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INTRODUCTION

The nature of change in education these days not only is multi-dimensional
but frequently is without precedent. Pressures which stem from the knowledge ex-~
plosion, technological revolution, and the great social and economic ferment of
contemporary society make imperative the need for new and creative developmental
programs for the practicing school administrator.

The American Association of School Administrators (AASA) which for more than
a century has been actively engaged in the professional growth of school adminis~
trators through its sponsored conferences and publications, is deeply concerned
about the critical natura of the present situation. The complexity, magnitude and
urgency of problems confronting educational administrators demand greater efforts,
bolder designs and more imaginative approaches to continuing professional education.

Traditional responses to inservice education for administrators have had seri-
ous flaws. They have tended to be slow to respond to critical issues. Typically,
program efforts are uncoordinated, lacking in continuity, segmented in approaches
and superficial with respect to the content, resources and management planning
required to meet today's challenges.

AASA has recognized the need for a national vehicle which will be able to
respond, promptly to pressing needs; which can provide the national leadership and
program focus necessary to marshal the resources; and, can employ the flexible
approaches necessary to the task.

In the latter part of the 1940's the Kellogg Foundation began to take a
strong interest in the field of Educatioral Administration. This interest was
encouraged by AASA and in 1949 an AASA Development Committee was appointed to
serve as an advisory body to the Kellogg Foundations' new Cooperative Program in
Educational Administration.

During the next five years it became apparent that there was an increasing
need for a representative professional group to discipline the preparation of the
school administrator. To a degree this need was answered in 1955 when the afore-
mentioned Development Cormittee officially became the initial Committee for the
Advancement of School Administration (CASA).

In 1961 AASA conducted the first of its' popular and effective Higher Horizons
Seminars. These Seminars have been continued each' year since 1961, In a sense
these seminars might be considered as the predecessor of Academy programs and the
Academy itself.

In 1966 the Committee for the Advancement of School Administration (CASA),
(see Appendix A), now a standing AASA committee, began a special study of ways to
provide practicing administrators with effestive inputs of significant new experi-
ences and knowledge. This included a reappraisal of traditional methods together
with various conceptualizations of the "Academy" idea. The result, after 1§
months of deliberation and investigation, was an expanded, multi-dimensional con-
cept of a professional vehicle (the AASA Academy) which extended considerably
beyond the earlier speculations.
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CASA's proposals for the 'NASE" had the advantage of task force and AASA
staff studies of comparable efforts in other management fields, including the pro-
grams of the American Management Association, the War Colleges and the Federal
Executive Seminar Centers.

CASA ultimately recommended that efforts be made to develop an operational
model for a multi-dimensional NASE and urged the earliest possible implementation.
The AASA Executive Committee gave the proposal unanimous support,

AASA on February 1, 1968, embarked upon an intensive six-month project to
develop a NASE model program. This was spurred by a $50,000 V. S. Office of Edu-
cation planning grant. Four task forces, composed of 13 eminent educators (see
Appendix B), began the work of detail planning required to make NASE operational.
The task forces, composed of superintendents, professors, college deans and presi-
dents, proceeded in accordance with the basic assumptions which are outlined in the
Program Task Force Report (Appendix C).

The task forces completed their assignments during the Summer and Fall of
1968. The reports of the task forces may be found in Appendix C.

With the major share of the stuiies of the task forces completed, the AASA
Executive Committee at its November 1968 meeting adopted the following action on
the establishment of the AASA National Academy for School Executives:

"Effective January 1, 1969, there is hereby created and estab~-
lished a unit of the American Association of School Administra-
tors which shall be known as the AASA National Academy for School
Executives, whose purpose and function shall be the continuing
development of professional personnel in the field of school
administration.

"There shall be a Board of Dirzactors of the National Academy
for School Executives which shall have the responsibility

for developing the policies, plans, regulations, programs,

and operations necessary to fulfill the missions of the NASE.
The Board of Directors shall consist of thirteen appointed mem-
bers and the President and Executive Secretary of AASA, who
shall be ex officio members.

"The Board of Directors of the NASE shall be appointed by the
President of AASA. The first Board shall be appointed, approx-
imately one-third each, for terms of one, two, and three years
and thereafter for terms of three years, but no person s1all
serve for more than two consecutive three-year terms. A
majority of the Board of Directors shall be practicing school
administrators,

"The executive officer of the NASE shall be an Associate Secre~
tary of AASA whom the Executive Secretary of AASA, with the
concurrence of the Board of Directors of the NASE and the
Executive Committee of AASA, has designated as the Director

of NASE . . ."
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Immediate launching of all the program dimensions recommended by the task
forces was impractical in light of resources available. Consequently it was de-
cided to inaupurate reeional, short term problem oriented clinies and seminars as
the initial phase of the Academy overation. The successful exneriences of 1969
and 1970 encouraged AASA-NASE officials to proceed with plans for further design
and implementation of additional recommended program dimensions for the Azademy.

To assist the NASE Project Development Staff in the long range planning
process, three development commissions were formed in 1970. The composition of
the three Commissions (Instructional Systems, Program Development, Operations
and Facility Development) is displayed in Appendix D.

In Appendix E, Summary Statements of the most recent meetings of these
Commissions are displayed. These displays offer evidence of valuable input
which has been forthcoming from Advisory Groups such as the three aformentioned
Development Commissions.

The current responsibility of the NASE Project Development Staff and the
NASE Development Cormissions is to design and develop a long range conceptual
model for the Academy.

This document represents their joint efforts in pursuing the following
goals:

1. To design a multi-year master plan for the National Academy
for School Executives,

2. To develop a procedure for implementing the multi-year mas-
ter plan,

3. To initiate the development of an evaluation model for the
multi-year master plan,

Special credit is due Dr, Stephen J. Knezevich, the first Director of
the Academy for his work with the Task Forces and for his efforts in organizing
the Academy. His written reports furnished a large share of background
material for this document., Thanks are also due Dr, Finis E. Engleman and
Dr. Forrest E. Conner, A,A.S.A., Secretaries Emeriti for their suggestions
and recommendations during the development of the NASE Conceptual Model,

It is the intent of all concerned that the National Academy for School
Executives as created by AASA shall continue to expand and flourish as an ex-
citing, comprehensive and innovative approach to continuing education for edu-
cational administrators serving a wide range of institutions throughout the
United States, Canada, and ultimately, overseas. This type of operation holds
considerable promise for the reinforcement and extension of leadership capabili-
ties in helping the practicing administrator sense and shape new educational
policies and directions, and to manage complex educational systems with increas-
ing competence.

12



STATEMENT OF PURPOSE

The National Academy is designed to complement, stimulate, and extend existing
inservice programs and to introduce new programs as needed. It is not the policy
of the Academy to duplicate the graduate school preservice preparation and inser-
vice programs nor the typical short-term conference efforts of the professional
education associations and rtate education agencies. Conversely, it is the policy
of the Academy to cooperate closely with other inservice institutions, e.g., Grad-
uate Schools, State Education Agencies, United States Office of Education, Univer-
sity Council for Educational Administration, Center for Advanced Studies in Educa-
tional Administration, Center for the Study of Evaluation, School Management Insti-
tute, Science Foundation, etc.

