators across the nation, it is likely that they would
identify an endless list of desirable changes in their
role, based on their individual experiences. The sug-
gestions that follow represent the views of those in-
volved in this study. Other evaluators of the position
would probably stress other things they would like to
see changed.

The proposals that follow are grouped into four
general categories: (a) preservice training, (b) clarifi-
cation of role, (c) improvement of techniques related
to the budgetary process and financial procedures, and
(d) devclopment of inservice opportunities to enhance
professional growth.

Preservice Training

As stated earlier, today’s business administrator
probably has a combination of training and experi-
ence in both professional education and business man-
agement. As he advances in his career and assumes
the top business position in a school system, it is im-
perative that he have behind him sufficiently broad
experience to cnable him to analyze and intevpret the
environment and social milien of which the educa-
tional system is a part. He, as the top business adminis-
trator, must have more than the technical training
nceded to handle the finances of the school system if

¢ he is to provide professional leadership in the transla-
;  tion of the tax dollar into a sound educational pro-
: gram for the future.
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Clarificaiion of Role

The role of the top business administrator in a
school system must be clearly defined. He is now
a source of ideas related to system objectives, a facilita-
tor of the educational program. an implementer of
new techniques and programs designed to enhance the
operations of all segments of the organization. He
shourld no longer be seen only as the purchaser of
equiprae it and payer of bills, He must demonstrate
expertise in the area of finance and the expenditure of
funds that may be tapped by the other members of the
administrative team, He can no longer Le viewed as the
keeper of the purse who complicates rather than assists
the efforts of these individuals to accomplish educa-
tional objectives.

Improvement of Techniques

The increased competition for the public tax dollar
is placing a greater demand on educators in general
and bnsiness administrators in particular to justify
eduecational expenditures. The public is demanding
greater evidence of return for the dollars spent on
education.

The business administrator needs assistance from
individuals in research, curriculum, instruction, tech-
nology, psychology, and other areas if he is to develop
budgetary procedures that will explain the costs of
edncation in terms of services rendered and the product
produced. It is imperative that these other fields of
specialization be invelved in the development of the
desired techniques to ensure that the cost factor is not
emphasized at the expense of the educational product
—the child.

Inservice Opportunities and Professional Growth

School boards and superintendents must recognize
the pace at which the field of school business adminis-
tration is expanding and assure that their business
administrator is given ample time to update his train-
ing and continue his professional growth. Provisions
should be made for released time so that he may attend
conferences, return to school, and maintain contact
with all aspects of the educational program, not only
in his own system but across the state and nation as
well.
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Challenges To Be Met

As a member of the leadership team, the head of
school business affairs inust assume his proportionate
share of responsibility for solving many problems
which are outside the normal boundaries of business
affairs. Formalized negotiations with teachers and
other employees, de facto segregation, decentralization
and ccamunity control of schools. allegations of irrel-
evant. cducational services, bureaucratic administra-
tive structures and practieces, overall management in-
effectiveness, accountability in business and fiscal mat-
ters and in cducational service—these typify the kinds
of problems facing school administration today. The
list could be extended.

The chief business affairs executive must be ready to
advise on the business aspects and implications of
decisions in these areas, but he must go well beyond
this point. He must be a generalist in the broader
aspects of school administration, helping the super-
intendent arrive at the wisest decisions in cach of these
critical and complex areas. Therefore, ke must broaden
the scope of his knowledge and eompetence in school
administration.

The inevitability of change is the one eertainty the
school business affairs administrator—or a' y other
member of the leadership team, for that ma'ter—can
count on. Change and npheaval tend to frustrate the
coolest administrator, unless he has learned ¢o accept
and accommodate to the rigors of rapid change. This is
an intangible imperative but a vital one. Tough prob-
lems won’t go away. Satisfactory solutions won’t come
casily., Hopefully, preservice and inservice training
will stress the importance of the leadership qualities
of patience, forbearance, objectivity, sensitivity, and
poise. It may well be that the cffectivencss of deci-
sions in the difficult areas of school adminisiration will
be determimed more by the temperament of the deci-
ston makers than by the substance of the decisions
themselves. Thus, the intangible qualities of leader-
ship style become critically important in the training,
selection, performance, and evaluation of the busi-
ness affairs administrator.
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5.
PERSONNEL SERVICES

Profile I—Current Status

Assistant Superintendent,
Personnel Services:
Recruiter, selector, appointer,
deployer, developer of per-
sonnel,; originator of person-
nel policies, procedures, and
programs; counselor and
adwiser on personnel prob-
tems; salary administrator,
performance evaluator, com-
municator and interpreter
of personnel actions; con-
sultant in negotiation;
contributor to advancement
of personnel administration.

The individual in charge of staff personnel functions
has traditionally concerned himself with employment
of school personnel—chiefly the certificated staff. Em-
ployment is his oldest function and the one that most
frequently justified the creation of a separate division
or depaviment to carry out personnel activities. After
World War 11, many superintendents of schools found
it exceedingly difficult, if not impossible, to devote
enough time and energy to recruiting, selecting, and
employing increasing numbers of personnel. Demand
became enormous, supply increasingly inadequate. The
exigencies of the supervintendency multiplied to so
great an extent that personnel management as a sep-
arate function became more and more necessary.

Personnel administration in the beginning focused
on the need to develop better procedures to select teach-
ers in large city sysgams. In May 1940 a small group
of examiners from the larger cities in the east and
representatives from the American Council on Educa-
tion, the Cooperative Test Service, and Teachers Col-
lege, Columbia University, held a two-day meeting ia
Washington, D.C,, to discuss the selection process,
especially the examining procedures. This meeting
marked the begimming of a national body concerned
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with employment of school personnel. Its earliest name
was the National Conference of Teacher Examiners.
Tn 1945 the name was changed to the American Con-
ference of Teacher Examiners, due to the participation
of representatives from Montreal.

For the first ten years, the American Conference of
Teacher Examiners was chiefly concerned with the
testing aspects of teacher selection. At a meeting in
Cincinnati in 1950, the name of the organization was
changed to the American Association of Examiners
aud Administrators of Educational Personnel, reflect-
ing the broadening of the interests of the organization
to include nontesting procedures in the selection of
teachers. With the advent of the fifties, more school
systems were forming personnel departments, but they
tended to use selection techniques that relied primarily
upon careful analysis of transcripts of credits, student
teaching records, professional references, and oral in-
terviews. The addition of personnel directors to the
Association, many of whom were not convinced of
the necessity of establishing eligibility for selection by
means of scores on tests, geaerated many heated discus-
sions in the early 1950’ regarding the pros and cons of
selection by means of examining procedures. In Dallas
in 1959. the name of the Association was changed once
again, becoming the American Association of School
Personnel Adininistrators. Membership in AASPA
has grown from 16 in 1940 to over 700 in 1970, with
representatives from 46 states, the District of Colum-
bin, and Canada. This growth attests to the expansion
of school personnel administration as a recognized
component of general school management during the
last quarter century.

During the years from 1940 to 1970, the scope of
school personnel administration widened beyond the
basic function of employment to include placement,
assignment, development, evaluation, policy and pro-
cedurc formulation, record keeping, salary adminis-
tration, adjustment counseling, negotiation, and other
activities. Some of these became total responsibilities
of personnel administration; others were shared with
other departments of the school system.

Magjor Functions

School systems vary in the scope of their programs
in personnel administration. Some perceive personnel
yaanagement in broad perspective and let it assume

~ comprehensive responsibilities. Qther systems keep the
Q (4
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range of personnel activities limited to the older and
more traditional functions. The 16 functions deseribed
below represent the ones most frequently performed
by the personnel officer.

1. Employment. Staff procurcment is often the dom-
inant function. Being the oidest function, it has tended
to consume the most time and effort and the largest
portion of the persomnel budget. Staff procurement
usually has been regarded by the snperiniendent and
the board of education as the raison d’etre for the per-
somiel department or division.

2. Placement. This function is not aiways the total
responsibility of the personnel office. It is often a shared
concern of general administratovs, 2specially princi-
pals, appropriate administrators in the central office,
and the personnel office. Perhaps the question of most
significance is noc who performs the placement function
but how well it is done. The prime concern is to formu-
late good placement criteria—guidelines that foster
personalization in placement. Often jnst the reverse
prevails: the person is required to fit the position.
Compromises have to be made in achieving effective
placements, but the goal sitould be to make the best
match possible between person and position. The per-
sonnel administrator nsually has the major responsi-
bility for gniding the plicement process and making it
as effective and productive as humanly possible.

3. Assignment. It is inportant to be placed properly,
but equally important that the specific grade level or
sithbject matter assignnient is made. Normally princi-
pals make assignments, but standards or criteria for
making good assignrients often are developed in the
personnel departinent. Guidance generally emanates
from this source. The principal needs to be provided
with complete records and personnel data regarding
the teacher, but he also profits from recommendations
from those who were involved in the employment of
the individual. Noi'mally these are a responsibility of
the personnel office.

4. Administration of Personnel Office. While estab-
lishing and admiuistering an efficient personnel office
may appear to be a function not as significant as other
important personnel activities, a well-organized and
effective personmel office is an indispensable require-
ment of effective persomiel management. Complete
files containing all relevant records and documents are
indispensable, as is cfficient management of correspond-
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ence. Work flow must be smooth and efficient. The
clerical staff must be adequate in size and highly
skilled in personnel administration. Often judgments
of the effectiveness of the entire personnel function
are formed from impressions gained by and through
contacts with the staff of the personnel office. Thus,
the adequacy. efficiency, and expertness of the staff
ave of the highest importance and are one of the per-
sonnel administrator’s prime concerns.

5. Administration of Personnel Rules and Regula-
#ions. Among all the functions performed, the admin-
istration of personnel rules and regulations may seem
the most mundane and dull. Sometimes this is true. It
depends upon the value system under which the per-
sonnel adininistrator operates. If he is an overzealous
literalist who perceives rules and regulations as holy
writ, this function can become a heavy-handed legalis-
tic exercise—a deadening adherence to rulebook ritual.
Rules and regulations exist to ensure consistency and
comparability in personnel usnagement, but there
imust be room for some degree of flexibility and the
exercise of a reasonable range of administrative judg-
ment in their application.

Rules and regulations are made for people, not the
reverse. The personnel administrator must- make sure
that all personnel under his direction—~mnoncertificated
as well as certificated—apply rules and regulations
fairly, appropriately, and always with a keen sense of
appreciation of the effect interpretations will have
upon the individuals concerned.

The range of aveas for which rules and regulations

are needed is usually broad and inclusive. Typical areas
include the following:

Appointment Dismissal

Health examinations Salaries
Certification Absences
Temporary appointments  Leaves
Assignments Grievances
Transfers Negotiations
Promotion Substitute service
Demotion Growth credit
Evaluation Personnel records
Probation Other

6. Staff Utilization. The word “utilization” is disliked
by some people who, taking it to mean cxploitation or
some form of servitude, belicve that it is inappro-
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priate for professional people to be “used.” This does
not have to be the meaning of the term “staff utiliza-
tion.” Quite the contrary. The better connotation of
the term is that the individual possesses valuable assets
and resources which should be utilized as fully as
possible. The individual is a human resource. His
knowledge. skills, and potential must be given the full-
est opportunity for fulfillment. Instead of ‘“using”
him, the organization endeavors to open up avenues
for him to function fully.

Tn application, then, staff utilization embraces indue-
tion into the school systein, a careful program of orien-
tation. systematic evaluation techniques that stimulate
growth and development, opportunities for advance-
ment. leadership development, and wise placement and
assignment policies and procedures to ensure an equi-
table allocation of human resources among all schools
and units of the organization.

7. Administration of Substitute Teacher Services.
This function at first glance may not seem as sig-
nificant as others in the spectrnm of personnel func-
tions. but it is actually a very important element.
The incidence of need to place substitutes in classrooms
is great in most systems, especially large ones. Absen-
teeism, for a variety of reasons, is often high. Unless
competent substitutes are available, quality instruction
is interrupted and weakened. The personnel depart-
ment should give almost as much energy and attention
to substitute teachers as to regular staff in recruiting,
ovienting, developing, placing, and supervising. Very
often substitute service is an avenue through which one
qualifies for regular appeintment and full-time service.

Personnel management of substitute service is not
greatly unlike that for the regular staff, embracing
sonnd procedures in employment, placement, salary ad-
ministration, record keeping, evaluation of perform-
ance, inservice training, fringe benefits, and all the
other personnel activities that apply to regular staff
members.

8. Adjustment Counseling. This is a relatively re-
cent, and not vet completely aceepted. responsibility of
the personnel department. The concept of adjustment
counseling is based on the assumption that teachers and
other personnel, especially in larger, more complicated,
more impersonal school systems, may encounter per-
sonal. emotional, or mental health problems which. if
left unattended. become deterrents to effective perfor-
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mance. Staff members experiencing these difficulties re-
quire help. They need a place they can go to have a
Liearing in a nonthreatening atinospliere and hopefully
obtain some degree of relief or help.

Above the needs of the teacher is the welfare of
youngsters. This urgeney makes adjustinent counseling
a function of the ntmost importance. Preventive meas-
ures are perhaps even more vital than tryving to provide
counseling help after the difficulty has developed. Pro-
gressive personuel departments have moved to add this
function to the range of their services. They are work-
ing to identify working conditions, administrative-
teacher behavior patterns, and management practices
that may produce undue pressures and contribute to the
rise of mental and emotional prollems. They strive to
“take a stitch in time.” to prevent the conditions that
may give rise to these problems,

9. Personnel Reporting. Another function of the
personnel administrator is to compile and disseminate
more and better persomel data, including—

® Projections of personnel needs, both short- and long-
range.

¢ Turnover studies with causes analyzed.
¢ Analyses of reeruitment costs.

® Personnel action reports (e.g., number and types of
applications, interviews, appointments, transfers, re-
tirements).

e Comparative data studies, i.c., analyses of personnel
actions as compared with data from other school
systems.

These kinds of data help the personnel adininistrator
to assess more validly the productivity of current em-
phases in his department and to make more promising
personnel plans for the future.

10. Fvaluation. Evaluation of performance produc-
tivity, though not usnally a primary function of the
persounel department, often is a collateral responsibil-
ity. The personnel depritment’s task usunally is coordi-
nation of the various steps in the process. This includes
preparation of forms and materials, orientation of new
personuel, inservice training in the use of the pro-
cedures, record keeping, connseling with evaluatees and
evaluators, and working with advisory committees of
teachers in the modification and revision of the process.

The persomel administrator often is expected to
81
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provide leadership in the development of new evalua-
tion procedures. To do so requires the development of
knowledge and expertise in the theory and practice of
evaluation,

11, Liaison responsibilities. Personnel administrators
more and more have come to hold peer-level status
asmong other administrators and supervisors in the
making of top-level educational decisions. Thus, the
“voice of personnel” is increasingly being heard in the
educational “councils” of the school systein. While these
duties are time consuming, they are among the mesi
important activitics of any personnel department.

There are other liaison duties: attending committee
meetings of various kinds, giving speeches, attending
professional meetings, performing special assignments
for the superintendent, and representing the school
system on various occasions when personnel adminis-
tration is a topic of concern,

Liaison responsibilities sometimes seerr ¢o crowd out
other more relevant personnel activities. hut to the
extent that they provide an opportunity to promote
personnel administration. they may be som. of the most
productive activities of the department.

12. E'mployee Relations. While collective negotiation
is a rather recent development and as yet not a sta-
bilized process in all school systems. it has significant
implications for school persomel administration. For
example, the following issnes are of vitay importance
to the personnel adininistrator:

® Wili personnel standards forr staff employment and
utilization be dictated at the negotiation table with
the chief persomel administrator being more or less
bypassed? If so, what effect will this development
have upon the quality and maintenance of person-
nel standards?