It is the intent of the Academy to plan and sponsor programs which are rele-~
vant to the ever-changing stresses and challenges facing educational leaders. It
1s designed to respond quickly to new needs from the field. Considerable emphasis
is directed toward helping practicing administrators gain the insights and skills
needed to make better decisions in relation to the improvement of education and
its related problems,

The services offered by the Academy are designed to help the practicing
scitlool administrator:

1. To enchance his ability to interpret society and modify educa-
tion to serve society more effectively.

2. To understand better his changing role in a diverse society.

3. To remain alert to the crucial issues confronting education
and to be able to comprehend their effect upon society.

4. To analyze and manage diversity,

5. To stay abreast of and to develop the skills necessary to
implement current technological and other innovations.

6. To become a more effective and responsible executive.
7. In his development as a leader.

8. To develop greater responsibility as a pfofessional.
9. In his continuous development as an individuai.

10. To have an opportunity for self-renewal through a wide
variety of meaningful experiences.

i3
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A CONCEPTUAL FRAMEWORK

A conceptual framework has been developed to serve both as a guide to the
tasks involved in completing an Academy model and as a "road map" to follow in
undergtanding the development of the concept,

It is not to be considered as the final conceptualization of the Academy,
especially in relation to the long range planning and facilities development
areas. Rather, it represents an interim effort in the overall planning process
for the Academy.

For the most part, the remainder of this document will follow the conceptual
framework in a step-by-step sequence. However, it should be pointed out that such
a sequence has been developed primarily for ease in understanding the concept and
in no way should the sequential display place constraints upon interaction among
the components and/or recycling within the processes.

Apart from the components involving Needs Assescment, Statement of Purpose,
Goals and some segments of Direct Service Programs and Support Service Programs,
much of the development of the Academy lies ahead. Wherever possible, in the
material which follows, every effort will be made to identify its status, e.g.,
currently operational, anticipated for the near future, long range (3-5 years).

The use of two-directional arrows in the Program Planning and Development
Process implies feedback in the form of analysis and evaluation within the pro-
cess. Evaluatinsn at this point in the framework should be considered as interim
and supplementary to the overall Evaluation and Revision Process as shown at the
end of the framework.

Throughout this document, this framework will be repeated several times.

In each instance the section of the framework being explained will be identified
by the use of large arrows.

14



yoddng FgyN
P - 13u9)) Jo uonesadp

fouednaog X

. swreidosd jo "
UoISIAdY pue =°m~u=—.u>ﬁ : A’ j .—m BEUW t&&——m - h Jr————
| 3o uonezad() pue Jusuradeueyy & (e J01A19g Hoddng <
: 3
‘ ¥
SWRIS01 ] 901AIG 19 (] ie suredoay

Jo uonesad() pue juouradeueyy § <&

}  sagupor ] jo Juswmidojeasq

] PUE JUSWIAMI01 31 10§ wﬂmgm ' @Eﬂﬂﬂﬂx

uogensIn wpy pue
Aorjo4 peuoyeonpy

ut uogesopdxy
30§ I93uU3)

9d1A10g Joan(y

(ra1s ASVN

(sewuady apming ‘suossTmIoy) Judwdojarac
| pue Jyeis ‘preog FSYN) m (g ISYN) ‘preog ISVYN ‘VSVD ‘VSVV)
NOILVATVAd NOILV INAWTTINI ININIOTIAZA ANV ONINNV'Id NVHO0Ud
MHOMTNVIL TVNLIIINOD
ASVN
@




PROGRAM PLANNING

AND

————

DEVELOPMENT

#

16



surexdoxg jo

UOISIAOY pue uonenjeary

Aouednaog

Spepoway 10
OQINAISUOT) MIN

sagupoR g Jo judtudojara(y
Pue JusuaIndolg 3y 105 Sutuuery

C=lampasosg pig ,WA

t uonensmy Wpy pue
' £orog feuoyeonpy
Moddng JEVYN - ut uogesoidxy
i BIM — 11u9)) Jo uogeradg 10§ 13ju3)
!
'
_ sweio1q 301a19g Jr0ddng N ' _ sureidoxy
 J0 uogesad() pue JuswasSeueyy § & 2 as1AL9g poddng <

{
'
{
sure3014 3IAIG J023(] , 'l
Jo uogesad() pue yuomaBeuepy § T ————

—

(ym1s FSYN

(ssuady apming ) .n.-o_ﬂmEEonw ~EE&.£05Q
pue 3G ‘prrog GSYN) r (=38 ASYN) _ ~ PEEog ASYN ‘YSVD ‘VSVV) _
NOILVOQTVAR NOLLVINIWATINI o INIWIOTIAAA ANV ININNV'Id WVHO0Ud .

NHOMINV UL TVNILAINOD
dSVN




THE ASSESSMENT OF THE PROFESSIONAL
GROWTH NEEDS OF THE PRACTICING
’ SCHOOL ADMINISTRATOR

g o

This part of the planning process began with the original studies of the
Council for the Advancement of School Administration (CASA). These studies were
followed by the work of the original Task Forces which presented their recommen-
dations to the officials of AASA early in 1968 (Appendix C).

Since that time the n-eds asse;sment procedure has been a cooperative ven-
ture involving:

The NASE Staff

The NASE Board of Directors

The AASA Staff

The AASA Executive Committee

The Instructional Systems Commission

The Program Development Commission

The Operations and Facility Development Commission

Persons who have served as professors in the various
clinics and seminars during the past three years

SAL-PAL Representatives,

NASE Alumni.

Additional input has come from participants in the institutes and seminars and
from certain professors in institutions of higher learning, It is recommended
that advisnyy groups of an ad hoc nature be used in this capacity also. Member-
ship of such groups might include representatives from the Council of Chief State
School fficers, the National School Boards Association, the Principals' profes-
sional organizatione, the Association of School Business Officials, the Teachers'
professional organizations, Business and Industry, and from among University
leaders.

The recommendation is offered that the use of accepted Market Research Tech-
niques may be applicable, especially in view of the variety and extensiveness of
programs suggested for future consideration,

Needs Assessment, as it is applied 1 the NASE Conceptual Model, is an
appraisal of the current status of the Acac ny in relation to what it should be
accomplishing for the field of education in the foreseeable future. Needs Assess-
ment serves as a base for making planning decisions regarding the modification
and development of Academy programs.

Needs Assessment as a component of the Program Planning Process does not
stand alone. It should be considered in light of problems to be solved, resources
available, Academy capabilities and the potential benefits to be derived from pro-
posed programs. Goal development and priority determination are integral parts of
the Program Planning Process also:; not only in its early stages but in a contin-
uous sense as new data becomes available, assessment takes place and changes are

enacted.

* The Conceptual Framework suggests a linear, one-procedure-at-a-time process.
It illustrates that a needs assessment is conducted, resources are identified,

i8
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goals are established, program priorities are determined and programs are devel-
oped, managed and operated, and ultimately are evaluated. However, it should be
pointed out that the conceptual framework, as displayed, represents an oversimpli-
fication of the overall process. Several other important procedures are not shown
but will be developed as completely as possible, subject to time constraints and
availability of required data., Examples of such procedures would include program
evaluation, program descriptions, program requirements, determination of objectives
(both general and performance), consideration of alternatives, analysis, reconcil-
iation of resources with programs, etcetera.

Since the Academy is presently operating a number of direct service programs
and because potential programs have been considered on the basis of the Academy's
overall purpose and goals, the linear approach in the strictest sense of the word,
did not seem to be the most feasible. Therefore, it was decided to undertake the
problem of resource and program analysis, priority establishment and program selec-
tion more or less simultaneously.