¢ Will the placement and assignment of teachers be
governed largely—-if not completelyv—by negotiated
agreement rather than Dy the application of per-
sonnel prineiples and standards which reflect the
blending of experience and sound personnel man-
azement concepts?

® Ave teacher organizations likely to demand and get
through negotiation a level of antonomy that will
rednce personmel adininistrators to the statns of
“professional errand boys” whose chief duty will
be merely to implement negotiated contracts?
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These and other questions point to the changes that
are taking place in employce relationships in school
systems where collective negotiation bas become a
highly formalized and often adversary process.

This is not an effort to argue against collective nego-
tiation or to lament its spread. However, it is important
for negotiators to consider carefully the implications of
decisions in the area of personnel administration. The
personnel administrator needs to be involved in the
negotiation process either directly or in a consultant
role.

Personnel administrators have a variety of opinions
about their roles in negotiation. Some are very hesitant
about getting directly involved. Others perceive them-
selves as being able to offer valuable assistance in nego-
tiation cither at the table or in the role of expert wit-
ness when personnel items are being considered.

Employee relations is a personnel function of the
utmost importance, and the personnel administrator
must not be left out of negotiation dialogue between
top-level administrators and leaders of teacher organi-
zations when matters of great significance to good per-
sonnel administration are being considered.

13. Salary Administration. As has been pointed out,
decisions regarding salaries and other economic matters
are increasingly being reached through collective nego-
tiation. The danger is that the personnel administrator
may become mercly an implementer of decisions that
have been made by others.

The personnel administrator should be invelved in
decision making on salary matters and should use his
influence and counsel to see that the decisions reflect
sound compensation principles, a sense of equity, de-
fensible relationships between and among levels of
positions, and recognition of qualitative and quantita-
tive differences among job classifications. Unless con-
siderations of these kinds are built into salary determi-
nations, whether through the collective negotiation
process or by more traditional methods, it becornes
diffienlt to administer salaries fairly and consistently.

There is probably no area of school personnel ad-
ministration as sensitive as salary administration. It
often is the responsibility of the personnel department
to explain and interpret the provisions of salary sched-
ules, to make possible adjustments where inequities
develop, to identify areas of deficiency in salary sched-
ules, and to propose revisions as the occasion arises.
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14. Administration of Persownel Provisions of Ne-
gotiated Contracts. Negotiated contracts between rep-
resentatives of teachers organizations and the board of
education are becoming lengthy and tend to contain
more and more provisions related to persennel admin-
istration. While principals are held largely responsible
for contract implementation. central office administra-
tors are also involved. The personnel office normally is
given the task of making certain that all personncl
items mre carefnlly carried ont.

Contract implementation is a sensitive responsibility.
Breach of contract cither advertently or inadvertently
indnced may lead to the filing of a grievance, the
resolntion of which may entail a heavy expenditure of
time, energy. and goodwiil,

It is interesting to note that teacher negotiation
teams are constantly seeking to get more and more per-
sonnel provisions in the written contract. Personnel
handhooks are thns being replaced by the negotiated
agreements. It is only logical that the persoimel office
shonld monitor the implementation process and make
snre that negotinted commitments arve fulfilled by the
school system. It shonld be recognized, however, that
implementation of these contract items tends to circum-
scribe the personnel administrators’ atitude for free-
dom in applying 1nles and regulation: to fit individual
-ases or cirenmstances, Implementation Lecomes move
or less rontine because the negotiating parties generally
define the boundary limits for carrying out the terms
of the contract. Nevertheless. the personnel office is
obliged to be very careful in secing that all personnel
provisions are fully impiemented.

15. Developing Personnel Policies and Procedures.
There is & good chance that the personnel office will be
obliged to develop many personnel policies and pro-
cedmres, despite the growing tendency for these matters
to be negntisted. In carrying out this finction. the per-
sounel department puts policies and procedures in
writing and makes them casily accessible to all per-
sonnel. The language is made clear and concise to
rechice possibilities of misinterpretation and misnn-
derstanding,.

Staff involvement in policy and procedures develop-
ment: is regarde as essential. Decisions are avrived at
cooperatively so that the final resnlt may reflect a bal-
anced judgment of staff and administration.

Bowrd of edncation rles and regnlations shonld not
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be confused with operational personnel policies and
procedures. The former are broad guidelines; the latter
are more specific and carry out the spirit and mtent of
the general board policy or regulation. In a sense, per-
sonnel policies and procedures are extensions of board
policies and regulations.

Care is exercised to see that personnel policies and
procedures are systematically interpreted to staff and
that there are ample provisions for implementation.
The orientation program for new teachers generally
gives an opportunity to present and cxplain relevant
personnel policies and procedures. A periodic review
and revision process usually is maintained.

16. Communication. Internal and external commu-
nications are vital to a sound personnel program. In
many respects, the former is more important than the
Iatter because staff understanding of and confidence in
personnel administration is absolutely essential if it is
to fulfill its functions.

Internal communication methods are the vehicles
through which good staff relatiouships are established.
To achieve the understanding and rapport requirved,
staff members must be convinced that integrity, con-
sistency of treatment, and forthrightness are para-
mount in all personnel actions.

One of the best ways many personnel administrators
have found to communicate with staff is to encourage
individuals to come personally to the personnel office
to discuss concerns and problems, to ask questions, and
to reflect grass roots viewpoints of staff members as a
group. The effective personnel office staff is sensitive
to the importance of being attentive to big and small
concerns of individuals and of showing genunine respect
for feelings and attitudes of staff members. This em-
phasis upon sensitivity to staff members’ concerns is
not to be confused with benevolent paternalism, which
will not be accepted. Actually all of these communica-
tive practices arc intended to promote good human
relations.

Written and oral communication betwecn the per-
sonnel office and individual schools and offices is most
effective in those instances where it is regular, carefully
conducted, and used to interpret personnel precepts and
practice. Personnel administrators find it useful to
visit schools and offices to see what is going on and to
be available to answer questions in face-to-face contacts
with staff members.
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systems.

As teaclier organizations have become more dominant
and demanding in their interest in personnel adminis-
tration, personnel administrators have had to look upon
this phenomenon as other than an wnwarranted intru-
sion into their domain, They have come to recognize
that continning dialogue with leaders of the teacher
organization probably is useful to both parties and
may improve staff relations.

The most effective external communication proce-
dures are increasingly designed to interpret the pur-
poses and actions of the personnel department to the
community, to enhance the image of the school system,
and to enable the public to form judgments of the
appropriateness and adequacy of the personnel pro-
gram of the system.

Communication efforts are usually conducted
through the community and public relations depart-
ment sc that a well-coordinated program will result.
The PR office often provides counsel and expertise
which is exceedingly useful to the personnel office.

Size of system, resources, commitment to personnel
administration, and systemwide priorities determine
the scope and thrust of personnel management for in-
dividual school systems. The 16 functions we have just
identified may not be included or stressed in every
school system. The point in listing them has been to
cmnphasize the difference between operational and gen-
eral guiding functions.

Trends cnd Significant Changes in Position

The assistant superintendent for personnel is
obliged to be more of a specialist today than in former
times. i

Collective negotiation has thrust persomnel admin-
istrators into new roles. For example, a recent study
by the Educational Research Service showed that chief
negotiators for the administrator-board team are being
designated and that—
“. .. a number of systems are assigning the responsibil-
ity to another administrator (other than the superin-
tendent), hiring specialists to handle the chief negotia-
tor role, and in fact in the larger systems this function
iz being handled more and more by a person employed
full-time to 1work in the areu of collective negotiation.””

*Bducational Research Service. Chief Negotiator for the
Administrator-Board Team. ERS Information Aid No. 8. Wash-
ington. D.C.: American Association of School Administrators
and Research Division, National Education Association, 1969.
p- 1.
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More significantly for personnel administration,

however, the ERS study indicated that—
% .. a full-time school employee with primary respon-
sibility in another avea acts as chief negotiator ‘in
season.’ The largest number of these persons (14) rep-
resents the administrators in charge of personnel”™
When the personnel administrator is called upon to
function in the role of chief negotiator he is obliged to
develop special insights and skills in this rapidly ex-
panding area of school administration. These are com-
petencies of unusual significance, unheard of in earlier
stages of personnel administration,

Related to the arca of collective negotiation is a need
for greater expertise in handling grievance procedures
—vwhether through negotiation or by means of other
processes. The personnel administrator is being de-
pended upon more and more to function in this area.
A reasonable working knowledge of school law is essen-
tial, More and more decisions of school administrators
are being challenged by employees at all levels. Often
thére is no hesitancy in appealing adverse decisions to
the board of education level—sometimes even to the
courts. The personnel administrator increasingly may
be called upon to advise the superintendent and the
board in these hearings. This is another trend in the
changing nature of school personnel administration.

Salary administration has also become a more de-
manding responsibility. Though salaries are increas-
ingly determined at the negotiation table, much pre-
paratory work must be done. This invoives collecting,
analyzing, and interpreting salary data. In some in-
stances, it may include recommending salary proposals
to members of the administrator-board team. After
salary decisions are negotiated, implementation of these
determinations often is delegated to the personnel
office.

Another trend has been an increase in emphasis on
personnel counseling. Adjustment problems and routine
questions concerning some aspect of the individual’s
working conditions or employment relationships may
be the subject of counseling sessions with a representa-
tive of the personnel office.

Increasing involvement in staff development ac-
tivities is an additional trend. While inservice training
is usually a shared responsibility, the personnel ad-

" Ibid, p. 2.
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ministrator is increasingly being expected to give
guidance and direction in shaping programs of staff
development, especially at the administrative and su-
pervisory level.

Student discontent and militancy have implications
for personnel administrators, especially in large cities.
Disruptions in classrooms create adverse teaching con-
ditions which in turn tend to generate teacher discon-
tent and low morale. As these conditions intensify,
employment and retention of personnel become more
difficult. Parent and community groups may employ
unorthedox and tension-laden tactics to achieve their
purposes. Principals and administrative officers often
are su.jected to severe pressures as they attempt to be
realistically responsive to these demands. Personnel
administrators, being deeply involved at the central
office level with other members of the superintendent’s
leadership team, are inescapably caught up in admin-
istrative efforts to respond to pupil, parent, and com-
munity voices of discontent and protest.

*In smaller school systems a growing trend in per-
sonnel administration is to consolidate all personnel
services in one office. This shift of responsibility for
noncertificated personnel from the administrator of
business affairs to the persoimnel administrator is in
response to a belief that personnel management prac-
tices arc more cquitable and uniform when they are
under the direction of one administrator rather than
two. The change, however, adds a new dimension to
the dutics and responsibilities of many personnel ad-
ministrators.

Significant Relationships

Under the team concept, the persoimel administrator
is obliged to spend inore time on the coordination of
personnel activities with all phases of school operations
and on interrelationship activities both within and out-
side the school system. Figure 6 illustrates the range
and frequency of these interactions.

Relationships with Board of Education. The person-
nel administrator, depending upon the particular
school system, has an increasing number of contacts
with the board of education. These interactions, how-
ever, are carried out with the knowledge and approval
of the superintendent. In most instances the super-
intendent delegates the personnel administrator to be
his representative and to speak for him on personnel
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matters when contacts are being made with the board
of education. To the extent that the superintendent has
confidence in the ability and competence of his top-
level staff members to vepresent him in contacts with
board members, he demonstrates strength as a chief
school administrator. Although some superintendents 1, .. snortant that
are still reluctant to let their assistants communicate ppqrd members
directly with board members, there is a growing tend- understand that the
ency for superintendents to expect their assistants to subcrintendent has
make reports to the board, to analyze operational ﬂf;ei?lﬁga’m‘e‘:"”
problems, to interpret new programs (in their areas to {,he personnel
of specialization), and to respond to questions and administrator.
reactions of board members to these reports, problems,
and programs.

It should be reiterated, however, that contacts with
the board of education by the personnel administrator
should always be made with the knowledge and consent
of the superintendent.

Relationships with Superintendent. It is a widely
accepted belief in school personnel administration that

Pigure 6 Interrelationships

Board of Education
Superintendent

Professional Colleagues

Personnel Professional Organizations

Administrator

Community Agencies
Communications Media
State Agencies
Federal Agencies
mawams  Major interaction

wmems  Moderate interaction
Nominal interaction
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the chief personnel administrator should report di-
rectly to the superintendent and not be obliged to go
through an intermediary level of administration. In
response to the logic of this belief, more and more
school systems have either clevated the personnel ad-
ministrator to cabinet-level status or have drawn the
organizational structure to cnable him to report di-
rectly to the superintendent.

The nature of most activities in personnel adminis-
tration makes continuing direct communication with
the superintendent imperative. Personnel actions are
usnally carried out in the name of the superintendent.
He assumes responsibility for the actions. Therefore,
it is mandatory that he be thoroughly informed about
all aspects of personnel management.

Relationships with the superintendent are both for-
mal and infornal. Size of system, style of operation of
the superintendent, and pressure of events with which
the superintendent is obliged to cope determine the
frequency and nature of the contacts between the per-
sonnel administrator and the superintendent.

If the personnel administrator is & member or chair-
man of the administrative-board negotiation team,
his contacts with the superintendent of necessity must
be more frequent and intensive. In some respects this
relationship may be likened to that of quarterback and
coach in a football game. As a negoiiator, the person-
1tel administrator may also work very closely with the
board of education or certain of its members. In doing
so, however, he functions as the superintendent’s rep-
resentative.

Relationships with Professional Colleagues. The
leadership team concept puts a premium upon close
working relationships among members of the team.
Personnel management occupics a strategic position in
the cducational enterprise. New instructional or cur-
riculum programs, administrative developments, pupil
services endeavors, commuuity relations efforts, human
relations activities, or business administration projects
usually call for personnel additions, transfers, or
changes of some kind. It is essential that close coordi-
nation exist among all elements of the leadership team
when these actions take place, but close cooperation is
important at all other times as well.

Mcans nsed to assure close working relationships in-
clude meetings of the superintendent’s cabinet, inter-
departmental sessions, and simple one-to-one confer-
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ring among leadership team members. The larger the
system the greater the opportunity for independent
and unilateral actions by department heads. Such ac-
tions contribute to misunderstandings, difficulties, and
interdepartmental jealousies. Breakdowns in commu-
nication are costly. The accusation of bureaucracy
sometimes leveled at larger school systems may be
justified when relationships are strained, inadequate,
or nonexistent.

Relationships with Professional Organizations. One
of the most important developments in recent years has
been the transformation of teacher organizations, once
docile, semiactive, and socially-oriented, into dy-
namic, strongly active, welfare-focused associations.
This development has had tremendons implications
for personnel administration. Teachers are disinclined
to accept strong central office initiatives in the promul-
gation, institution, and implementation of personnel
policies and procedures, regardless of how well-inten-
tioned these efforts may be. Instead, the trend is toward
participatory personnel management. Formalized de-
cision making in the form of collective negotiation is
increasingly the trend.

It is therefore essential that the personnel adminis-
trator understand better the role the teacher organiza-
tion desires to play in personnel administration. Work-
ing closely with the organization in a professionally
responsible manner—not in a resistive, obstructive
posture—is one of the new dimensions of good school
personnel administration.

Many other intrasystem organizations are also in-
terested in personnel management. These include asso-
ciations of administrators and supervisors, local units
of the Association of Supervision and Curriculum
Development, organizations representing noncertifi-
cated employees, and ad hoc groups.

In many communities, such lay groups as labor,
farm, business, civic, and government organizations
arc very much concerned about school personnel man-
agement. Business, industrial, and governmental per-
sonnel associations in larger communities carry on
activities which may be quite relevant to school per-
sonnel administration. When this is the case, liaison
relationships with such groups often are useful and
productive.

At the state and national levels, counterparts of some
local organizations may have a keen interest in school
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personnel administration. In recent years, state associa-
tions of school personnel administrators have been
formed to foster and promote more :ffective personnel
management practices. The American Association of
School Personnel Administrators, at the national level,
has become a potent force in this effort.

Personnel administrators are becoming increasingly
conscious of the importance of these organizations and
are finding better ways of capitalizing upon their con-
tributions to the improvement of school personnel
management,

Relationships with Community Agencies. Commu-
nities vary a great deal in the extent to which they have
community agencies with an interest in school person-
nel administration. The larger the community the
greater the number and significance of community
agencies.

Community action agencies in the decade of the
sixties came to exert considerable influence upon school
personnel administration. Usually their interests were
in the areas of equal employment standards, increas-
ing opportunities for minority personnel to obtain
leadership positions, and widening efforts to promote
staff integration. Civil liberties organizations intensi-
fied their interests in and influence over the adminis-
tration of persommel policies and procedures to safe-
guard the rights and privileges of individual em-
plovees. Governmental units, particularly fair employ-
ment. agencies, tended to monitor personnel employ-
ment. placement, and staff utilization decisions. Closer
working relationships with these groups became es-
sential. Other community agencies formed during the
last 25 vears interested themselves in school adminis-
tration—especially personnel management. These de-
velopments have made the work of the school per-
sonnel administrator much more complicated and de-
manding.

Relationships with Communications Media. Contacts
with communications media have traditionally been
made primarily by the superintendent or his desig-
nated PR representative. However, the leadership team
concept of administration dictates a broader view of
relationships with communications media.

It is charged by some that educators are getting out
of touch with parents and the public. Defeat of tax
levies and bond issues, parent unrest and discontent,
and alienation of some community groups are cited as
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manifestations of the growing apart of educators and
the patrons they serve. If this communications gap is
a reality, it would seem to follow that relationships
with the media should be reexamined. Members of the
leadership team are in an advantageous position to
buttress the efforts of the saperintendent in interpret-
ing the total program of the school system in a more
effective manner.

The personnel administrator is becoming increas-
ingly aware of the need to explain or clarify the pur-
poses and procedures of the school system’s person-
nel program to parents and community through news-
papers, radio, and TV. This requires the develop-
ment of important personnel data in a meaningful
mantier so that it can be communicated understandably
by the media. The ability to respond to searching
questions of persistent newspaper reporters, to appear
before the TV camera, and to give a clear-cut answer to
a reporter’s unexpected query are new skills required
of school personnel administrators.

Relationships with State and Federal Agencies.
Personnel administrators have been deeply involved in
the implementation of state and federal programs,
especially under the Elementary and Secondary Edu-
cation Act. The procurement and deployment of staff
for these programs has often been both arduous and
demanding. Fluctuations in the funding of state and
federal programs have caused many complications.

Personnel administrators have had to maintain close
working relationships with state departments of edu-
cation and with regional offices of the U.S. Office of
Education. Not only have contacts multiplied with
educational agencies, but such agencies as the Office
of Economic Opportunity and the Department of La-
bor have also mounted projects which have affected
personnel administrators, such as the Model Cities
Program.

While most larger school systems have develo;.ed
offices or departments to administer state and federal
education programs, many personnel aspects of these
projects require the direct attention of the personnel
administrator. In an increasing number of school sys-
tems, especially in large cities, relationships with state
and federal agencies have become a very time-consum-
ing and integral part of personnel administration.
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Iecoming an Assistant Superintendent

Two routes typically are followed in advancing to
an assistant superintendency in personnel administra-
tion. One is to advance within the school system from
a lower classification to the higher rank. Another ave-
nue—growing in frequency and favor—for an individ-
ual interested in personnel administration is to pursue
preparatory graduate work in the field. Developing
knowledge in personnel administration by this means
and combining it with general administrative experi-
ence strengthens the process of advancement into the
field.

While many colleges and universities have yet to
develop comprehensive graduate programs in school
personnel administration, more emphasis is being given
to this field in an increasing number of institutions.
Two other promising developments are occurring. One
is a broadening of course content to include units in
business, industrial, and governmental personnel ad-
ministration and related subjects from other colleges
or departments in the university. The other is the
granting of doctorates in personnel administration.
Only a few universities have moved this far, however.

School systems tend to promote an individual to the
post of assistant superintendent for personnel only if
lie has had successful experience in some area of gen-
eral administration. In a few instances, larger systems
have recrunited persons to head their departments of
personnel who have demonstrated competence in busi-
ness, industrial, or governmental personnel manage-
ment in noneducational enterprises.

Some systems tend to promote from within the or-
ganization. Qualifyving examinations are often admin-
istered to interested candidates. either from within or
outside the system. Eligibility lists are established, and
appointments are made on the basis of qualifying scores.

Regardless of the method of advancement to the
position of head of the personnel component of the
leadership team, the individual who holds the position
needs broad knowledge of all the elements of sound
personnel administration. Te be a skilled practitioner,
he also needs many personal ~apabilities.

Knowledge. Breadth and depth in personnel knowl-
edge are required. The following basic’ functions per-
formed by the persennel administrator indicate the
scope of this knowledge: employment (recruitment,
selection, and appointment), deployment (placement
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and assignment), personnel development (orientation,
inservice cducation, evaluation, and promotion), per-
sonnel management (organizational structure, records,
procedures, and processes), persennel information
(data collecting, analysis, interpretation, and report-
mg). scelavy administration (comparative studies, ad-
visenment and consultation with superintendent, salary
scheduling, implementation, and interpretation), re-
search and development (analysis of existing proce-
dures, initiation of new personnel techniques, and
keeping up with personnel trends in noneducational
and education-related enterprises). and personnel ad-
Justment serrices (employee problem identification and
prevention. employee counseling, and personnel prob-
lems resolution. drawing upon internal and external
resources),

Skills. Effectiveness in applyving personnel knowledge
depends upon the skills of the practitioner. Skills de-
rive from two sources: from the innate personal quali-
tics and value system of the individual, and from
growth and development through experience.

It would be wrong to argue that all good personnel
administrators need identical operational skills. Actu-
allv, there are different styles of operation which are
cqually effective. To a greater or lesser degree, how-
ever. some of the personal attributes which successful
personnel administrators appear to need are sensi-
tivity aud empathy, paticuce and forbearauce. integrity
and dependability. imagination and ingenuity, fairness
and consisteney. This is not to say that these qualities
are not vequired of all good administrators, but they
ave of particulav nsefulness to those whose basic opera-
tional duties involve people-to-people relationships.

Skill in planning, orgamzing, divecting, communi-
cating. aud evaluating are equally necessary. Given
some or most of the personal qualities enumerated
above, plus time and experienee, most personnel admin-
istrators develop these skills abundantly and indelibly.,

Stepping Stone to Superintendency?

When personnel administration was a less developed
funetion. there may have been a greater teudeney for
ineunbents in the posttion to use it as a stepping stone
towurd the superintendency. Some very able superin-
tendents have moved from personnel positions to that
of chief execntive. But as personnel administration be-
came @ more comprehensive function in its own right,
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and a more .hallenging, dynamie, and rewarding one,
those who advanced ‘o the top position in the field were
more likely to see themselves as “careerists” than as
candidates for the superintendency. It is safe to gen-
cralize that the longer the chief persounel administra-
tor remains m the position, the more likely he will be
to develop expertise and to be content to remain as a
personnel specialist. ’

Personnel administration is a good training ground
for the munber one administrative position in a school
system. It equips the individual to understand people
and their problems. This is a very important compo-
nent, of top-level management. Undoubtedly there will
be gaps which experience in personnel administration
will not fill. Knowledge in finance, business, curricalum,
instruction, school building construction, and perhaps
other elements of the chief executive’s range of respon-
sibilitics may have to be learned in other ways, Yet,
regardless of the primary field from which the new
snperintendent moves, he will have gaps in his experi-
ence to fill.

Assets and Liabilities

Like most. cabinet-level administruators, personnel ad-
ministrators have been confronted with ever increasing
leadership pressures. From World War IT until the
close of the 1960’s general staff procurement was a most
persistent pressnve, Serious imbalances between demand
for and supply of gnalified candidates were a perplex-
ing problem for almost twenty-five years. The civil
rights revoluntion introdunced many new and difficult
demands. Teacher militancy and collective negotiation
brought new constraints and sharply changed policies
and procednres of personnel management. The advent
of federal interest in edneation, manifested by the hasty
development of many categorical-type projects, sub-
jected the personnel administrator to added staffing
pressures. The finctnating natnre of manv of these fed-
eral programs was an additional complication.

The larger school systems grew, the more complex
became the personnel administrator’s job, Much of the
pressnure in the position stems from the fact that it is
his responsibility generally to counsel with disappoint-
ed, disgruntled, and irate staff members. The personnel
office is usnally the place where complaints come, Most
personnel administrators deem it important to try to
resolve diffienlt persounel problems so that they will
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not have to be passed on to the superintendent. This
buffer role often places the personnel administrator in
the uncomfortable position of being the reconciler of
disgruntled clients and the “hatchet man” in dismis-
sal cases.

Despite the Habilities of the pesition, theve are com-
pensating factors. Of all the top-level positions in the
central staff, the personnel administrator is most likely
to be the one whom most staff members feel they know
or at least can come to with their concerns. The per-
sonnel administrator probably knows more staff mem-
bers as individuals than the superintendent or any of
his other top-level assistants. This is a source of con-
siderable satisfaction.

Being able to meet the staff requirements of the
school system, operating the personnel office as a “lis-
tening post” for employees, sharing in a peer-level role
in systemwide decision-making activities, having the
respect and confidence of superiors and colleagues as
an “expert” in personnel administration, representing
the school system when personnel matters are at issue,
and enjoying the satisfaction and stimulation of con-
tacts with other administrators of personnel in state
and national associations are assets which tend to offset
the Habilities of the position. The former outweigh the
latter.

Professional Growth Opporiunities

Most scliool systems do not have well-defined
programs of leadership development for their top-level
administrative personnel. They have been obliged to
give other developmental needs a higher priority. Pro-
fessional growth opportunitices, therefore, are more “hit
and miss” than planned. In most instances, growth and
development are the responsibilities of the individual.
He achieves professional growth largely on a trial and
error basis.

Attendance at professional association meetings fos-
ters growth. Personnel administrators attend many of
these meetings—some of a general nature, others pri-
marily focused on personnel administration. The annual
conferences of the American Association of School
Personnel Administrators offer many opportunities for
personnel administrators to gain insights and up-to-
date information regarding developments in their field.

As colleges and universities augment their programs
of graduate work in personnel administration, this
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source of developinental opportunity inay become more
widely ntilized by personnel administrators. The great-
est deterrent to participation tends to be the inability
of the individnal to take sufficient time off to enroll in
gradnate work, especially during the regular school
year,

Another sonrce of opportunity for cabinet-level ad-
rinistrators to participate in short-term seminars and
clinies, in a variety of professional growth activities,
is the National Academy for School Executives, spon-
sored by the American Association of School Admin-
istrators. An increasing number of persommel adminis-
trators are participating in these programs.

Participation tn Top-Level Decision Making

While practices vary among school systems, the trend
is toward participation of the chief personnel admin-
istrator in cabinet-level decisions. Such participation is
more likely in larger systems than in smaller ones. The
ineidence of participation by the personnel administra-
tor was shown in Chapter 1.

‘The personnel implications of many top-level deci-
sions require his participation, His advice and comnsel
are needed too in other areas. It can be concluded,
thercfore, that the voice of persomnel administration
has come to be recognized as an important com-
ponent in most high-level decisions.

I valuation

Moxt school systems do not systemnatically and care-
fully evalnate the performance of personnel adminis-
trators, or of other cabinet-level administrators, for
that matter. Evaluations, if made at all, are nsnally
in the formn of unilateral ratings by the individnal’s

In small systems, iinmediate superior. A checklist type of assessment is
the superintendent  1nost commonly nsed.
actﬁ:rclgz Zo’f:‘g;?; It is doubtful that this type of cvalnation serves as
formalized system W impetus for professional growth and development,
of cvaluation of kis  inasmuch as it is basically postperformance rating.
leadership team — Most plans of evaluation of leadership performance
members, He has a0 overhauling, and where no organized program
cloge-range knowl- . . A - . ?
cdge of their asscts  CXIStS. efforts might well be undertaken to institute
and tiavitities,  effective procedures,
Job Security

The mortality rate for tap-ievel positions in person-

nel administration is velatively low. Those who advance

to these positions are likely to be carcerists and, nnless
they move to the snperintendency..to remain in per-
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sonnel. There is a higher tnrnover rate, however, among
those in personnel administration in lower classifica-
tions. This probably can be attributed to the fact that
entrance to these positions is often via transfer or pro-
motion from positions in general administration. Lack
of formal preparation in personnel administration may
discourage continuation in personnel, especially when
salary ceilings are attained and opportunities for fur-
ther advancement appear bleak,

Another cause of job mortality is the fact that gen-
cral administrators moved into personnel sometimes
find themselves ill-qualified for their positions. Unfor-
tunately, because of the relative newness of personnel
administration as a separate fnnction, some adminis-
trators have assumed that “anyone and cveryone” can
be successful in personnel work. Time has proved the
falsity of this assumption.

Profile IT-—Destrable Changes
Assistant Superintendent,
Personnel Services:

Become a policy developer,
monttor, analysi. evaluator,
instructor, consultant, and,
adwiser in the promotion of
better practices in personnel
administration; specialize in
resolving interpersonal prob-
lems; collaborate with pro-
fessors of personnel admin-
8tration in advancing the
quality and status of per-
sonnel training.

School personnel administration has come a long
way in the last 25 years. It has become an accepted
administrative function in its own right and has
come to require a body of knowledge and range of
skills that have given it a firm standing and general
acceptance among other functions in school manage-
ment. However, while much progress has been made,
there arc still many school systems that have moved
singgishly and reluctantly in recognizing the im-
portance of personnel administration.

It is not feasible to recommend a monolithic pat-
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tern for school personnel administration, but the fol-
lowing arc some general guidelines that may be used
to strengthen it as a profession :

1. The head of persoanel administration should
have status, title, rank, and salary commensurate with
other administrators whose responsibilities are com-
pavable in scope and significance.

2. The chief personnel administrator should report
directly to the superintendent of schools if at all pos-
sible. In large city school systems this may not be
feasible, but intervening layers of administrative
structure complicate personnel operations.

3. Personnel administration shonld be regarded as
a service function, its mission being to employ, de-
ploy. develop, and nurture the manpower resources
required to produce quality educational services. Per-
sonnel administration should not be considered a line
function.

4, If the chief personnel administrator is on the
same ovganizational level as other top-cchelon depart-
ment heads, he should hold cabinet rank and be re-
gavded as a key member of the superintendent’s leader-
ship team.

5. All personnel functions should be consolidated in
one department. Both certificated and classified per-
sonnel should be under the jurisdiction of this de-
partment.

6, Every cffort should be made to avoid assigning
collateral duties to the personnel administrator if they
require him to shortchange his primary personnel re-
sponsibilities.

7. If certain operational personnel functions (e.g.,
inservice training and professional growth) are car-
ried out in cooperation with other departments, the
personnel administrator should be able to offer expert
knowledge and skill in carrying out these shared re-
sponsibilities.