Persons studying this Model and especially the Conceptual Framework should
note the provision for recycling within the Program Planning and Development Process,

It should be noted also that the individual program preparation is still in
the early stages., This Model, even when completed at the end of the current year,
will not contain a detailed description of all selected programs, Samples of some
programs will be offered in detail but for many the developmental process has just
begun. Obviously, program development will be an ongoing process and as such
should be reflected in future revisions of the Model.

Resource availability and resource requirements have been determined to some
extent. Insofar as possible, this Model, in its final f.rm, will include some
long-range plans for the acquisition and allocation of resources according to pro-
gram and service requirements,

19
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RESOURCE IDENTIFICATION

The identification of available resources

The following list represents a display of available resources as of
May 1, 1972,

A. The balance of funds for this particular project (The Long-Range Plan)
which is to be completed by June 30, 1972.

B. Personnel
1. The NASE Staff
2. The NASE Board of Directors

3. The NASE Development Commissions (see Appendix D for composition
of membership)

Instructional Systems Commission

Program Development Commission
Operations and Facility Development Commission

4. The AASA Staff
5. The AASA Executive Committee
v. The AASA Membership
7. The Academy Professors—-600
8. The SAL-PAL Network
State Academy Leaders
Province Academy Leaders
9. The Exeuctive Secretaries of the State Administrators' Associations
C. Income (tuition) from on-going short-term institutes and seminars
D. Income from contractual short-term institutes and seminars
E. Income from the sale of NASE publications
F. Current suport from AASA, e.g.,
The salary of the Director of the Academy

Forty per cent of the salary of the Administrative Assistant
The use of certain office machines

e
4
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Reserve fund (AASA) - $100,000
Land purchase approval (AASA) - $204,000
Certain pieces of office equipment and materials

Instructional materials from institutes and seminars--either partially
or completely developed

Other grants from the U, S. Office of Education

1. Dissemination Grant

2. Contract Management Grant (USOE Programs)
RE: Handicapped

3. Development and implementation of improved Manpower and Vocational
Educational Programs

The identification of potential resources

The following list represents a display of not only potential resources as
projected at present but it also contains an identification of possible sources of
additional resources,

Obviously, .ome of the items listed will require considerable study by those
persons serving AASA and NASE in both administrative and policy making capacities,

A.

B.

g

Continuing income from ongoing programs (tuition)
Income (tuition) from new programs
Income from contracts with school districts, reg~onal agencies, etc.
Income from service contracts with agencies outside of the U. S. A.
New staff personnel (immediate)
Additional secretary
New staff personnel (future)
Note: No attempt has been made to identify positions until such time
as the policy making authorities have had an opportunity to pass judg-
ment upon the tentative long-range plans developed to date. When fur—
ther direction is given, more specific details regarding personnel
requirements will be displayed. Obviously, this statement is appli-
cable not only to personnel requirements but to all other resource

requirements.

New Personnel (short-term)
e.g. Professional Visitors

/]



L.

N.

o.

Professional consultants (Educational)

1. Paid
2. Voluntary

Professional consultants (other than Educational)

1. Paid
2, Voluntary

New Instructional materials
Services of the

1. Regional laboratories
2. R & D Centers

Potential procurement of new facilities

1. With AASA
2, Separate

Additional Grants (USOE)
Foundation support

Gifts and Bequests

<3
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GOAL STATEMENTS

Since the time when the idea for NASE was first conceived various task forces,
commissions and individuals have been involved in the process of goal development
for the Academy. During the past year the NASE Board of Directors and the three
Academy Development Commissions have had an opportunity to review a digest of the
various goal statements prepared earlier.

Inputs from all concerned have been studied carefully and revisions and re-
finements have been made. The outcomes of these efforts resulted in the develop-
ment of the following goal statements which are designed for the most part to cover
all Academy services, programs, activities and projects,

I. To provide professional opportunities for the school administrator to help
himself develop further as an individual and as a professional.

Individual Development

As a result of Academy services, the participant should be helped:

1. To further the personal growth and development of a philosophy of
life and work.

2, To further the development of the administrator's value system so as
to insure internal consistency and to help him to be stronger in in-
terpreting his valuass to the public,

3. To further the personal growth and development of constructive atti-
tudes and emotionally balanced behavior.

4, To further individual intellectual and cultural development.
5. To become more able to cope with the rigors of school administration

--mentally, physically and emotionally.

Professional Development

As a result of Academy services, the participant should be helped:
l. To develop as a leader.
2. To develop the educational leadership role.
3. To develop high level skills in short and long range planning,
4. To develop high level skills in decision-making.
5. To develop a high order of change agent sgkills.

6. To develop high level communication skills,

2O
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‘ 7. To comprehend more thoroughly the educational, social and
1‘ ethical responsibilities of the professional school administrator.

8. To develop insights and a set of strategies to enable him to parti-
cipate constructively in the generation of local, state, and national
goals and policies with respect to education.

9. To become more skillful in the management of diversity and conflict.

10. To develop an international perspective of educational administration,

11. To improve his competencies in developing and manipulating concepts
and ideas,

II. To provide professional opportunities for the school administrator to help
himself better understand education as a complex social institution.

Areas of Conce;n

Education and Human Relations

Education and Individual Fulfillment

Education and Its Relationship to Society
Education in the World of Politics

Education and Economics .

Education, Science and Technology

Education and Management

Education - Organizational and Operational Options
Education - Current and Future Governance

Education and Human Relations

As a result of Academy services, participants should:
1. Develop a greater knowledge of the theory of human relations,

2, Develop a better appreciation of moral and ethical concepts and
their changing values.

3. Develop a better understanding of people, their nature, growth and
mobility,

4. Develop a better comprehension of our "shrinking world," the increas-
ing congestion of it and resultant interdependence.

Education and Individual Fulfillment

As a result of Academy services, participants should:

! l. Develop a better understanding of modern learning theories and
’ instructional techniques.

2, Develop a better appreciation for cultural activities.

<6
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Education and Its Relationship to Society

As a result of Academy services, participents should:

1. Develop a greater understanding of the role of education in the
development of the ~ation's society.

2. Develop a more thorough understanding of the interrelationships and
possibilities for greater interaction between education and the other
social institutions in our culture.

(a) Recognition of the vital role the family plays in the educational
process.

(b) Recognition of the public school as the key social institution
with snecific educational functions to perform.

(c) Recognition of the supportive service functions that can be
performed by other social institutions.

3. Develop a higher level of understanding and competence in the area of
societal development and advancement.

4. Develop a better understanding of the value of utilizing educational

institutions and programs in long and short range resolution of
social problems and ferment.

Education in the World of Politics

As a result of Academy services, participants should:

1. Develop a greater understanding of the role of education in the
political development of the nation, i.e., the importance of an
educated populace in the survival an” operation of a democratic
political system.

2. Develop a greater understanding of the potential political impact
of the various educational institutions and organizations upon the
establishment of local, state, and national priorities.

3. Develop a higher level of political knowledge, understanding and
competence.

4. Recognize the need for new theories and new models for a democratic
Republic, i.e., how to make the principle of the town meeting operate
on a state and national level.

<7
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Education and Economics

As a result of Academy services, participants should:

1.

4.

Develop a greater understanding of the role of education in the
economic development of the nation.