Decentralized Personnel Management

As pressures develop for school systems to decen-
tralize many administrative processes and functions,
the question arises as to whether or not personnel ad-
ministration can be decentralized. The matter has not
yet been settled, but it wonld appear that some aspects
of personnel management may be decentralized, while
other elements probably should be maintained
centrally.
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Policy Development. Strong central leadership
should be given to the formation of standards for
employment, placement, assignment, development,
evaluation, and termination of employees. Once these
standards arc formed, decentralized personnel admin-
istrators and/or general administrators may imple-
ment them in carrying out their own operational re-
sponsibilities,

E'mployment. Some operational aspects of the em-
ployment function probably will have to be per-
formed in the central office. Campns recruitment, for
example, can be much more expeditiously performed
centrally. Specialized vacancies perhaps can best be
filled by the central office staff. Many employment ac-
tivities can be decentralized so long as high standards
are ohserved, but, where efficiency dictates, there
should be no hesitancy in retaining certain aspects of
employment in the central office.

Monitoving and Fwvaluation. It has been said that
operational personnel do what is énspected rather than
what is expected. If this is a valid generalization, the
central personuel office must asswne responsibility for
monitoring and evaluating personnel practices in de-
centralized offices and areas to maintain quality con-
trol over personnel management activities.

Leadership Developmeni. 'The chief personnel ad-
ministrator should provide leadership to area adminis-
trators in establishing and conducting programs to
improve personnel management in their constituencies.

Consultation and Adwvisement in Negotiation. The
head of personnel administration should equip him-
self to advise and counsel those who conduct collective
negotiations on all matters that have personnel man-
agement implications.

In general terms, under any decentralization of per-
sonnel administration, the central personnel adminis-
trator will be engaged more in planning, developing,
monitoring, evaluating, and training than in actual
operations. Personnel and/or general administrators
at district and local levels will become implementers
and operational practitioners.

A Glance Ahead

In the future, school personnel administration as a
profession will take on new dimensions. Better prep-
aration will precede entrance into the profession.
Practitioners will start with a larger base of knowl-
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edge and a greater range of skills.

The pertinent question will be why rather than
fiow a personnel practice is carried out. The concern
will be for the rationale of actions.

The personnel administrator of the future will be
more of an expert and consultant in the interper-
sonal relationships which occupy so much of the
time of administrators at all levels. The school per-
sonnel administrator will advise, instruct, and coach
his colleagues in the art of effective human rela-
tions.

There will be more systematic collaboration between
professors of school personnel administration and per-
sonnel administrators in school systems. A better
blending of theory and practice will profit both.

Professional performance will be upgraded. More
rigorous standards of good practice will be agreed
upon and implemented.

The personnel administrator of tomorrow will be-
come more skilled as a developer of personnel man-
agement skills in other administrators. He will design
inservice training activities for general administrators
and will take the lead in helping them institute on-
going programs in this area.

By the end of the 1970, personnel administration
will have become a stronger and more highly esteemed
profession, if this goal is pursued with deliberate and
persistent cffort.
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6.
PUPIL SERVICES

Profile I—Current Status
Assistant Superintendent,
Pupil Services:
Administrator of guidance,
psychological, kealth, and
social work services; man-
ager of attendance services;
divector of special education,
decision maker; program-
mer; stimulator, coordinator,
appraiser, and interpreter

of pupil services.

The tremendous growth in school enrollment since
World War IT has brought to the attention of school
administrators and communities the constantly ex-
panding range of pupils’ abilities and the diversity of
their experiential background as factors in academic
progress. This school population explosion has brought
demands by many citizens for more specialized serv-
ices from their schools. Parents are taking a broader
view of education and are no longer satisfied unless
there are specialized services augmenting the instruc-
tional program. As a result of these demands, there
has been an expansion in services and activities de-
signed to enable each individual to obtain maximum
benefits from the instructional program.

Magjor Functions

Although many of the services comprising what is
becoming known today as pupil personnel services
or simply pupil services originated outside the schooi
and were incorporated as separatc entities, there is a
Zrowing recognition that their integration and con-
solidation arc necessary for the greatest efficiency. The
pupil service function, relatively in its infancy in
most systems of our nation, is becoming recognized
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as being of equal importance with the instructional
and administrative functions.

The National Association of Pupil Personnel Ad-
ministrators has ontlined the major responsibilities of
the administrator of pupil services: health services,
psvchological services, social work services, attend-
ance, gnidance services, and speech and hearing serv-
ices. This group appears to include those responsibili-
ties which have been designated as pupil services by
the greatest yumber of districts. In some districts
other arcas such as special education, and corrective
and remedial reading are included under the pupil
service organization. The scope of services organized
under pupil services is dependent to some extent upon
the size and organization of the school district.

Although many of the service functions have a
similar base or theory underlying them, each is unique.
The administrator, to be effective, must rely upon the
competencies of the specialized supervisors of the
separate services comprising pupil services,

The organizational patterns developed to serve a
pupil service funetion are diverse and more often
than not include pupil services as one aspect of in-
struction. Tt is only in the larger districts and very
recently that the pupil service function has been seen
as separate from and equal to the instructional func-
tion.

The leadership position in pnpil services under most
organizational patterns is both a line and a staff
position. The relatiouship with service personnel who
work directly out of the central office is generally a
line relationship, whereas the relationship with school-
based personnel such as guidance comnselors is gen-
erally staff. It is also a staff position with respect to
individnal school administrators in most districts.

£ demoeratic administrative process implies that the
administrator operates in a manner which will re-
leasa the potential of his immediate subordinates. In-
asmuch as pupil services adminisirators, in many in-
stances, are currently coordinating the cfforts of here-
tofore separate departments, it is mandatory for them
to pay close attention to this aspect of their role.
Unfortunately, many of these administrators, trained
as practitioners in one or more of the disciplines
comprising pupil services, must develop administra-
tive skills while on the job. Since the basic com-
ponents of the administrative process are applicable
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to pupil service administrators and make up the fun-
damental role for this position, a description of five
of these components within the context of pupil serv-
ices follows,

Decision Making. The relationship of the adminis-
trator of pupil services with all specialists operating
from a central office is a line relationship, and con-
sequently he has euthority and direction over their
functions and is directly responsible for what they do.
It is his responsibility to make decisions, although
hopefully these decisions will 1eflect a consensus of
the supervisors of the specialists. His responsibility is
to some higher authority: the superintendent or the
associate or deputy superintendent.

In instances where pupil service workers are school-
based, the decision-making responsibility must be
shared. Currently the adininistrative role with respect
to school counselors is a staff relationship, and ad-
ministrative decisions can be made only with the con-
sent and assistance of the principal or instructional
leader at the district level. In actuality, all pupil
service workers operate in both a line and staff rela-
tiouship.

Programing. A second function of the administrator
for pupil services involves the programing aspecis of
services. (Given the limited nnmber of pesitions avail-
able and the scarcity of finds for implementation,
programming must consider priorities in itiating and
expanding services. The increasing demand by teach-
ers and principals for increasing services means that
the adininistrator for pupil services, like the super-
intendent, must concern himself with developing new
patterns for effectiveness,

Stimulating. The Hawthorne Studies have demon-
strated that when members of an organization under-
stand clearly what is being attempted, they tend
to be more productive. One of the major functions of
the administrator of pupil services is to provide the
setting for the various specialists to confront and
stinulate one another through discussion. Face-to-
face communication provides opportunities for the
specialists to integrate ideas and plans which can com-
plement the efforts of any one program.

Coordinating. Perhaps the most basic role of the
administrator for pupil services is that of coordina-
tion. Since the focus in pupil services is upon the
pupil, it touches all other aspects of the system. The
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coordinating function involves not only bringing into
appropriate relationships the people who comprise the
pupil service departments, but also, and more im-
portantly, fostering relationships between these pupil
service workers and other personnel in the school
system.

Appraising. Little or no evaluation of the differently
constituted pupil service programs has been made.
Most studies of pupil service programs have been
descriptive rather than evaluative. This lack of evalua-
tive data has made it most difficult for the administra-
tor to document a sound basis for the additional ex-
penditure of funds. It is not enough to point to other
areas where services are more fully developed and es-
tablish this as a reference point for additional staff.
Goals and objectives must be established and pre-
sented in behavioral termms, and determinations must
be made concerning quality of achievement, if hard
data are to be presented as to what contributions are
made by a pupil services worker.

Because of his background and function, the as-
sistant superintendent for pupil services is more likely
than some school administrators to become deeply in-
volved in community affairs as a board member for
various agencies in the general social service~-mental
health area. His opinion is likely to be sought in the
design and implementation of civic and community
programs and services. He will also be the interpreter
of his function and the function of these for whom
he is responsible to the board of edueation. In this,
he is likely to have to be aggressive if he is to be
effective.

The administrator must provide the kind of positive
leadership in the pupil service area which will create
a working climate allowing those for whom he is
respounsible to create, innovate, and stimulate, thus
capitalizing on their emerging leadership.

Trends

There are a number of significant changes in con-
cept developing which may have an impact upon the
scope of pupil services. The most important of these
is the emerging idea that there are three fundamental
functions within the operation of public education:
(2) the instructional function, which is the heart of
public cducation, (b) the administrative function,
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which eame abont as the need avose for a principal-
teacher and nltimately a principal, and (¢) the pupil
service fnnetion. which has developed extensively and
been recognized as a separate administrative function
only in the last decade or so. There appears to be
a significant trend toward consolidating the concept of
pupil services as the third funetion in the educational
seene,

Educational achninistrators are recognizing the stu-
dent need. as well as the teacher need. for an ex-
panded view of education—a view which encompasses
not only academic and vocational development but
also knowledge and acceptance of self and interper-
sonal and decision-making skills. Teachers are well
aware of the support necessary for them in enhancing
the lemning process. Student activism and problems
of the deprived are stimnlating an emphasis upon
haman relationships and are bringing pupil services
into focus as a significant aspect of education. Fed-
eral as well as loeal funds have bronght a signifi-
cant inerease in the number of pupil service work-
ers. Moreover. the team concept of gnidance, psy-
chology. and social work. with the team’s expertise n
behavioral sciences joining forces with the instruc-
tional staff, necessitates the close linison between pupil
service workers and the classroom teacher. The team
coneept demands the integration of these three dis-
¢iplines into a unit supporting and assisting the class-
room teacher. Moreover, the coordination, inservice
training, and ntilization of pupil services require con-
siderable adninistrative leadership.

More and more. as education is expected to develop
oals in cognitive, affective, and psychomotor domains,
a concomitant need will arise to utilize expertise in
the behavioral sciences in meeting and evaluating af-
feetive objectives.

When the pupil services administrator can work
hand in hand with other middle management person-
nel. the administrative team can be more effective to
the overall school pregram.

The concept of pupil services as separate from and
coordinate with instrunction has been fully developed
in very few districts and has not as yet become the
model accepted by many systems, However, it is fore-
scen that this model will become accepted as the need
arises for an operation which 8 concerned with the
pupil as an individual—not as @ member of a class or
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problems.

an object of instruction. Whereaz the chief mode of
instruction is the acquisition of knowledge and the
improvemnent of cognitive power, the chief mode of
pupi services focuses upon the pupil himself. This
1s not to say that mistrnction is net humanistic, bat
rather to indicate where the major focus often has
been in practice, ii not in theory.

Pupil services are now scen as being cffective in
time of crisis, Pupil services personnel are usually too
few in number to be used extensively in any other
way, even though this is a poor use of skilled profes-
gionals. A way must be found to denionstrate what
ean happen tn children as learners when pupil serv-
ices personnel skills are used as an integral part of
the developmental learning processes in the classroom.

The importance of the behavioral sciences to the
lewiming process makes it necessary for the pupil
services acministraior to coordinate the activities of
pupil serviee workers in developing new programs
ad ways of working that pay attention to significant
trends developing in pnblic education, cg., greater:
involvement with connnunity and parental groups,
and fuiler enconnters with students whose voices will
undonbtedly become move imporvtant in the future.

The pupil services administrator and his staft can,
through their expertise in confrontations with stu-
dents, explore what is happening to students and pro-
vide systematic feedbuck froin the consumer to the
instructional leader for possible instructional adjust-
ments. The pupil services adniinistrator can also make
an input for the solution of problems confronting
the board of edneation regarding areas other than
instruction.

The model calling for an administrative position
separate and coordinate with instruction places heavy
emphasis npon the coordinating role and stresscs the
need for the pupil services administrator to work
even nore closely with instruction. It implies that in-
service education, partienlarly in the behavioral sci-
ences, must include the instructional personnel. How-
ever, it recognizes that critical tasks exist in the
affective domain which can best be performed through
a function specifically designed to enhance the learn-
er’s education.

The second trend affecting the pupil services ad-
ministrator is the incorporation into the pupil services
department of a wider varicty of functions. Gen-
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erally, pupil services inelude the areas of gnidance,
psychological services, social work services, and at-
tendance. However, many other areas which are ecs-
sentially services, sueh as remedial reading, speech
and hearing. and even specia  edncation, are being
grouped nnder the pupil serviees wmbrella. This is
not to impl* that this trend is undesirable, but, for
the administrator, it means more effort must be placed
upon acquiring general knowledge in order to become
conversant with practitioners in these disciplines. It
broadens the scope of coordination mnong the dis-
ciplines and forees the pupil services administrator
to rely more heavily upon the skills of his subordinates
in creating new patterns in program development.

There also appears to be a growing awareness of
the contribution that the pupil services administrator
can make to sonund decision making for the whole
school system. F'ducation is conceived in terms of
groups, and the pupil services administrator speaks for
the individual. whose roice needs to be heard more
often. Other administrators iu the superintendent’s
abinet may be more disposed to look at problems in
terms of administrative practice. public relations,
finances, and board reaction. The pupil services point
of view is becoming r2cognized as an essential one for
sound decision making.

As the costs of education continue to rise and ex-
pansion of staft becomes more difficult. the administra-
tor is faced with the problem of determining the most
effective staff utilization. Furthermore, as his role and
function change to meet changes in education, the
inservice or staff development aspects of his position
become of more concern. Administrators must begin
to document and evaluate aspects of their programs
which heretofore were deseribed in termms of numbers
of workers rather than quality of production.

Administrators must begin to pay more attention
to feedback from secondary school studeuts and be-
come good listeners to their concerns and ideas. A
systematic method of tapping ideas expressed by
parvents can also be profitable and is being accom-
plished in new and inmovative ways, in addition to
the PTA approach.

The pnpil services administrative position, particn-
larly at the assistant snperintendent level, is presently
the exception rather than the rule. The assistant
superintendency is in a position of becoming rather
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than being. However, demands by the public for ex-
panded services appear to be making the greatest
contribution to the development of a coordinated ad-
ministrative position.

Significant Relationships

Relationships with Superintendent. The assistant
superintendent, as u second-level administrator, has
the opportunity to participate in regular staf meet-
ings where he can report activities and disseminate
information that needs to be known by the staff
members. He also has opportunities to meet with
the superintendent in individual conferences to bring
him np to date on programs and procedures in
pupil services. This may not be as true for the ad-
ministrator who holds a lesser position in the system.
Since pupil services have only recently been organized
into a division in many districts, there is a considerable
amonnt of inservice training necessary for the super-
intendent who may not be aware of the scope of pupil
services. Through regularly scheduled meetings the
superintendent can be acquainted with the scope and
function of pupil services and develop a greater ap-
preciation of their place in public education.

The administrative relationship between the pupil
services administrator and the superintendent is de-
pendent npon the organizational structure. There is no
common pattern. Generally the pupil services adminis-
trator holds a third-level position and has been as-
signed to function as one aspect of instruction. He
usnally reports to a second-level adninistrator in the
instructional function. The title of assistant superin-
tendent is often misleading in that in many large
districts it too represents a third level of administra-
tion, There is a growing recognition, particalarly in
large districts., that this administrative position should
be separate and coordinate with instruction. In the
smaller districts it may be a separate function with
direct access to the superintendent.

The relationship of the superintendent to the as-
sistant superintendent for pupil services, as to all as-
sistant superintendents, will depend upon his adminis-
trative philosophy. If he operates on the premise that
his office is composed of himself and his assistants
and works energetically with them in relationship
building and trust building, he and they will build
roles which depict all as enablers. coordinators, or
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facilitators. The superintendent can capitalize on the
emerging leadetship of his assistants and can also
assist them in capitalizing on leadership qualities
throughout all levels of the system.

Relationships with Colleagues. The administrator of
pupil services must continually work closely with the
other administrators of the snperintendent’s team in
order to help them understand his role and function
as well as to coordinate programs. ‘Che pupil services
administrator must develop a doubly close working
relationship with the instructional administrator in
order to integrate programs.

With the roles of school psychologist, social worker,
and others changing to provide consultation with the
classroom teacher, there is an increasing need for
program development involving the competencies of
teachers and specialists. A close liaison must exist
with other administrators if program development in
pnpil services is to advance in other areas of the sys-
tem. This is partienlarly trme of the research and
planming and adult education departments. To ecite
two illustrative examples:

1. As the research and planming administrator de-
velops edueational speeifications for building new
schools, the pupil services administrator must estab-
lish a close working relationship with him and make
him and his department aware of the need to include
pupil services specialists in the team developing these
specifications.

2. Public education in school districts today is not
limited to programs exclusively for the student in
grades K-12. The hroader concept. includes the adults
in the commmity as well. As instrnctional programs
are developed for the adnlt, be they basic high school
or vocational-teclmical edncation. pupil services should
also be made available. Thus. a close liaison must
exist between the adult education and pupil services
administrators if there is to be optimum program
development.

A elose personal as well as working relationship can
enhanee progress toward defining responsibilities and
developing the optimmm relationship which appears
to be a coustant concern for all administrators.
These patterns of informal strnetnre are much more
important than stated organizational patterns depicted
on a line and staff chart. Line and staff relation-
ships, however, must be clearly defined. There s no
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more certain route to disaster than inability to fix
responsibility.

Relationships with Board of Fducation. The pupil
services administrator needs to acquaint both the
board of public instruction and the superintendent
with the goals and objectives of his aspect of edu-
cation. However, accessibility tn the board must
come through the superintendent. It is not always
mandatory fov the pupil services administrator to be
present at every board meeting. However, there should
be the opportunity to review the board agenda prior
to the meeting in order to determine if questions con-
cerning pupil services programs may be included.

The pupil services administrator may, with the ad-
vice and consent of the superintendent, hold a series
of informational, rather than business, meetings with
the Loard to acquaint it with the philosophy, goals,
objectives, practices, and evaluations of pupil service
programs. This type of meeting provides the board
with a deeper appreciation of the expanding scope of
public education and the developing programs neces-
sary to meet the needs of today’s youth. The assistant
superintendent for pupil services should be available
to consult with board members when they seek ad-
vice on matters for which he is responsible. Their
orientation to the philosophy, function, and concerns
of the pupil services division should be of paramount
importance to the administrator. He might show rec-
ognition of this importance by inviting board mem-
bers to attend staff meetings and specialized programs
presented to his staff by consultants in various areas.

Relationships with Community Groups. Outside
of cducation itself the administrator will find him-
self called upon many times to interpret his services
to community groups such as civic and professional
associations. Public support today demands an in-
formed public. Tnasmuch as pupil services is a rela-
tively new constellation of services, the general public
is. perhaps. less informed about this aspect of educa-
tion than about many others. It behooves the admin-
istrator to pay particular attention to the education
of the public. He must have a good speaking per-
sonality. Pupil services personnel are involved
extensively with community agencies by virtue
of the problems with which they deal. The pupil
services administrator should devclop a working rela-
tionship with agencies concerned with employment,
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health, welfare, probation, police, and other commu-
nity services. He should coordinate his activities with
clinics. hospitals, medical and dental organizations,
district coordinating councils, case conference commit-
tees, and certainly PTA councils.

Relationships with Communications Media. The
pupil  services administrator should develop a
c¢lose relationship with the communications media and
should utilize the outlets they provide for presenting
information on innovative or exemplary programs to
the general public. An example of such ucilization
might be a weekly article for pavents and senior high
students concerning planning for post-high school
education. With the advent of video tape and its use
in the school, it is possible to prepare TV programs
depicting various aspects of pupil services. Since the
Federal Communications Commission requires that
some public service time be provided by the TV and
radio stations, the alert administrator will take ad-
vantage of this resomree.

Relationships with School Principals. The pupil
services administrator must operate under an ad-
ministrative theory which basically approaches ad-
ministration  from the human velations theory
model rather than the classical rational theory
model. Becaunse he enjoys both a line and a staff rela-
tionship with other lesser administrative positions,
the human relations approach is much more successful.
This is particulavly true for the relationship with the
school principal, who is administiatively responsible
for service programs operating in his school. His co-
operation and support ave almost mandatory if the
programs are to be sucecessful. The pupil services ad-
ministrator must establish a close working relation-
ship with both the elementary and secondary prin-
cipal groups in order to implement programs and
practices. In a team approach to pupil services, which
appears to be an effective pattern, the school adminis-
trator assumes the critical role in scheduling and plan-
ning for the teamn operation, This is particularly true
where there is no school-based pupil services worker.
Effective functioning of the team of pupil services
workers and instruetional personnel depends upon co-
ordination between the pupil services administrator
and the school principal.

RRelationships with Professional Organizations.
Until quite recently the administrator of pupil ser-
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vices had no unique professional organization with
which to affiliate and through which to grow. He
was limited to membership in groups representing
one or more of the specific disciplines comprising
pupil services. With the organization of the National
Association for Pupil Personnel Administrators, he
now has the opportunity to associate with colleagues
who share all his problems and concerns. However, if
the administrator wishes to remain current in those
disciplines associated with a pupil service operation
he should still subscribe to the various professional
jonrnals. Moreover, since pupil services is closely
aligned with instructional programing, it behooves
liimn to be constantly aware of changes and innovations
in the school setting. This implies that snbscriptions
to journals of other professional organizations may
be desirable.

Relationships with Federal Government. As more
and 1nore support. for public education appears to be
forthcoming from the federal government, the alert
pupil services administrator will need to be knowl-
edgeable about federal legislation regarding his area.
He should establish liaison with pupil service person-
nel in the 17.8. Office of Eduncation and actively sup-
port. their requests and endeavors for a greater voice
in this department. He must be constantly aware of
plans or programs developed by Congress that would
provide resources to ultimately help boys and girls.

Preparation

The typical preparational requirements for the ad-
ministrative position in pupil services wonld encom-
pass a background in one of the specific disciplines
comprising this function. No specific formal program
of training for the pupil services administrator has
as vet been devised by the colleges and universities,
Howaever, the position statement of the National As-
sociation of Pupil Personnel Administrators has
suggested a program comprising elements from the
disciplines which are generally included in pupil
personnel services.

Preparational requirements depend to some extent
upon state regulations. Some states require adminis-
trative and supervisory credentials, while others have
developed pupil personnel requirements. However, in
an carlier study, Wogaman found that only about
12 percent of the pupil services administrators have
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had administrative experience.”

Career Opportunities

Where there is o replacement to be made in an es-
tablished program, the district looks first at members
of its own staff who have demonstrated lcadership
ability and have some administrative experience or
potential. If no one is available they usually seek

qualified people from universitics or other districts.

Where there has been no administrator and the posi-
tion is now emerging, it is a common practice to as-
sign to the central office on a part-time basis a psy-
chologist, counselor, or other pupil personnel worker
to coordinate activitics.

Inasmuch as this is a staff position requiring con-
siderable interaction with all facets of the educa-
tional program, the superintendent will undoubtedly
appoint a persot who has had broad experience.
This broad experience might include (though not al-
ways) classroom teaching, service in one of the dis-
ciplines comprising pupil services, and other proven
administrative ability or administrative potential.
The pupil services administrator must be & specialist
in human relations with the unique ability to convinee
people of need.

Tt is possibly true that, for administrative pur-
poses, a person with a background of success in educa-
tional administration and a sympathetic understand-
ing of the value of pupil services acquired from other
school experiences might be appointed as top direc-
tor of pupil services. However, a background in the
behavioral sciences should be given preference for at
least two reasons. First, the pupil services administra-
tor imnst command the respect of a staff of people all
trained in the behavioral sciences. They expect not
only general administrative leadership but a crea-
tive leadership emanating from a profound under-
standing of these basic disciplines and their rela-
tionship to school problems. Sccondly, hc must be
able to contribute uniquely to discussions and decisions
on the highest administrative level, yet be able to
function in individual consultation with supervisory
staff relating to their problems and concerns,

® Wogaman, Maurice_ Aaron. “An Analysis of the Guidance
Organization and Services in Selected Junior High Schools in
the Siate of Ohio.” Unpublished doctoral dissertation. Bloom-
ington: Indiana University, 1955.
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Few administrators of pupil services have become
superintendents, This is generally a career position,
particnlarly if it is established as a second-level posi-
tion. However, a person at this second-level positien,
if he has had previous administrative experience, might
be well qualified for the superintendency because of
the wide range of experience he acquires in dealing
with pupil personnel matters.

Assets and Liabilities

Perhaps the greatest asset of the position is that it
permits the incnmbent to become familiar with the to-
tal school operation without bearing the responsibility
for this total operation. As a second-level position it
affords the opportunity to participate in the decision-
making process. As a staff position it affords the op-
portunity to be more open in relationships. When
responsibility for rating is absent, it leads to more
open ard frank discussion of individual concerns and
provides the chance for consultation more readily
than does a line position. The pupil services position is
one of diversity, affording opportunities for creative
thinking, challenge, and stimulation, since it deals
largely with improvement of the human aspects of
education.

As the position now exists it does have significa...
liabilitics as well, some provided by the staff align-
ment. It is possible for the person in this pesition to
have many good ideas which may not be implemented
nnless he can be convincing in his approach to line of-
ficers. Frequently he is looked upon as a “dreamer”
by so-called practical adiinistrators. Many adminis-
trators do not take the time to understand and are
soincewhat impatient when he attempts to interpret be-
havior. He is frequently younger than the others,
and time is necessary to develop prestige.

It is impossible for one person to have full knowl-
edge of each specialized field included under pupil
services, but the administrator must read as widely
as he can in the rapidly growing literature of the
behavioral sciences. He must attend conferences and
constantly npgirade his professional background so
that he can deal intelligently with the specialists in
his department.

Professional Growth
No systematic program for professional growth and
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development. for top-level assistants is found in most
districts, However, provision for joining professional
organizations. attending conferences, and subscrib-
ing to professional jonrnals is made through budgetary
allowances. Morcover, the pupil services administra-
tor is expected to keep abreast of new social welfare
policies.

Other professional growth and development oppor-
tunities depend upon the initiative of the administra-
tor, If he is a member of the superintendent’s cabinet,
the topics discussed and decisions reached in cabinet
meetings afford him opportunities to broaden his per-
spective. A broad outlook is critically important, be-
cause a pupil services administrative position has sig-
nificant relationships with most aspects of educational
endeavoy,

Certainly close liaison with other colleagues on the
assistant superintendent level will provide chances
to discuss trends in the general education and business
programs of the district, These line administrators
can provide the trigger for pupil services adaptations.
They can also provide the sounding board for new
programs and the insight for further refining of pres-
en*t programs. But contact with colleagues represents
only one means of professional growth, Others are in-
teractions with community agency personnel and feed-
back from students and particularly from staff in punil
services,

It is impossible for an administrator of pupil serv-
ices to belong to all the organizations and attend all
the professional meetings of the special disciplines
within this field. Time limitations prevent active par-
ticipation in many organizations which are associated
with pupil service functions., Tt is becoming com-
mon for the udministrator of pupil services to align
himself with administration and depend upon his as-
sistants to maintain professional competency in the
field. In moving away from his particnlar speciality,
he becomes more of a generalist, with administration
as his primary concern, This is not to say that he will
exclude professional veading in the specific disciplines,
but that he will be reading to stay current with
general trends and knowledge in these arcas. This move
toward a more general, administrative outlook has
beeome apparent both in the formation of a profes-
stonal organization specifically designed for pupil
services administrators and in recent discussions of
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possible alignment with the American Association of
School Administrators.

Top-Level Decision-Making Responsibilities

If the administrative leader of pupil services is in
a second-level position, his membership in the super-
intendent’s cabinet gives him the opportunity to be
directly involved in the decision-making process for
the district. The key to involvement is essentially the
relationship the superintendent has with his second-
echelon administrative assistants—his respect for and
confidence in their judgment. The superintendent’s
philosophy of administration will to some extent de-
termmine this relationship, If the administrative head
of pupil services is at a third-level position (which,
incidentally, appears to be the rule), he will gen-
erally not be consulted in significant policy and opera-
tional decisions.

FBvaluation

Organizational patterns and operational procedures
usually provide for evaluation by the person to whom
the pupil services administrator reports. If he is in
a sccond-level position, the team or cabinet has a
pretty good informal idea of who thinks soundly about
various types of questions, who ean be depended upon
to follow through and carry out policy, and who
needs help. Although there may be a written formal
cvaluation, certain aspects of evaluation remain in-
formal and are commnunicated through day-to-day
operations. Perhars the most significant evaluation is
made by the peer group. One can determine his ef-
fectiveness on the job by the prestige he enjoys among
his peers. Do they ask him for advice? If the team,
cabinet, or peers accept him and value him, he in fact
has value. Tf they do not accept him or value him,
then he has no value to the team or cabinet regardless
of his skill or knowledge.

Job Security

The assistant superintendent for pupil services has
a high degree of job security. He is much less vulner-
able than the assistant for administration, instruction,
or business. But if the adjustment of boys and girls
becomes critical, his position may become vulnerable.
Because student activism, a growing concern on many
college campuses, is moving to the high school scene,
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the school administrator, and particnlarly the ad-
ministrator of pupil services, must provide develop-
mental activities which give attention to this phe-
nomenon,

Once the need for an administrative position has
been established and the position created, there is a
reasonable expectancy that the position will continue
to exist. In a dire financial emergency, certainly pupil
services will be curtailed before instruction, This may
result. in reassignment. More often, when retrench-
ment is necessary, the head of pupil services may be
given other duties. bnt he will continue to perform
some kind of service in what remains of the pupil
services program. In our complex society today there
appears to be little likelihood that services for youth
will be eliminated or even curtailed.

Profile II—Desirable Changes

Assistant Superintendent,
Pupil Services:

Place greater stress on
administrative function,
broaden the emphasis upon
growth opportunities be-
yond disciplines within
pupil services, amplify hu-
man relations approach in
administration, prize the
position more as a career
opportunity than a stepping
stone, intensify efforts to
make pupil services moye of
an integral part of the edu-
cational program, establish
closer Liaison between in-
structior. and pupil services
Functions, stress prevention
more than vemedial uction,
seareh for ways to achieve
more effective group
procedures.