(a) The relationship between human capital development through
education and the economic growth of a nation.

(b) The contribution of education to manpower development and the
effective utilization of the nation's human resources.

Develop a greater understanding of alternative theories of economics
relative to varying methods of financial support of education,

(a) Understanding the economics of the public school system,

(b) Understanding the economics of alternative approaches to
financing education,

Develop a greater understanding of the economics of utilizing varying
degrees of educational financial support from federal, state and local
sources as it relates to taxation support system capabilities.

(a) Recognition of the potential limitations of all sources cf
educational financial support,

Develop a greater understanding of the competitive status of educa-
tion with other social institutions and the need to work cooperatively
with them for an adequate share of the limited human, material and
financial resources available,

(a) Recognition of the need to project education as a high priority
area for resource allocations.

Education, Science and Technology

As a result of Academy services, participants should:

1.

Develop a greater understanding of the role of education in the
scientific and technological development of the nation.

(a) The importance of education in the generation and implementation
of new technologies.

(b) The importance of education in the generation and implementation
of new scientific discoveries and development,

<8
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3.

4.

Develop a greater understanding of the effects of scientific and
technological developments upon manpower needs.

Develop a greater understanding of the effects of scientific and
technological developments upon the administrative process,
i.e., understanding emerging technology as an aid to the school
administrator in coping more effectively with the modern complex
educational system.

Develop a greater understanding of the role of science and tech-
nology in the development of educational methods and approaches
(instructional systems development).

Develop a greater understanding of the effects of scientific and
technological developments upon man both as an individual and as
a social being, i.e., recognizing the need for man to direct and
control scientific and technological developments and advancements
for the improvement of mankind.

Education and Management

a result of Academy services, participants should:

L]

1.
2.

3.

Develop a greater understanding of the human, material, and
financial resources needed to fulfill the many roles a modern
education gystem must play in a dynamic and changing culture.

Develop a greater understanding of the complexities involved
in human, material, and financial resources management for an
education system in a dynamic and changing culture.

Develop a greater understanding of the planning process and to
develop a higher level of plamning expertise, i.e., recognizing
the importance and need for research, evaluation, and program
development.

Develop a greater understanding of the program operation process
and to develop a higher level of program-operation expertise,
i.e., recognizing the importance and need for the coordination
of the various school services. :

Develop a greater understanding of new and emerging management

control and information systems and to develop a higher level of
management expertise.

I
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(a) Recognizing the need for improved fiscal budgeting procedures,
resource control methods, and cost analysis techniques.

(b) Recognizing the need for improved methods of information
gathering, analyzing and reporting.

Develop a greater understanding of the concept of management

accountability, i.e., recognizing the need for both internal
and external accountability procedures.

Education - Organi.ational and Operational Options

As a result of Academy services, participants should:

1.

Develop a greater understanding of alternative systems for learning,

(a) Evaluating the potential of various alternatives for pre~school
education.

(b) Evaluating the potential of various organizational patterns and
program structures,

(¢) Evaluating the potential of various alternatives for continuing
education. )

Develop a greater understanding of the potential for cooperative
educational services between education institutions and other
social agencies.

(a) Evaluating the potential and value of joint school/industry,
school/business, and school government educational services.

Education 57Cg;rent and Future Governance

As a result of Academy services, participants should:

1.

Develop a greater understanding and comprehension of potential and
real control over educational institutions by federal, state and

local authorities. :

Develop a greater understanding of self-governance of the educa-
tion professions, i.e., understanding the role of teachers and
administrators in developing and policing educational and licensing
requirements for entry into the education profession and its effects

upon education.

Develop a greater understanding of the implications of centraliza-
tion versus decentralization policies.

Develop a greater understanding of the potential influence upon
education by other agencies, e.g., foundations, business/industry,
professional organizations and government agencies other than the
USOE.

30
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§ The Program Planning and Development Process of the NASE Conceptual Model pro-
vides for a three level goal-objective structure which can be applied as follows:

LEVEL I - The goal statements as outlined are broad in nature
and are designed to illustrate the scope of the plans
for the Academy.

LEVEL II - The general objectives as applied to each of the major
programs are somewhat more definitive than the goal
statements, They are designed to give direction toward
the design, development and implementation of the major
programs and their components,

LEVEL III- The objectives at this level should be more precise and
should have performance requirements. They can best be
related to the outcomes of the individual seminars,
institutes, special services, etc., which represent
various components of the major programs.

The preparation of performance objectives (Level III) is still in the very
early stages and therefore comparatively little will be included regarding this
level objective in the NASE Conceptual Model. As work progresses in the prepa-
ration of the Program Definition and Data Requirements for the various program
components (Program Plan detail), considerable time will be devoted to the
writing and refinement of performance objectives.

31
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Determination of Programs and Support Services in a tentative priority sequence,

The following list represents a display of Academy programs and services
(existing and potential). These programs and services have been listed in a pri-
ority order which was determined by members of the Academy Staff. The priority
listing is not final nor is the list itself complete. On the con - - this list
along with other components of the Model should be subject to cont. - review
and evaluation.

The "CENTER FOR EXPLORATION OF EDUCATIONAL POLICY AND ADMINISTRATION" (the
"Think Tank'), is a program of high priority. However, because of its uniqueness
and because of its likely interaction with all of the other programs, it was
decided not to list it in the priority sequence.

1, *%# SHORT~TERM INSTITUTES AND SEMINARS

2., * EXTENDED DEVELOPMENTAL EXPERIENCES

3. *{#f CONTRACTUAL SHORT-TEP} INSTITUTES AND L. ..:RS

4, *ff EXECUTIVE ASSISTANTS PPOGRAM (INTEPNS)

5. *{f PROFESSIONAL VISITORS PROGRAM

6. **} SUPPORTIVE MATEPIALS--DEVELOPMENT AND DISTRIBUTION

7. *# POLE ORIENTATION LEANEPRSHIP INSTITUTES (ROLE)

8. * SCHOLARS IN RESIDENCE

9, %% CONSULTATIVE SERVICES

10. ** CONTRACTUAL SURVEYS, REVIEWS AKD STUDIES
11, %% SPECIAL SERVICES TO STATE EDUCATION ACENCIES
12, ** SERVICLS TO INDIVIDUALS AND INSTITUTIONS CONCERNED WITH ADMINISTRATORS

13. *# COOPERATIVE PPOCRAMS WITH OTHER PROFESSIONAL ORGANIZATIONS INCLUDING
COOPLRATIVE SERVICES AND CO-SPONSORSHIP

14, * SERVICES TO ADMINISTRATORS OUTSIDE OF THE U.S.A.
15, * CONTRACTUVAL SERVICES TO BUSINESS AND INDUSTRY

16, *{# CONTRACTUAL SERVICES (MANAGEMENT FOR OTHER AGENCIES, PARTICULARLY
EDUCATIONAL.,)

* - Denotes programs and services which will be classified normally in the
Direct Services Category.

%% - Refers to those services which will be classified normally in the Support
Services Category,

# - Indicates that a particular program is now operational to some degree.

33
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Establishment of General Objectives
for
SHORT-TERM INSTITUTES AND SEMINAPRS
(Direct Service Program)

Many practicing school administrators can manage to get away from their daily
responsibilities for only short neriods of time. The short~term institutes and
seminars are designed to provide these school executives and board members with an
opportunity for inservice development experiences. As a service to the Profession,
AASA-NASE maintains an open enrollment policy regardless of membership in AASA.

The proposed objectives for these clincis and seminars will be influenced
necessarily by the amount of time available for instruction and staff and partici-
pant interaction.

The short-term institutes and seminars are designed to provide:
1. Opportunities for participants to study, analyze and discuss new, emerg-
ing, and relevant educational topics and issues related to the current

operations of the practicing school administrator.

2. Opportunities to listen to and to discuss these topics and issues with
noted experts from education, business, government, labor and politics,

3. Opportunities for laboratory work whenever appropriate,

4. Opportunities for participants to mingle with their peers and share
ideas with them as well as with the experts.

This service is designed to assist the practicing school administrator and
those persons who work closely with them to:

1. Develop a broader conceptualization of the topics and issues as they
relate to the performance of their roles and the roles of education.

2. Develop needed tactical and operating competencies and skills.

3. Experience a degree of personal and professional self-renewal,

While these institutes and seminars presently are in operation, it is suggested
that they be reviewed and evaluated continually in terms of the above objectives
and that the objectives or programs or both be revised as required. This statement

will apply to the objectives which relate to each individual institute and seminar
also.

35
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Establishment of General Objectives
for
EXTENDED DEVELOPMENTAL EXPERIENCES
(Direct Service Program)

EXTENDED DEVELOPMENTAL EXPERIENCES is a potential Academy program. The Acad-
emy could invite a selected number of practicing school administrators to partici-
pate in full-time, uninterrupted, extended developmental experiences covering a
time frame which would be tailored to meet individual needs. The amount of time
devoted to this program would allow for a variety of participant experiences, sub-
stantially different from the other services of the Academy. Therefore, the empha~
sis should be placed upon the broader, more strategic aspects of school administra-
tion.

The extended developmental experiences could be designed to provide:

1. Opportunities for participants to analyze critically the broader, more
strategic educational, cultural, political, social, and economic issues
and trends as they relate to their roles and those of education.

2. Opportunities for participants to spend a considerable amount of time in
experiences outside of the educational complex.

3. Opportunities for participants to have actual professional experiences
with a variety of private and public committees, groups, and organiza-
tions.

4. Opportunities for participants to plan, along with the Academy staff, a
set of experiences and activities relevant to each of their problems,
needs, concerns, and interests both in terms of their professional and
individual growth and development.

5. Opportunities for participants to have experiences in problem solving as
individuals, as part of a team and as a member of the entire group.

This service could be designed to help the practicing administrator to:

1. Develop broad insights into new and emerging educational, cultural, social,
economic, and political issues and trends as they relate to the adminis-
trative role.

2. Develop planning competencies, skills, and strategies for examining al-
ternative courses of action for resolving a broad range of educational,
cultural, social, economic, and political problems through the more effec-
tive utilization of local, state, and national resources.

3. Develop strategies and techniques essential toward becoming an effective
change agent.

4. Develop strategies for active participation in the process of establish-
ing local, state and national priorities.

5. Develop more completely ac an individual and as a professional.

46
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Establishment of General Objectives

for
CONTRACTUAL SHORT-TERM INSTITUTES AND SEMINARS
(Direct Service Program)

Local, regional, and state educational agencies, depending upon their pur-
poses and needs, may find it to their advantage to contract for the short-term
institutes and seminars to be held in their locality, region, or state.

To the extent that these requests do not interfere with the operation of the
national open enrollment short-term programs, the Academy will provide this addi-
tional service. The objectives for the contracted institutes and seminars are the
same as those for the open enrollment programs. However, it should be noted that
the educational impact resulting from the national perspectives of the national group
of participants in the open enrollment programs will be lacking.

The contractual short-term institutes and seminars are designed to provide:

1. Opportunities for participants to study, analyze and discuss new,
emerging, and relevant educational topics and issues related to the
current operations of the practicing school administrator.

2. Opportunities to listen to and to discuss these topics and issues
with noted experts from education, business, government, labor and
politics.

3. Opportunities for laboratory work whenever appropriate.

The contractual short-term institutes and seminars are designed to assist
the practicing school administrator to:

1. Develop a broader conceptualization of the topics and issues as they
relate to the performance of their roles and the role of education.

2, Develop needed tactical and operating competencies and skills.
3. Experience a degree of personal and professional self-renewal.
While the Academy presently has entered into contracts with a few educational
agencies, it is suggested that this practice be reviewed and evaluated continually

in terms of the above objectives and that the objectives or programs or both be
revised as required.
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Establishment of General Objectives
for the
EXECUTIVE ASSISTANTS PROGRAM (INTERNS)
(Direct Service Program)

This program is open to persons now practicing educational administration or
who are studying for and dedicated to the pursuit of a career in this field, and
who qualify for the superintendent's credential.

The

1.

2.

EXECUTIVE ASSISTANTS PROGRAM is designed to provide:

Opportunities for particinants to improve their skills in plamning, orga-
nizing, managing, liaison service and decision-making.

Opportunities to make significant contributions to the growth of the
Academy, particularly in the areas of program planning and development .

Opportunities for participants to learn more about major issues and to
discuss these issues with noted experts.

Opportunities for participants to travel to different sections of the
country to serve in a managerial. capacity for Academy programs.

Opportunities to expand professional contacts.

Opportunities for participants to become involved in the interaction
between various agencies, especially on the "Washington Scene,"

intent of this program is to help the Executive Assistants to:
Broaden their intellectual and professional "horizons."

Develop initiative and a readiness to handle many and various types of
responsibilities.

Become more proficient in the decision-making process.

38



Establishment of General Objectives

for the
PPOFESSIONAL VISITORS PROGRAM
(Direct Service Program)

Basically, the statements contained under the heading of "Establishment of

General Objectives for

EXECUTIVE ASSISTANTS PROGRAM" are applicable here also.

39
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Establishment of General Ohlgptives

for
ROLE ORIENTATION LEADERSHIP EXPERIENCE INSTITUTES (ROLE)
(Direct Service Program)

There is a need for developmental experiences that relate to particular ad-
ministrative positions or roles for persons who have been assigned to such posi-
tions for the first time. A national institute with this kind of program focus
offers two important advantages. First, it would appeal to a national market and
thus increase the possibility for sufficient enrollment to guarantee this profes-
sional development service. Second, it would add the desirable element of a
national group of participants with a national problem perspective.

The ROLE institutes are designed to provide:

1. Opportunities for participants to study, analyze, and discuss new,
emerging, and relevant topics and issues as they relate to the current
operations of particular administrative positions and roles, e.g.,
beginnning superintendent, personnel director, community relations, di-
rector, planning officer, director of research and development, school
board member, etcetera.

2., Opportunities for new administrators to become oriented to their roles
prior to assuming a new position.

3. Opportunities for participants to listen to and to discuss these topics
and issues with leading experts in the field.

4. Opportunities for extensive staff and participant idea interchange.

This service is designed to assist the practicing school administrator in
the new position to:

1. Develop broad insights into potential as well as specific and unique
functions, challenges, and opportunities of particular administrative
positions or roles.