There are » number of desirable changes which
might enable incumbent pupil services administrators
to Lizcome more effective in developing programs for
bovs and girls. General areas that muost receive
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department.

thonghtful consideration include (a) the actual ad-
ministrative process or administrative style of leader-
ship established by the administrator, (b) the organi-
zational structure which will permit pupil services to
function most effectively, and (¢) the operational
patterns developed to ntilize staff in the most efficient
and effective manner,

Adminestration

Tf pupil services administrators are to attain greater
productivity, cffectiveness, and job satisfaction, they
must examine their approach to the administrative
function. The pupil services administrator must view
himself as an administrator with specialization in
pupil serviees. not as a psychologist or a gnidance
counselor who performs administrative tasks. His pri-
mary focus must shift to the administrative role and
to increasing his competence in this area. However,
like administvators of business, mmstructional pro-
arams, or personnel, he should of course maintain
competence in his own specialty, the pupil services
field.

His rofessional allegiance must not confine itself
to the disciplines comprising pupil services, but must
shift in emphasis to provide growth opportunities of a
wider scope. He must affiliate with professional groups
such as the National Association of Pupil Personnel
Administrators so as to communicate effectively with
professionals with like concerns. His affiliation might
extend to the American Association of School Ad-
ministrators, in order to increase his communication
with others in school leadership positions. If admin-
istrators are being drawn from the ranks of the dis-
ciplines, and this appears to be the trend, then vheir
professional trainmmg must, throngh preservice or in-
sevviee experiences, develop competence in the admin-
istrative role. Professional affiliation would provide
one ronte to this competence.

The pupil services administrator’s expertness in hu-
man relations will be exercised as he becomes more
involved with other departments in the system. The
human relations approach has been proposed as a
means of assuring more effective administration. It
is suggested that action through consent, coupled with
the doctrine of successive limited steps in complex
problem solving, will lead to a more fully functioning
administrator. .
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Many pupil services administrators trained in the
behavioral sciences, gronp dynamics, and group proc-
esses are well aware of the need for involvement in
the administrative process. As one administrator has
so aptly put it:

“We work hard at building the level of trust among
us and at keeping relationships open so that constant
amd honest feedback is possible and useful. We have,
figuratively speaking, an ego deposit box which we
keep in constant wuse as we meet together. We plan
together in such a way as to use to the utmost the
skills of each.”

The person aspiring to an administrative position in
pupil services shonld consider this as a career op-
portunity rather than as a stepping stone. Some ad-
ministrators of pupil services have aircady begun to
develop suggested certification requirements to be im-
plemented through their state departinents of educa-
tion.

Organization

In systems of significant size the pupil services ad-
ministrative position shonld be established as a second-
level position reporting to the top-level administrator.
Such an arrangement. implies that pupil services are
a unique function within the edueational scene, sepa-
rate and coordinate with other significant functions,
This veconnuendation should not take precederce
over the coneern for administrative style or opera-
tional patterns. The establishment of the pupil serv-
ices head as a second-level administrator is only one
element which would contribute to the greater effec-
tiveness of the total gestalt.

The administrator must assist the pupil services
division in becoming more of an integral part of the
ednecational program, not peripheral to it and subject
to all economy cuts in the budget. Moreover, the ad-

" ministrator, through personal relations and establish-

ing his competency, should show the district how his
expert knowledge of human behavior can assist in
overall district planning, enhancing the total educa-
tional program rather than just the programs for
handieapped, disadvantaged, or problem children.
The goals of .»ducation described in behavioral terms
encompass much more than simple cognition. Too
long in oducation, affective gonls have been implied
without being mcasured. Educators are now beginning
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to examine not only the higher-level cognitive objec-
tives but the affective objectives as well. The expertise
of the pupil services worker in the behavioral sciences
is being called upon to help describe these objectives
and to suggest means for evaluation. Pupil services
administrators. through this common endeavor of more
adequately defining the meaning of the educational
process, can lielp to establish a closer liaison between
the instruction and services functions.

The administrator must expand his efforts to de-
velop a model which aims at prevention rather than
remaining exelusively remedial. As staff begins con-
snltation serviees in addition to direct remedial serv-
ices for school und lay people, the pupil services ad-
ministrator and his staff must do considerable soul
searching in exploring possibilities for inereasing of-
fectiveness.

Operations

The pupil services administrator must consider the
operational patterns through which he can develop
programs that have meaning for fhie total educational
endeavor,

The one-to-one relationship heretofore existing
among pupil service workers and children is a I ary
edneation can il afford if it is not to Pprice itself out
of existence. The administrator must seaveh for effec-
tive group procedures and procuve the wherewithal
to reeducate staff to new patterns of working. The
administrator must explore present functions of pupil
service workers in some depth and determine, with
ther assistance. which of these finctions are now
obsolete.

In summary, the pupil services administrator’s ulti-
mate success will be dependent upon his effectiveness
as a hwnan relations expert. The design of the or-
ganizational patter> should provide opportunities for
the pupil services function to contribute to top-level
decision making. The success and impact of the pupil
services program arc dependent wpon the extent to
which the administrator plans a program emphasizing
a developmental approach.

In a time of rapid societal and educational change,
the pupil services administrator, like all school ad-
ministrato.'s, must remain on the cutting edge of edu-
cation it fie is to transfer theory into practice.
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7.
SCHOOL-COMMUNITY
RELATIONS

Profile I—Current Status

Assistant Superintendent,
School-Community Relations:
Specialist in public rela-
tions, counselor to superin-
tendent and board of educa-
tion, promoter of effective
school-community relations,
adviser in preparation of
brochures, newsletters, und
house organgs, facilitator of
in-system communication,
confidant of top leadership
of school system, friend of
principals and teachers, com-
municator of educational
objectives and purposes,
closer of communications
gaps between school system
and its publie, conductor of
advertised and unadvertised
campaigns, specialist in com-
munication techniques.

During the last 15 years, a new entity in school
administration has emerged. Like all new entities, it
has found itself the focai point of a swirling mass of
idens, suggestions, programs, titles, research, posture,
and status. The variety of titles assigned by different
school districts to this new office would stagger a
lexicographer. By the late 1950’s, many of the larger
school systems had elevited the position to an assistant
superintendency. The trend is toward requiring the
incumbent to have a solid administrative background
as a prerequisite to elevatmg the position to cabinet
rank.,

Annual meetings of the National School Public Re-
lations Association, involving practitioners from all
sizes of school districts and other educational institu-
tions, have shown that the importance of school-com-
munity velations is increasingly gaining recognition.
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This point cannot be
overemphasized.

There is substantial evidence showing that changes
in the superintendency throughout the United States
come about because of a relationship gap between
the superintendent and his community. The situation
ofter. deteriorates to the point where he can no longer
remain snperintendent. Superintendents of large and
small school systems must 1elate closely to their com-
11nities, must keep their fingers on the pulse, must
“mow how to find the pressure points and relieve them.
““he alternative is to seck cmployment elsewhere.

‘The importance of developing a person to specialize
in the community relations aspects of school adminis-
tration has become obvions to school systems of every
size and rank. Throngh the sixties the trend has been
to clevate the position to the rank of an assistant
superintendency in large urban and many medium-
sized school svstems. Smaller systems have had to be
content with someone operating at a lower administra-
tive level. Very small systems have had to operate with
a person on a half-time basis in this responsibility.

Current Status

Generally speaking, two philosophics now p.evail
in the field of school-community relations, as in dicated
by a stndy condncted by a panel of the National
School Public Relations Association in the mid-sixties.
In one approach, the administrator of school-commu-
nity relations is appointed at a sufficiently high level
on the organizational chart for him to organize a staff
of experts to provide leadership in the matters of writ-
ing. press relations, internal communications, com-
nmity organizations, and stai¥ relations. A second
approach is to give the administrator of school-com-
munity relations proper status and aunthority in the
organization to involve all other members of the school
staft  in  school-community relations within their
spheres of activity. The administrator operating 1imder
this philosophy would be given the right to ent across
lines in the staff and to call for help at any level of the
administration.

A later study revealed no conclusive evidence that
cither approach had overpowering effectiveness, pro-
vided that each is given proper help and budget. Tt
was conchided that different philosophies seemed to
fit different commmnities. One which works well in
one commmmity may find itself in trouble in another.

Significant Relationships
Relationships with Superintendent. The school-com-
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munity relations administrator must be on a basis of
frankness, confidence, and good communication with
his superintendent at all times. The experience of prac-
titioners in school-community relations all over the
nation verifies this need. Regardless of title, position,
or amount of pay. the school-community relations ad-
ministrator must operate off the desk of the superin-
tendent. Tn other words, all the problems involving the
public will erentually find their way to the superin-
tendent’s desk. Therefore, the administrator must have
the very closest and most ethical and honest working
relationship with the superintendent. On the other side
of the coin. it i1s absolutely essential that the superin-
tendent. have complete confidence in his administrator
and keep him thoroughly and constantly informed on
all matters relating to this phase of gereral school
administration.

Working with Colleagues. Working relationships of
the administrator for school-community relations with
his colleagnes will be structured aiong the lines pre-
viously deseribed. Regardless of philosophy, there
should be a very close teamlike relationship with all
the cabinet-rank officers and lower-ranked officials in
the schiool family. In this respect, the school-commu-
nity relations administrator has a prime requirement—
the ability to yet «long with people.

Relationships awith Board of Fducation. In relations
with the board of education. the administrator for
school-conmmunity relations should operate on the same
hasis as other cabinet-ranked members of the staff.
Under the wnit type of administration, he would
not deal diveetly with members of the board of educa-
tion concerning priorities in his job, He would work
through the office of the superintendent of schools for
any commnnication with the board of education. Like-
wise. e would wait for the board to communicate its
desires to the superintendent. for operation within this
field. Under no cirenmstances should this administra-
tor ever become the pubi:city agent for a board mem-
ber, Assignments given him by the board should be
for the benefit of the school system as a wholc

Contacts with Community Groups. The administra-
tor in charge of school-community relatious should be
the first to.respond to requests of community organiza-
tions for projects, programs, or activities within the
schools. He should tzke the matter to the cabinet or
the superintendent for a final decision as to policy and
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desirakality, If the community group’s request is ap-
proved, the administrator will set up machinery for
the operation of the project. If it is turned down, the
administrator must inform the group in a diplomatic
and friendly manner why their project is not possible
as that particular time.

Commoaications Media. Tn the minds of most ad-
ministrators in this field. relationships with the com-
munications media represent a top priority. These
media include newspapers. radio. commercial televi-
sion. cducational television, if it is available, profes-
sional journals. and the house organ, if one exists. It
is essential that the administrator have knowledge of
and competency in journalism as it is practiced today.
The ground riles for operating in this sphere of public
and staff influence are many and varied. They may be
briefly stated as follows:

¢ The administrator is going to work with reporters.
Therefore, he should treat them with respect,
honesty, and straightforwaidness.

¢ The administrator will do well never to go over the
head of a reporter to an editor or a news director.
Oceasionally there will be a need to communicate
with the management of a division of the press, but
this should be done with the knowledge and consent
of the reporter and, if possible, in his presence.

¢ To claim a misquote on a bad news remark is a
serious blui.der. The administrator should call a mis-
statement of facts by the reporter to his attention
without becoming mercurial about it.

¢ The administrator shouid contact the media only on
items definitely considered “newsworthy.” The choice
of words is important. To tell a reporter “we want
some publicity on this” may be tantamount to a
professional slap.

¢ The same general ground rnles prevail in dealing
with television and radio reporters.

The administrator should remember that the press
considers that there are two sides to every story
and that it is thehr responsibility to reflect both.
In case of controversy or an out-and-out negative
approach by the press. the administrator should be
able to state the position of the school system in &
factual and straightforward manner so that his
comments will not have to be repudiated in the
next edition of the press or news release.
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® Press relations vary from school system to school
svstem, Some newspapers welcome releases prepared
by the administrator; some staff the school “beat”
with reporters and expect the reporters to do the
writing; some accept art and photographs from
the school system, but most prefer to have their own
photographs and art.

e Parenthetically, it would be well for the admiris-
trator to know something of the laws relating to
the press and individual privacy; he shonld recog-
nize what is privileged material and what is not.
He would do well to have some background in
journalism before holding a cabinet-level position
of assistant superintendent for school-community
relations.

Professional Organizations. Practice across thr; coun-
try indicates a close relationship between the admin-
istrator of school-community relations and profes-
sional organizations—teacher, administrative, and su-
pervisory organizations, local, state, and national.

Planning for a national or state convention to be
held in his district usually places him in a leadership
role for local arrangements. He calls on local groups
for support and assistance in entertaining the partici-
panis in the meeting. The administrator has direct
contact with the comnmnity relations committeemen
of the Tocal teacher organization. the loeal administra-
tors’ organization. and any other school-commected
gronps. With state and federal agencies, his relation-
ship is likely to be only a passing one.

Becoming an Assistant Superintendent

The administrative position in school-community re-
lations is an emerging and growing one, having ar-
rived fairly recently on the administrative scene.
Usually this office is first added to the organization
chart nnder “coordinator of school-community rela-
tions.” “coordinator of public information,” or some
other title sneh as “spectal services.” In a number of
the larger systems, the person is brought in as an
administrative assistant, Many times, the title is as-
sistant to the superintendent. Regardless of the be-
gimings, if the administrator makes a success of
gathering together a definite administrative clutch of
responsibility, the superintendent of schools usnally
finds thut he needs to raise the status of this admin-
istrator to that of cabinet rank. The importance of his
operations justifies this action, and his cffectiveness
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will likely be heightened by having equal status with
other cabinet officers in the matter of calling for de-
partmental assistance to cffect a good program.

Keystone of Administrative Team

The superintendent has been. is, and must remain
the ultimate sonrce of direction for public relations
with the staff and the community. But as school sys-
tems grew in size, as the pnblic continued to pile on
demands for additional educational and welfare serv-
ices, as psychological and psychiatric responsibilities
were added, as sociological and ethnic relationships
became nore complicated, the need for ane expanded
team of administrators was intensified, On top of
what had once been a primary emphasis on the 3 R’s,
the superintendent found himself miable to cope with
#11 the new burdens, Forward-looking administrators,
therefore, began to search out staff members who
conld assmne some of the community relations over-
load. even to the point of decision making in the staff.

As soon as the decigion-making factor was included,
it. became apparent that the staff member in charge
of community rvelations should have the status of an
assistant superintendent and should become a regular
member of the cabinet. A new administrative entity
thus came into the educational pieture, Thronghout
the forties and fifties. surveys and inguiries were con-
ducted as to status. job description. title. and salary.
As late as 1949, there was no one in this capacity in
the public school scene with a statns higher than
that of an administrative assistant; most were co-
ordinators, directors, or holders of some other in-
nocunous job title,

In the 1950°s school-commmity relations became so
recogmizable and desirable a tyne of school adminis-
tration that the following conclusions were considered

valid:

1. A staff person who dealt with the whole adminis-
trative unit shonld have appropriate status; therefore,
assistant superintendencies eame into being throughout
the nation in this eategory of work,

2, The person dealing with the hmportant school-
community relations situation needed the blessing of
a top administrative salarvy. since this is the final test
of status within a school system.
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3. Ouly a cabinet-rank officer would have the power
and discretion to pnll together a program for the
whole svstem  involving all levels of personnel
throughout the school distriet.

Along with the school-community relations idea
there also developed the idea of the nrgency of “team-
work™ among all the cabinet-rank officers—those di-
recting and supervisiug instruction. business, person-
nel. plant planning a.:d maintenanee, ete. It had be-
come an accepted faet that all staff persons, wherever
they worked in the school system, had a publie rela-
tions responsibility. It also became apparent that this
responsibility should have some systemwide super-
vision and coordination. Who, then, would be in a
better position to organize this activity than a special-
ist in-public relations ¢ He could consult with lis peers
about their problems rvelated to his particular field,
advise those who wished to achieve better school-
connuunity relations. assist in the preparation of bro-
chures, newsletters, and house organs in order to pull
a particular communieation entity together and to ful-
fill the demands of a modern school program.