2. Develop tactical and operating competencies and skills related to
particular administrative positions or roles.

3. Develop greater parsonal and professional confidence.
4. Experience a degree of personal and professional self-renewal.
While these ROLE institutes are in operation presently, it is suggested that

they be reviewed and evaluated continually in terms of the above objectives and
that the objectives or programs or both be revised as required.
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Establishment of General Ohjectives
- for -
SCHOLARS IN RESIDENCE PROGRAM
(Direct Service Program)

The SCHOLARS IN RESIDENCE PROGRAM is proposed for those school administra-
tors who wish to investigate a specific topic in which they are interested. The
selection of topics for study by the "Scholars in Residence' will be accomplished
cooperatively with NASE officials, By utilizing their sabbatical leaves or by
obtaining study grants from their districts, the administrators may devote suffi-
cient time to be able to research and analyze in depth their particular topic.

The SCHOLARS IN RESIDENCE PROGRAM could be established with the following
objectives in mind:

1. To provide each participant with a professional study environment which
has a broad range of quality resources readily available.

2. To provide participants with the opportunity to use the NASE professional
staff, the Academy professors and other participants of NASE programs as
resources for their research.

3. As participants in the SCHOLARS IN RESIDENCE PROGRAM each person would be
expected to assist the Academy by providing inputs to the program planning
efforts of NASE.

4. To encourage participants in this program to produce supplementary or sup-
port materials related to their reserach, which would be made available
to both the Academy and to other administrators who have requested
materials,

5. As participants in the SCHOLARS IN RESIDENCE PROGRAM each person would be
given the opportunity to utilize the "Think Tank' as a resource for their
research.

6. As Scholars in Residence, each could become a valuable resource to the
participants of the EXTENDED DEVELOPMENTAL EXPERIENCE PROGRAM,

{
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Establishment of General Objectives
for
COOPERATIVE PROGRAMS WITH OTHER PROFESSIONAL ORGANIZATIONS

INCLUDING COOPERATIVE SERVTCERFAND CO-SPONSNRSHIP
(Direct Service Program)

As part of its effort to provide more effective ingervice education for
school executives, the Academy is presently co-sponsoring programs with other
interested organizations. It is proposed that this practice be continued and
expanded to meet the following objectives:

1.

2.

To provide, whenever, feasible, opportunities for other organizations to
co-sponsor inservice education programs.

To provide services, when requested and whenever feasible, to other or-
ganizations or individuals. )

To solicit needed services from other organizations or individuals.

To develop, cooperatively with other organizations, inservice education
programs for various kinds of education specialists.

q<
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Establishment of General Objectives

for
SERVICES TO ADMINISTRATORS OUTSIDE OF THE U.S.A.
(Direct Service Program)

The Academy recognizes the need for programs which will meet the needs of
school administrators who are stationed overseas. These programs should be devel-
oped with the following objectives in mind:

1. To assist the overseas administrators in overcoming problems relating to
isolationism and provincialism within their school systems,

2. To assist school administrators in becoming informed and remaining cur-
rent as to the promise of recent innovations, technological advances,
improvement of equipment and advancement of administrative techniques.

3. To work closely with regional administrative groups in their analysis of
their ingservice program needs.

4. To make available Academy programs which will meet the needs of overseas
administrators.

¥

i

%
-




-y

Establishment of General Objectives
for
CONTRACTUAL SERVICES TO BUSINESS AND INDUSTRY
(Direct Service Program)

The Academy recognizes the similarities among administrative problems facing
the educational community and business and industry. The Academy has been encour-
aged to work closely with the business community in attempting to find mutual solu-
tions to these problems.

When appropriate, the Academy will develop programs which will reflect the
following objectives:

1. The Academy will work closely with business and industry in developing
programs on a cooparative basis.

2. When applicable, the Academy will share its expertise in admianistrative
problem-solving techniques with business and industry on a contractual

basis.
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Establishment of General Objectives
' for
CONTRACTUAL SERVICES (MANAGEMENT FOR
OTHER AGENCIES, PARTICULARLY EDUCATIONAL)
(Direct Service Program)

The Academy often receives requests for assistance from a variety of agen-
cies, (e.g. State or Regional Educational agencies, parochial school systems, for-
eign dignitaries, etc.). The amount of assistance requested may vary from simple
advice to a long term management contract.

As the Academy has gained experience with these requests, the following ob-
jectives have emerged:

1.

2.

3.

To provide immediate, initial guidance to those agencies requesting
assistance. '

To provide alternative methods of problem solution to these agencies.

When deemed feasible, enter into contracts with these agencies to pro-
vide either direct or support services or other assistance which will
meet their needs.
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THE PROGRAM PLAN

Further Program Description

Determination of Resource Requirements

Further Analysis of Programs in Terms of
Resource Requirements, Academy Capabilities,
and Potential Benefits

Program Plan Preparation

Regource Allocation According to Plan

Program Evaluation

At this stage in the development of the Model no attempt will be made to
establish any fixed sequence or groupings in the sub-categories listed above,
Even in the final Model it is doubtful whether a rigid sequential structure will
be desirable. The developmental process involving each of the aforementioned sub-
cate yories requires considerable interaction and an interdependency among the vari-
ous activities,

Analysis 1s the foundation for this part of the Model especially. For exam-
ple, if it is assumed that the Academy should be self-supporting as well as meeting
the inservice requirements of the practicing administrator, then it is essential
that some form of analytic methodology be established. For the present, the fol-
lowing activities will be acceptable:

1. A description of the programs and services,

2, An estimate of the resources required for the various programs and ser-
vices, :

3. The translation of resource requirements into an estimate of the costs
of the various programs and services.

A format for program definition and descriptive data requirements might be
displayed as follows:

Purpose

Rationale
Statement of Objective(s)
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instructional Methodology

Program Topics
Staffing
Equipment
Materials

Staff Training
Program Activities

Support Services Required

Management

Educational Media
Facilities Services
Other Special Services

Program-Services Evaluation

A reminder is appropriate at this point. All of the components of the afore-
mentioned format and subsequent ones will not always be applicable to the various
programs and services; in fact, several of the items will probably be more relevant
to the more advanced stages of the Academy yet to be developed.

The major components of a cost element structure which will be needed to
translate program requirements into estimates of program costs are:

Acquisition Costs

Program Implementation
Equipment

Program related

Participant related
Materials

Program related

Participant related
Pre-Service Training for Staff
Facilities (Space)

Operational Costs

Staff
Salaries
Honoraria
Inservice Training for Staff
Materials and Supplies
Program related
Participant related
Equipment
Replacement
Maintenance
Other Support Costs
( Facilities (Operation and Maintenance)
Contracted Services
Media Services
Travel
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Although no final plan for preparing program definition and descriptive data
requirements has been established as yet, considerable informal developmental work
has been in process for some time. Looking ahead to the next phase of the Academy,
some compilation of information has been accomplished and such is displayed in the
next few pages. Basically, the display is a gross representation of the program
definition and descriptive data requirements of:

1.

5.
6.

7.

A SHORT-TERM SEMINAR

THE EXTENDED DEVELOPMENTAL EXPERIENCES PROGkAM

THE CONTRACTUAL SHORT-TERM INSTITUTES AND SEMINARS PROGRAM
A CONTRACTUAL SHORT-TERM INSTITUTE

THE PROFESSIONAL VISITORS PROGRAM

A ROLE ORIENTATION LEADERSHIP INSTITUTE (ROLE)

THE SCHOLARS IN RESIDENCE PROGRAM

48
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A partial, informal display of program definition and
descriptive data requirements for a

SHORT-TERM SEMINAR

Example:

Academy Program #71-21
"The Year-Round School"
Atlanta, Georgia

Rationale for this Program

The demand for more effective use of resources, greater opportunities for all
youth, and increased emphasis upon work experience ‘and career education have in-
creased the pressure for adoption of the year-round school. Because some school
districts have moved ahead under these influences, a variety of year-round school
programs became available for display.

A study of several of these programs supported the idea that some could be
tailored to fit many school districts. As a result, it was felt that the Academy
was in a position to render a service. Informal comments from the AASA membership
gave support to the need for such a program and the desirability of it being offered
by the Academy.

Program Objectives

This Program was designed to:

1. Present an overview of various types of year-round school concepts includ-
ing scheduling innovations, program innovations and the rationale for each.

2. Present a geries of program formats which are suited to the year-~round
school concept, e.g., work-study experiences, programs for under-achievers,
enrichment programs,

3. Examine some programs now in operation in terms of planning examples, pro-
gramming achievements and cost changes.

4. Consider the implications for facilities design as a result of year-round
schedules and consequent program innovations.

Program Topics Selected

Selection of these topics came as a result of planning by the NASE Staff and
members of the AASA Staff.

1, The Year-Round School: Payoffs for People

2. Extending the School Year: Potentials and Pitfalls
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3. Alternative Routes to Year-Round Schooling

4. Enrichment Through Year-Round Schooling

£. Meeting the Needs of the Disudvantaged Through Year-Round Schooling
6. Work Experiences and Youth Volunteers in an Extended School Program
7. Adults;;nd the Community School

8. Extending the Year with a Focus on the Client

9. Implementing the Plan - from Public Relations to Evaluation and
Program Review

10. Year-Round Schooling: Implications for Building Design

Program Activities

Program Activities for this Seminar varied to some extent. They included:
1. Presentations by professors, each followed by a discussion between the
professor and participants. Presentations varied from very formal pre-

sentations to the informal which were supported by transparencies and
slides .

2. Two field trips were made--one to the Atlanta Area Technical School and
the other to the John F. Kennedy School and Community Center.

3. Informal group discussions with professors apart from the regular schedule.

Support Services

Support services included program management, materials development and arrange-
ments for meeting facilities. NASE provided a Program Director and an Associaie
Director. Most of the services rendered by them included:

1. Preparation of the Seminar agenda.
2. Procuring professors for the Seminar.
3. Making arrangements for the meeting place.

4. Identifying books, articles, pamphlets and other media as sources of in-
formation. With the assistance of other NASE Headquarters Staff these
support materials were prepared for inclusion in notebook form for use by
each participant. In this particular seminar the notebook included three
Jjournals devoted entirely to the subject, approximately a dozen addi-
tional articles and papers, a bibliography, an agenda, a list of parti-
cipants and a biographical sketch of each professor.
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~ Evaluation

Initial evaluation concerning the feasibility of the topic for this Seminar
was handled by the NASE Staff. The Staff continued its evaluation throughout the
planning process.

Final program evaluation was basad upon the responses of the participants,
Each completed the NASE Program Evaluation Form (see Appendix F).

A summarization of the evaluation forms resulted in the following conclusions
and recommendations:

Participants expected more program emphasis upon financial matters in rela-
tion to the year-round school. The presentations on scheduling and facilities
design received the highest ratings. Conversely, programs on educational pro-
gramming in the year-round school did not rate very high on the scale.

In the written response questions, the two major points of emphasis were:

1. Some presentations were not always directly related to the subject.,

2. The most needed program topics were cost analysis and expected cost
changes for the year-round schedule.

Specific recommendations included:

1. The next Academy programs on the year-round school should devote at
least one day to financial problems of the year-round school schedule.

2. Districts with ongoing year-round programs should be surveyed to identify
those which are doing effective cost studies, Personnel for this part
of the seminar should be selected from some of these districts.

3. Educational programming presentations should be developed further and
continued. Despite their relatively low ratings these presentations
represent an important professional need area.

4, Fewer speakers should be used. The participants expressed a desire for
more time to interact with the speakers

ol
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A partial, informal display of program definition and
descriptive data requirements for the

EXTENDED DEVELOPMENTAL EXPERIENCES PROCRAM

An example of the possible composition of a particular group.

Superintendents from school districts of various characteristics.

An administrator from a school district with a unique problem,

A superintendent or assistant superintendent from a large city school
district.

A research director.

A school principal.

An administrator representative of a minority group.

A dean of a school of education.

A representative from a State Department of Education who is in charge of
inservice education.

A professor of educational administration.

A representative of a Regional Laboratory.

Suggested approaches for operation.

Some participants may come to this program with an individual problem, To a
degree a program is tailored for him (the I.P.I. approach). He, in turn, could be
given an opportunity to develop his own solution alone or with one or two others in
the group.

Other participants may not wish to bring an individual problem to this pro-
gram but are desirous of participating because of the real and varied experiences
which will be available to them.

Regardless of individual objectives, it is the intent of the Academy to offer
a broad spectrum of varied experiences, some of which will be planned on an individ-
ual basis and some with segments of the group or with the group as a whole.

Examples of proposed experiences.

Here again, the 1list is by no means complete. Persons involved in its review
are invited to offer suggestions for additional items.

Staff members who are responsible for developing the Model are now in the pro-
cess of compiling a list of names of persons who might be considered as resource
personnel.

Societal Experiences

In seminars involving top level social scientists.

In non~educational agencies primarily concerned with deprivation, human rights,
integration.



In

In
In
In
In

In
In

In

In

At

At

In

In

areas of deprivation, e.g.

An inner city ghetto
"Appalachia"

Impoverished rural regions
An Indian reservation
With minority groups.

a welfare operation.

a drug addict rehabilitation center.
a school district with an outstanding drug education program,
an area of affluency facing major changes. '

Economic Experiences

seminars involving top level economists.

Model Cities projects.

Political Experiences

the National Government (apart from Congress)

In Executive Offices

.In Bureaus (especially Bureau of the Budget) .

the Congress

In a Senator's or Congressman's Office

In meetings of Major Committees
With lobbyists,

the State level

In the Chief Executive's Office

In a Senator's or Representative's Office

In meetings of Major Committees
With lobbyists

In meetings of Bureaus, Boards and Commissions,

the Local level

In the Chief Executive's Office.

the Education Commission of the States (The Compact).

Scientific-Technological Experiences

seminars involvifg top level scientists

With key officials of professional organizations

With NASA officials,

44



45
!

Management Experiences

With officials in Business-Industry

Personnel managers
Division managers
Production managers
Information services

In seminars involving top level business experts, industrialists, manage-
ment consultants.

With officials of Management Associations

A.M.A.
S.M.I.

With the Superintendent of the War College and other appropriate Military
{anagement Experiences.

With Union Management

(Ex.-AFL-CI0O Leadership Institute).

-

Organizational-Operational Experiences

Visitors to school districts having innovative patterns of organization and
program structures.