Iimnediately it must be stated that the superintend-
ent remains the coach of the team. He is the one who
has to approve the strategy. occasionally send in a
play. and take final responsibility for cach situation,
good. bad. or indifferent. as it comes to the attention
o1 the board of education. It stands té veason that too
many Jeofsions on the negative side of the ledger can
send the assistant superintendent for school-community
relatious packing.

The staft of the assistant in charge of school-
community relotions will vary with the size and com-
plexity of the school district in which he works, In
the smaller districts, the staff remains small, obliging
him to use some part-time personnel to help with the
job. In the larger school systems, invelving thousands
of personnel and hundreds of thousanas of children,
a complete staff of specialists is essential to the opera-
tion. Possibly school-commmuuity relations work might
be divided among assistants or specialists as follows:

® A press or media assistant
® A community planning and involvement assistant
e A gtaff communications expert,

The duties of these thiree staff imembers are rather
clearly defined in their titles. It may be necessary to
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add production people, a staff artist, and a staff
photographer.

In the development of this sta’”, one can clearly see
it as a service organization, lending its efforts to all
other areas of school administration and serving a
most useful funetion in providing relief for the office
of the superintendent, providing know-how in the
production of printed materials, and serving as a
topflight vesource unit for all arcas of school effort.

The New Look: Involvement

During the past decade there has been a rising hue
and ery extolling involvement as a means of settling
problems from one end of the educational spectrum
to the other. The presentation of this “recipe” as an
escape from dilemma veceives almost no refutation
from any source. One has only to look back cver the
development of the school-community relations idea
as reviewed above to see that involvement had been in
the minds of those administrators all along. Indeed,
in a great number of places throughont the nation,
involvement hgs been brought to « high degree of
efficiency and good outcome. The proper place for in-
volvemeni—of all sizes and types—is naturally the
officc of the assistant superintendent for school-
community relations,

Standards

Tn March 1969. the National School Public Relations
Association’s Executive Committee adopted a set of
general standards for educational public relations
professionals. calling for understanding of and com-
mitment to the role of education in free society. These
professionals also need to understand and accept the
role and social responsibility of public relations for all
cdneational institntions, organizations, and agencies in
a free society. They must possess a commitment to the
improvement of educational opportunity for all. They
should practice and show respect for professional
performance and ethical behavior in the pursuance of
their responsibilities.

Subject te specific inspection, these general stan-
dards wonld appear to require a person to have no less
than a bachelor’s degree from an accredited college
or university. In fact, to operate at the level of ar.
assistant superintendent, he shonld have at least a
master’s degree, and a doctorate would be desirable.
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In academic preparation, the public reiations pro-
fessional should have a broad background in com-
munications, behavioral sciences, edacation, and re-
lated disciplines. As a minimum, he should have com-
pleted study in at least thiee or the following four
areas:

L. Commaunications—inelnding courses in public ve-
lations. journalism, specch, marketing, advertising,
radio and TV, and writing

2. Behavioral sciences—-including courses in sociol-
ogy, political science, psychology, and public admin-
istration

3. Education—including courses commonly offered
at colleges and universities in the preparation of edu-
cational personnel leading to certification

4. Related disciplines—including courses and combi-
nations of courses which cover public relations content
not specifically included in the three above areas.

With regard to the experience component, the edu-
cational public relations professional should have suf-
ficient experience to meet at least one of the following
standards:

® Two vears of full-time experience in an executive
public relations position with an educational organi-
zation

® Three years of full-time experience with sé¢aff public
relations responsibility in an educational organiza-
tion

® Four years of part-time experience with public rela-
tions responsibility in an educational organization

¢ Four years of full-time cxperience with executive
public relations responsibility in an organization
outside the area of education, plus one year in a
professional capacity with an educational organiza-
tion

® Five years of full-time experience in a staff public
relations responsibility with an organization out-
side the area of education, plus one year in a pro-
fessional capacity with an educational organization

¢ Five vears of full-time experience in mass communi-
cations (press, radio, television, ete.) with news, edi-
torial. or program responsibilities, plus one year in
a professional capacity with an educational organi-
zation

® Three years of full-time experience in a professional
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eapacity with an educational organization

® Four yvears of full-time experience as a college
teacher of public relations or related communications
courses.

Training Ground for the Superintendency?

The answer is “Yes.” 1t has happened in a nwumber
of places. Several current superintendents of larger
school systems spent an apprenticeship in some form
of school-community relations, college relations, or
general public relations. A report of the NEA pub-
lished i the 1950%s stated that 68 percent of the
superintendents who had left their positions during
the preceding vear had done so because of poor inter-
nal and external relations. This gives further credence
to the proposition that public relations posts are good
training grounds for the top position in a school
system.

The administrator usually finds himself becoming
a decision maker within the context of general policy.
If he is adept, he will often be able to read the
minds of the superintendent and the board of educa-
tion members, In time he may be able to assess which
programs and projects will succeed and which will
not. His effectiveness will he judged by the degree of
suceess or failure of the total public relations effort,
or certainly of jmportant campaign efforts directed
from his office.

Job security in these positions has largely been tied
to success or failure in the areas suggested in the pre-
ceding paragraphs. The mortality rate has been rather
low throughout the vears for school-community re-
lations administrators who have been able to meet
the specifications described in this chapter and have
been given a chance to pursue the job to its ultimate.
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Profile II—Desirable Changes

Assistant Superintendent,
School-Community Relations:
Be skillful in dealing with
all of the “experts” in pub-
lic relations, make sure that
promotionul campaigns ave
child-centered or education-
ally oriented, make sure
school people w:nderstand
the purposes of PR efforts,
practice the art of self-
effacement, remember that
success depends upor. lots of
little things.

One of the toughest elements of this job, the practi-
tioner finds, is to deal with all of the *“experts’ in the
field of public relations. School board presidents, many
superintendents, and often chairmen of committees
from every organization think they are experts in the
field of public relations. This is a cross fo he borne by
a successful administrator in this field. He can be a
good listener and hope to bend the free advice he
gets to a good and useful purpose.

One in public school-community relations is well ad-
vised never to set up a campaign just to achieve a
public relations result. Every campaign or effort must
be child-centered or educationally oriented. The ex-
penditure of public money merely to make someoue or
something look good is open to serious (uestion.

A basie rule for sunccess in school-community
relations is to make sure that school people uu-
derstand what is being attempted. After a clear un-
derstanding within the school organization is achieved,
the administrator may reasonably go to the public in
any part of the community and expect a higher degree
of success.

The community relations administrator mwust be
self-effacing. He must be willing to give credit to
other people, to urge others to take the bows, realizing
that reflected esteem is longer lasting and more bene-
ficial than direct credit for work well done. One
administrator with long experience in this field com-
pared his job to that of front man for a circus—always
out ahead of the circus itself, hanging paper and lay-
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ing out advertising for the upcoming tremendous at-
tractions. He is so busy with promotion that he seldom
gots to see the show in the big tent.

The success of community relations programs de-
pends upon lots of little things rather than on any
single factor, no matter how seemingly large and sig-
nificant. The following are some of the “little things”
thac make the difference :

e A teacher in the classroom doing an excellent job
with all levels of students

e A custodian who keeps the heat regulated properly
day in and day out

¢ A maintenance department that keeps the restrooms
in working ovder throughout the school

® Scrvice center truck drivers who deliver materials on
time

® A school secretary with a pleasant telephone voice—
she is the first one to talk to the angry parent

¢ A lunchroom manager who does the job efficiently

e A principal who communicates his problems as well
as his successes to the proper person in the central
office.

These arc some of the indices of a happy school public
relations program, which will reflect credit on all those
who form the administrative team in a school district.

Conclusion

Most cabinet divistons in a school system have well-
defined and clearly circumscribed functions. The
school-community relations assistant is rarely so for-
tunate. He finds himself, from time to time, working
in @l arcas of school administration. To be successful
in his assignment, he must have the cooperative ef-
fort, goodwill, and understanding of all other mem-
bers of the cabinet. He must have the right to cross
lines, cooperatively, with various heads of divisions
throughout the system. He must be thoroughly con-
versant with school policy and consistently operate
within that policy as he moves from area to area to
improve communications, to enlist cooperation, or to
convey understanding of what the school system is
seeking to do. He must be able to conduct both un-
advertised and publicized campaigns. He and mem-
bers of his staff must, at times, bear tremendous bur-
dens in confidence. He must keep the confidence of a
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classroom teacher or an elementary principal. His
office is happiest when it enjoys the complete con-
fidence of the superintendent and other administra-
tors. If successful, the school-community relations as-
sistant will enjoy a most sensitive position, com-
parable to that of a father confessor, a legal counsel,
or a bedside physician.

The argument for having a school-community rela-
tions administrator at cabiuet level rests upon the
{ollowing assuniptions:

1. The greatest need in education at this time is for
administrators who can reestablish communications be-
tween the community and the schools, provide healthy
involvement of community elements in the ongoing
program of the school system, seek reasonable solu-
tions to existing problems, and anticipate those yet
to come.

2. The administrator should possess a strong educa-
tional preparation and an adequate experiential back-
ground to fortify him in his work. He should have the
capacity to learn lessons daily and to profit from his
experiences. Seldom is one problem exactly like another.

3. He must have the ability to work with people and
to understand opposing viewpoints. He must be able to
delegate authority. He must be able to deal in a
friendly manner with neo-experts in the public rela-
tions field.

4. He should receive salary and status commensurate
with the demanding specifics of the job since, from
time to time, he will be called upon to be the “boy at
the dike.”

This point of view
holds that the public
relations admints-
trator masterminds
the successful
community relations
program. A possible
approach which could
be equally successful
might have him
assisting all staff
members to be sensi-
tive to improving
relations with all
publics, including
students, parents,
taxpayers, and
visitors. While one
person can’t sell the
schools to the com-
munity, he can help
all staff members
improve relationships
with the community.
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8.
HUMAN RELATIONS

Profile I—Current Status

Assistant Superintendent,
Human Relations:
Inservice training director
in human relations, initiator
of new programs and activ-
ities in intergroup inter-
action, recrutter of minority
staff members, recommender
of policies to strengthen
human relations, facilitator
of ~fforts to increase pupil
and staff integration, con-
sultant to staff in improve-
ment of human relations,
solver of emergency prob-
lems, participator in com-
munity action activities,
monitor of curriculum de-
velopment and insérvetional
procedures to impiove hu-
man relations, consultant to
superintendent and board of
education in the area of
human relations.

The position of head of a department of human
relations is relatively new. Certainly few school sys-
tems had initiate® a well-rowuded program in this
area before 1960. Most full-time departments have
been formed during the past five years.

At the outset of this study of second-echelon posi-
tions in school systeme. 47 large school systems in
cities with population over 300,000 were contacted to
ascertain if they had a separate department of human
relations. Fifty-one pereent said “Yes,” forty-onc per-
ceut said “No,” and eight percent did not respond to
the inquiry.

An analysis of the functions which the heads of
departments of Inunan relations say they perform in-
dicates that large school systems form separate de-
pavtments of Inunan relations when some or all of the
following conditions prevail :
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1. Interracal problems and tensions mount and mul-
tiply.

2. Civil rights groups press for sub.tantive changes
in the school system.

3. The percentage of disadvantaged pupils sharply
inereases.

4. The black community becomes impatient or mili-
tant.

5. The instructional program is alleged to be irrele-
vant to the clientele served.

6. The staff gets out of touch with the changing re-
quircments of the pupils served.

7. A commnunication gap widens between the school
svstem and parent and community groups.

8. A need for expertise in the promotion of better
human relations among all components in the educa-
tional process becomes evident.

Departments established to work in this area gen-
erally are charged with a prime responsibility: to im-
prove human or intergroup relations in the school
system. These two terms arc used interchangeably. It
is difficult to ascertain a completc meaning of the term
human. relations. In its broadest sense, it encompasses
the full range of person-to-person relations and is not
restricted to interaction between racial or ethnic
groups. Nevertheless, a careful examination of job
content of the position in many school systems re-
veals a heavy emphasis upon interracial problems and
relationships. The prime hnportance of this particular
area of responsibility, especially in the early stages of
developmeut of the department, may account for this
emphasis.

While more than 40 percent of the large school
systems indicated absence of a separate department
of human or intergroup relations, they did not imply
an absence of efforts in these areas. Perhaps the need
for services in human relations wasn’t as pressing as
in those systems that had established separate depart-
ments. In systems without separate departments, hu-
man relations services were being provided by sev-
cval persons and at various levels in the school system.

Federal Projects Provided Impetus

Many projects under Title T of ESEA provided for
services in human relations. The superintendent’s of-
fice itself often was deeply involved in many aspects
of the problem. Not infrequently, human relations
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functions were allocated to the office of public or com-
munity relations. Thus, human relations services were
often scattered throughout the system. There is a grow-
ing trend, however, to consolidate the services in a
single department and to employ a specialist to direct
# coordinated program.

Magjor Functions

Human relations activities may be divided into two
areas, staff and operational. Staff activities include ad-
vising, planning, and evaluating. These functions re-
quire the head of the department to work as a con-
sultant to the operational administrators and super-
visors in the system. He must rely heavily upon the
operational personnel’s goodwill and willingness to
corry out the actual activities in human " relations.
O perational activities include policy formation, de-
velopment of procedures to implement policies, ad-
ministration of specific programs in human relations,
evaluation, and working in specific crisis situations,

Two of the highest priorities in job functions of the
human relations department head are the direction of
inservice activities and the initiation of new programs
in human relations, both on a systemwide basis and at
local school levels. He tries to create sensitivity to the
importance of good human relations throughout the
system, using a variety of approaches.

Another of his major functions is recruitment of
minority teachers and other personnel. This respon-
sibility generally rests with the personnel office, hut
the individual in charge of human relations frequently
assumes a key role in the identification, selection, ap-
pointment, and placement of these new staf members.

Policy development is a fourth important function.
This includes highest-level policies promulgated by
the board of education and the top administration of
the school system, as well as operational policies at
departmentai and local school levels. The head of the
department of human velations consults and advises
the “policy makers” to make certain that each policy
decision reflects good human relations, insofar as they
are relevant to the decision.

A fifth function of the human relations specialist is
cvaluating proposals and making recommendations
for specific actions in the field of pupil integration in
schools. His advice is extremely important and useful
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in determining ways and means to increase pupil in-
tegration througheout the school system.

Working with staff members on a one-to-one basis
and in groups for the promotion of human relations
is another responsibility of the specialist in this area.
As pupil and staff integration efforts are increased,
there is 2 need to create attitudes of receptivity and
to reduce apprehension if the integration process
is to proceed smoothly and effectively. The human
relations specialist often is the “quarterback” in these
endeavors, Workshops, clinics, handbooks, counseling
sessions, and orientation in human relations know-
how are some of the tools he employs. It is significant
that these promotional activities with staff members
are thought to be a sovnd investment in increasing
the success potential of integration efforts. While ab-
solute success cannot be guaranteed, its probability ie
markedly increased by such efforts.

The director of human relations often is obliged
to devote an inordinate amount of time to emergency
problem solving. This may be a phenomenon of cir-
cumstance and time. The newnes; of the position and
the tensions of contemporary life—especially in large
urban communities—perhaps account for much of the
time and energy this function requires.

An additional responsibility centers around broad
involvement in community action activities. Within
recent years, the number of community groups that
have been formed in the cause of community action
has greatly increased. Many of these groups are di-
rectly or indirectly interested in education. The super-
intendent of schools, with increasing frequency, turns
to the head of the human relations department to
work with these groups, to represent the school sys-
tem, and to exert influence as these groups seek to
promote the particular interests for which they have
organized.

The director of human relations does more than
merely represent the school system in working with the
commmnity action groups. Deeper involvement in
these activities includes contributing his leadership and
unique expertise to the solution of difficult community-
wide human relations problems.

Another function of the position is monitoring cur-
riculum development and instructional activities
within the school system itself. The director of human
relations may be called upon to perform very sig-
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nificant sevvices in the work of comumittees formed to
develop enrriculum materials and to devise new in-
strnetional processes. Making certain that curriculum
materials. particularly in the social studies areas, in-
clide multiethnic and racial materials is the primary
concern. In the area of instructional processes, a very
vital service is helping teachers and other profes-
sional personnel to increase the humen relations em-
phasis in their techniques of instruction.

In addition to all of these duties, the director of
hwnan velations has the general responsibility of rep-
vesenting the board of education in countless ways
when human relations matters are of paramount
coneern.

Other Areas of Responsibility

Heads of departinents of hwman relations tend to
have more supplemental responsibilities than their col-
leagues in the school system. This is due in large part
to the fact that human relations duties are often as-
signed to an existing department head in the school
system., Human relations activities may, therefore,
have a half-time allocation, ecven though nced for
these services, once the position is formed, usually
expands rapidly. So-called “extrancous duties” tend
to deprive the human relations dirvector of valuable
time to devote to his primary duties.

Supplemental areas most often assigned to the di-
rector of the human velations department are com-
munity relations, professional program development,
and fund raising,

Working Contacts

The human relations departmeit head’s most fre-
quent interdepartmental working relationships are
with the superintendent. This is not surprising. His
other working contacts, listed in descending order of
frequency, are with peer-level colleagues within the
system, the board of education, local schools, com-
munity agencies and groups, educational institutions,
professional organizations, business groups, parent
groups, communications media, and state, city, and
federal governmental ovganizations.

Facilitating Forces

Directors of human relations are able to do their
work more effcetively if certain facilitating forces are
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present. On the other hand, if the munber of barriers
1s excessive. the degree of job accomplishment is ob-
viously reduced.

Oue of the most important facilitating forces is
having the full support of the superintendent. An-
other is the opportunity to go directly to the super-
intendent withont having to go through admiaistra-
tive layers in the organizational structure. The sensi-
tivity of most problems in human relations makes
this direct accessibility extremely important.

A third facilitating force is broad .ommunity
awareness of the nature and significance of human
relations problems and broad participation in their
sohition. More contact with the black community is
extremely important.

A fourth expediting force is a good working rela-
tionship with community groups, ;articularly those
which are vitally concerned with the area of human
relations, This especially meaas an easy relationship
between the head of the human relations department
and the leaders of the groups,

(Good relationships with the total professional staff
and with students and their parents are of the highest
importance, The staff should understand the mission
of the human relations department and recognize that
it offers services that can facilitate the -vork of teach-
ers and other professional personnel. Opportunity to
work directly with pupils and with their parents is
equally important. Efforts of the director of the hu-
man relations department can be multiplied if he has
an opportunity to work through the teaching staff it-
self in promoting better working relationships with
students and parents.

A concerned board of cducation is another facilitat-
ing force. Both financial and moral sepport are vitally
necessary. It is most helpfnl for the superintendent
of schools to allow the dircctor of human relations to
appear before the board of education to make progress
reports, fo interpret the thrust of huma. relations
activities, and to identify problems which will re-
quire the understanding and tangible support of the
board.

A sensitive staff and a core of able associates who
can enunciate and carry out the mission of the human
relations department are greatly to be desired. As hu-
man relations is a relatively new function in the fam-
ily of administrative and supervisory services, the
more fully its mission is understood and accepted by
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The scheol’s organi-
zation chart sheuld
clearly define this
procedure.

A word of caution—
the human relations
director must be
respotsible to the
superintendent.

133



Absolutely essential!

Human relations
should be the prime

1389

Junction.

the staff, the greater the opportunity for the depart-
ment to {(fill this mission.

The promotion of good human relations depends
upon a mechanism for and a program of good com-
munications. This applies not only to the internal or-
Zanization of the school system, but also to resources
beyond the burders of the system.

The opportunity to participate more meaningfully
in the decision-making process is an additional facili-
tating factor. This is particularly important when
high-level policy decisions are being made.

Some Barriers

The following are among the barriers tending to
hamper the efforts of the director of human relations:

® Apethy. Either in the community or within the
school system, apathy is a barrier. In some instances,
it may be as devastating as hostility.

® Small Budget. An inadequate budget is a constrain-
ing factor. Excessive reliance upon federal funds to
support the office of human relations is a handicap.
A menasnre of the commitment of the school system
to a good human relations program is the amount of
the budget which comes fi: .1 local funds.

o [nsufficient Staff. Frequently the werkload, even in
the carly stages of the development of the depart-
ment, is too heavy for the size of the staff. Duties
and responsibilities tend to multiply faster than the
resources to meet them.

® Foot Dragging. Sometimes there is considerable un-
evenness among facuvlties in individual schools in
cooperating with the department of human rela-
tions. This becomes a constraint in the promotion
of a good hnman relations program.

® [lacist Attitudes. Hostile attitudes of a racial na-
tnre among staff members very likcly will create
significant barriers to the work of the human rela-
tions department.

o Fxtraneous Assignments. To the extent that an
inordinate lond of so-called “extraneous assign-
ments” is assigned the director of human relations,
he is robbed of valuable time and energy to devote
to the main function for which he was appointed.
It is possible, however, that his own definition of
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an “extraneous assignnent” and that of the admin-
istrator who gives hin the assignment may differ.

o “Putting Out Fires.” An excessive emphasis upon
emergency-type problems alse vobs the direstor of
humnan relations of time to fulfill the main purpose
of the department.

o Limitation in Decision Making. If the human rela-
tions department head has very limited opportunity
to participate meaningfully in decision making, he
may find this to be a significant barrier in the carry-
ing out of his duties and responsibilities.

Qualifications

The predominant level of preparation of inecum-
bents in the position is the master’s degree. The
doctorate is felt to be desirable, however.

Counseling, psychology, sociology, cducation, and Thismaybea
intergronp relations are the ficlds of specialization in Z"“‘“’" which will

X . . L ave to be filled from
which incumbents in the position have most often 0" "0
majored. Some form of certification is generally re- iional profession due
quired. Where individuals are chosen from outside to specific require-
the ranks of professional education, the position may ments and the
be set up in such a way that the possession of n ©%Perience factor.
certificate is not required.

Practice varies widely. Most directors of human re-
lations feel that prior teaching and administrative
experience is highly desirable. A further asset is ex-
perience in the general field of human relations out-
side education. The amount of prior cxperience is
probably of less significance tian the type and quality
of the experience.

Those who hold the position name a wide variety
of personality traits desirable in one carrying out hu-
man relations functions in a school setting: patience,
perceptiveness, objectivity, sensitivity, and warmth.
Desirable operational skills include ability to work
with others, ability to take criticism, counseling skills,
skills in organization, social astuteness, and tolerance 7.4 excellent lists.
for pressure.

Involvement in Decision Making

In most instances the head of the department of
human relations is called in on an ad hoc basis to
consult in decision making at the highest levels and
at lewer cchelons in the school system when topics
are under consideration that have implications in
the area of humau relations. In some cases the direc-
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Opportunities will
increase for the
experienced person.
T'rarning programs
should be developed
to provide replace-
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ments,

tor of human relations is a key member of the super-
intendent’s cabinet and is routinely involved in dJe-
cision making in all areas.

Turnover

No significant trends in job turnover ‘are yet ap-
parent. Newness of the position undoubtedly accounts
for turnc ver’s not being a problem. More time will be
required to establish a trend.

Summary

This is admittedly a limited and incomplete profile
of the position of head of a department. of human
relations as it exists at the present. The newness of
the poeition and the substantial variations in organiza-
tional structure in school systems make it difficult to
generalize concarning the position of director of hu-
man relations.

More systems will establish full-time positions in
the avea of human relations as time goes on. The need
for such positions is unquestioned. Job content and
position perimeters are gradually being clarified and
expanded. Acceptance of the position by older and
more established departments in school systems is
growing. Time undoubtedly will see the position firmly
established in many systems in both urban and sub-
urban communities because there is a clear need for
planned and organized efforts in human relations, and
the potential dividends are great.
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Profile II—Desirable Changes

Assistant Superintendent,
Human Relations:

Elevate rank of position,
make the department a line
position, increase allocations
from local funds, augment
department scaff, utilize
more people from the com-
munity in staff positions,
ficrease participation in
curriculum development,
broaden involvement of par-
ents and pupils in intercul-
tural relations activities,
intensify communications
with the black community,
increase commitment to the
need for better human rela-
tions at all levels in the
school system.

The relative newness of the position of human rela-
tions department head increases the inclination on the
part of the imcumbent to free himself from some of
the so-called impediments of the position. A r pid
proliferation of duties often outstrips the capacity of
a department to fulfill its responsibilities. Frustration
frequently results. Thrust for amplification of staff
intensifies.

Deeper involvement in the established functions of
the educational process, closer working relations with
the community, greater utilization of community re-
sources, particularly manpower potential, and more
effective communication with various ethnic groups

- are among the desirable changes that should take
. place.

* Modifications in Status of Posti.on

Raising the rank of the position to the level of an

~ assistant or associate superintendency, with cabinet
! status, is suggested. It is argued that the status of the
' position and its functions would be enhanced if it

. were placed on a par with other established depart-

ments. Proponents of this action contend that the

. position’s duties and responsibilities and the social
exigencies of the times warrant the change.
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The objectives of this
posttion will be
reached only by
cooperation, not by
demand. Therefore,
it should be a staff
rather than a line
posttion.

This is good.

But what would be
the attitude of the
minority group
members and others
outstde the
“establishment”?
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“Human relations
administrator” may
imply that other
department heads
are not interested
in human relations.
A change in title
would be a good
thing,

These specialists
will have %o be
developed and

trained through
staff development
programs,

Change of department title might also be in order.
Among the alternative names suggested is “depart-
ment of intercultural affairs.”

Additional staff is recommended, for it would en-
able the department to improve services generally and
to move into specific areas not now being adequately
served. An cxpanded staff would permit additional
involvement in curriculum development and inservice
education. Specialists in intercultural affairs might be
assigned to work with staffs in individual schools
and offices of the system. More professional personnel
would make it possible to conduct sensitivity training
to improve human relations, frequently found lacking
in existing programs.

There is a need for publications in human relations.
Monthly bulletins for systemwide distribution could
be very useful. Orientatic:i materials for new ad-
ministrators and new teachers are needed.

Employment of community people in paraprofes-
siopal posts wonld strengthen the human relations
program. Aides, coordinators, assistants, adjuncts, and
helpers could be utilized in meaningful ways to im-
prove school-home-community relations. Internal and
external communication might be strengthened with
the addition of paraprofessional staff members.

Overcoming Barriers

As more local funds are committed to the support
of the human relations program and less reliance is
placed upon funding primarily from federal sources,
the status of the department will be enhanced. Addi-
tional local support evidences a deeper commitment
to the importance of the function. If and when this
change becomes more widespread, an important bar-
rier to effective operations will have been removed.

An additional barrier that needs removing is in-
difference or lethargy on the part of staff members,
parents, and patrons of the school system. Increased
awareness of the problems of potential and actual
racial discord is needed.

Lack of parent education is another barrier that
impedes the work of the human relations department.
Very substantial programs in parent education in hu-
man relations are called for.

In those instances where the head of the department
of human relations is obliged to carry out other func-
tions and responsibilities, his efforts in the principal
thrust of the department are diluted. The removal of
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the extraneous portions of his position presumably
will Lelp to overcome this operational barrier.

Broadening of Program

The human relatious program needs to be broader
and deeper. While the troubleshooting aspect of the
position cannot be climinated, time is needed to con-
centrate to a greater degree on preventive efforts,
including—

¢ More direct involvement in curriculum development
and the instructional process.

® More intensive inservice education.

¢ More liaison work with community groups.

o More direct participation in cabinet-level decision
making.

® More attention to intra- and interstaff communica-
tion problems.

® More advisement and counseling services for top-
level administrators and heads of local schools.

Public schools provide the crucible in which the
estrangements of ethnic and other social groups must
be reconciled. Tensions ave created in the process.
Organized programs in human relations, under trained
and sensitive specialists, can ameliorate these ten-
sions. The human relations programs must be strength-
ened in order to increase intergroup understanding,
to foster greater unity of social purpose among in-
dividuals and groups, and to facilitate the thrust for a
deeper sense of personal worth on the part of those
striving to establish their identity.
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An excellent
statement.

Care should be
taken that confiict
and overlapping do
not develop with
other community
human relations
departments. The
school should not
have sole responsi-
bility in this area.
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2. QUESTICKNAIRE

Instructions

THE ADMINISTRATIVE TEAM. The following chart has
been devised in the hope that it will provide information which
can be used to compare administrative organization patterns.

Before filling out the chart for your school system, please
examine the enclosed sample chart, which has been filled
out for an actual school system. You will note that in the
boxes at the top of Cohmms 1 through 6, the major central
office administrative positions have been placed in descend-
ing order from left to right (excluding certain positions
sneh as superintendent or depnty superintendent—if only
one person has this title—and such persons as legal adviser
to the board).

In the boxes under Column 1, headed ASSISTANT SUPER-
INTENDENT, the functional arcas headed by assistant snp-
erintendents have been placed vertically, one to a box, i.e.
“Business,” “Secondary and Adult Education,” and “Elemen-
tary Education.” In the boxes under Colnmn 2, the areas headed
by DIRECTORS are listed. Please note—all areas headed by
directors that fall within the functional areas in Column 1 are
placed in a box in Coluinn 2 in the same row (A, B, or C) as in
Column 1. Thus all functions in Row A fall within the func-
tional area headed by the assistant superintendent for business.
The same is true of Row B and Row C.

Note that in Row F the avea of “Personnel” is not headed by
an assistant superintendent and does not fall within one of the

functional area’s in Rows A - C. Therefore, “Personnel” has
) Y

been placed in its own row under the position title of the
highcst person in this department—DIRECTOR.

Note that in Column 3, Row E, inder STTPERVISOR, the
positions of case worker and of psychologist have been placed
in parentheses since they do not have the title of “supervisor”
but are considered equivalent to snpervisors. Note also that the
number of these personnel is indicated in parentheses after the
position designation. The same is true in Coluim 4, Row B,

COORDINATOR.

The chart, when completed, should show horizontally the
titles, nuinbers, and types of positions in cach functional area.

¢ A look vertically will show the number of personnel in eaech
© functional area with a given position title, e.g., DIRECTOR.

I

DO NOT try to make your organization fit the sample
chart; you may have more, fewer, or different functional
areas and position titles.
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SCHOOL SYSTEM

- Assistant . . I
POSITIONS Superintendent Director Supervisor
LEVELS OF
RESPONSI- | 2 3.

BILITY
Business Maintenance Mamtenance
A Food Services Operations
Child Care Grounds
Purchasing
Sccondary Vocational Science and Math
and Adult Eduecation Musie (K-12)
Education Art (K-12)
B Instructional
Materials (K-12)
Physical Educa-
8 tion (I{-12)
S
g
S
3 Element
8 ementary Primar
'§ c Education y
5
"§ n Administrative
= Services
(}uidanc(; (Case Workers) (5)
E and Pupil (Psychologists) (3)
Personnel Special Edueation
r Persontel
2
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Coordinator

4. 5. 6.

Iinglish

Social Studies

Foreign
Language (2)

Primary

Years 4, 5, and 6

Mentally Gifted
Minors
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