Governance Experiencss

The U.S. Office of Education

The Council of Chief State School Officers
Business-Industry

The Foundations

The State Departments of Education

The Professional Organizations

Educational Experiences

The U.S. Office of Education

The State Departments of Education
The Professional Organizations

The Institutions of Higher Education

- The University Council for Educational Administration

The Regional Laboratories

The R and D Centers

School Districts with innovative programs
The Job Corps

The Peace Corps

The Teacher Corps

Outward Bound

Upward Bound

Manpower Development

Career Education

Legal aspects f;{l
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The time factor,

Feedback, from Board Members, the Development Commissions, and selected
short-term institute and seminar participants, reflects a strong feeling that it
will not be practical at this time to consider a three-month or longer time
period for this particular program. The opinion was nearly unanimous that a
time period of this duration would preclude the possibility of most superintendents
being able to attend. Consequently, it is recommended that this program be
planned, in its first year of operation, to cover two one-month periods. One of
these periods might be scheduled for late Fall and the other for early Spring of a
particular school year. In the second and third years of operation, when the ex-
pected number of participants may be doubled (40-50), it might be advisable to
have a single two-month session in addition to one which follows the first year
plan, i.e., a program consisting of two-month sessions.

Pesource requirements.

It is recommended that this particular program be handled as an extrapolation
of the Academy Model Project. A proposal for the building of a prototype of the
EXTENDED DEVELOPMENTAL EXPERIENCES PROGRAM is being prepared and will be submitted

to the U.S. Office of Education shortly after the completion of this Model. Hope-
fully, the field testing of this program could begin no later than the Fall of 1972.

It is recommended that support be requested for a three-year period. A pos-
sible cost distribution chart follows:

Number of Cost Per
Year Participants Participant Total
1 25 $6,400 $160,000
2 40 $3,700 $148,000
3 50 $1,300 $ 65,000
Total $373,000

It is expected that this Program will require the full-time services of one
prcfessional staff member plus the part-time services of 2 - 3 others, Also, part
time services will be required of many persons from the various agencies which
agree to cooperate with the Academy in this particular program.

In addition to personnel resources, other requirements will include materials,
supplies, equipment, facilities and program-related travel expenses.

Present plans call for tuition costs to be paid in full by NASE during the
first year of operation and on a diminishing scale for the next two years, there-
after.

It is hoped that this program will prove to be attractive enough to both ad-
ministrators and boards of education so that a reasonable share of a participant's
expenses might be handled by his sciiool district. For example, such reimbursement
might come through study grants paid by a district or through a liberal sabbatical
leave policy.
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Obviously during the three year period of field testing other means of support
must be determined so that the program will not become a financial burden on the
Academy or on an individual participant.

Relationship to other programs.

Emphasis has been placed upon the fact that interaction among the components
of the Model is important. This statement 1s particularly true in relation to the
EXTENDED DEVELOPMENTAL EXPERIENCES PROGRAM and other Academy programs such as the
SCHOLARS IN RESIDENCE and the "Think Tank.'

Participants in the SCHOLARS IN RESIDENCE PROGRAM should prove to be an ex-
cellent resource, both from the standpoint of being researchers as well as serving
as consultants for this program particularly.

Participants in the "Think Tank" will be especially valuable in helping to
shape this particular program and conceivably could be of considerable assistance
in the development of an evaluation model for it.
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A partial, informal display of program definition
and descriptive data requirements for the

CONTRACTUAL SHORT-TERM INSTITUTES AND SEMINARS PROGRAM

During the past year there has been an increasing interest by local educa-
tional institutions, such as school districts, state departments of education or
regional educational councils, in contracting with the National Academy to produce
Academy programs for the exclusive use of administrators in those areas.

Because of this interest, in January 1971 a set of policy statements and
guidelines was prepared for the purpose of giving direction to persons involved in
negotiating contracts for short-term institutes and seminars. Much of the contents of
this set of materials has a direct relationship to information which would be needed
in program definition and data requirements material. Therefore it is being used
as a major source of information for this display.

Basic Policy Statement.

The basic g.al of the AASA National Academy for School Executives is to
develop and maintain for the educational executives of this nation an inservice
effort which 1s characterized by relevance, timeliness and high quality. The
Academy intends to offer programs which treat the newest and most difficult problems
in educational leadership, and to make these programs available to school executives
across the nation through a policy of open enrollment. By this means the Academy
can maximize its impact upon the improvement of educational administration.

The Academy also welcomes the opportunity to operate intensive inservice pro-
grams for local school districts or educational agencies, especially if these pro-
grams will help bring about marked improvement in school administration in the area
involved. Howewver, it should be understood that these special contracts are of
lower priority than the Academy's regular seminars and institutes. 7The number and
dates of contracted programs depend upon the regular NASE program schedule, and on
the availability of NASE staff time to develop and operate contracted programs.

NASE sees the practice of contracting to operate programs as being beneficial
both to itself and to the local district or agency. Fees for such a program are
set at a level which assures the Academy that its program expenses will be absorbed
and a small "margin" is realized to cover indirect costs. This "margin" is used to
help defray the costs of the Academy's regular programs, particularly the high-risk
seminars and clinics which cover the cutting-edge issues and for which no sizable
enrollment can be assumed.

The fee structure for contracted programs also benefits the local district or
agency. If the local district or agency were to send from 25 to 30 ,ucticipa.zc to
an Academy program or other programs some distance away, the additional costs of
travel, lodging and subsistence would far exceed the costs of contracting with NASE
to bring the program to the locality. Thus, although per-participant instructional
costs are slightly higher in contracted programs than in regular NASE programs, the
total costs per participant are substantially lower.
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Basic Guidelines

In all contracted programs, the Academy's intention is to maintain the same
high level of excellence which characterizes other Academy programs., The Academy
will attempt to employ high quality instructional staff, to utilize the best avail-
able instructional materials and the most useful kinds of instructional activities.
Because of its emphasis on excellence, the Academy will operate contracted programs
for a maximum of 50 participants. Experience has shown that a considerable loss in
instructional effectiveness occurs when more than 50 attend. The Academy also will
cperate contracted programs for a minimum of 25 participants. Experience shows that
to operate a program for fewer than 25 is an unwise use of NASE staff time,

It is the general policy of NASE that it will not conduct programs less than
five days in length, unless special circumstances prevail. Five days is usually con-
sidered the minimum time in which a topic can be treated in sufficient depth for the
learning experience to be a truly meaningful one. Exceptions are permitted in cer-
tain cases, but these exceptions must be approved by the Academy Director.

Although the Academy's aim in all of its programs is instructional excellence,
it should be recognized that some loss of quality is inevitable in contracted pro-
grams because in such programs there is not the mix of states, regions, and district
types that are represented in regular Academy programs,

The Academy will make an effort to involve local district or agency personnel
in discussions leading to the design and staffing of a program. However, it should
be understood by all parties that the final decisions concerning content, activities,
instructional materials and instructional staff will be made by the NASE staff.

A model contract has been prepared by the NASE Staff and has been used in the
three negotiated contracts for Short-Term Seminars during 1971. A copy of this
model contract appears in this document as Appendix G.

In a review of this model contract, which contains more detail than is set
forth here, it should be remembered that each contract relatés to a unique situation
and that no set of guidelines or model contract can be applied rigidly. Furthermore,
all contracts negotiated by staff members remain subject to review and final approval
by the Academy Director.

o8
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A partial, informal display of program definition and
descriptive data requirements for a

CONTRACTUAL SHORT-TERM INSTITUTE

Example:

Academy Contract Program #711
"Accountability: Superintendent on the Spot"
Hodges Gardens, Louisiana

Rationale for this Program

Accountability has become a national byword relating directly to responsible
guardianship of education.

The success of the regular Academy programs on Accountability and the interest
of the Louisiana State Academy Leader led to the consummation of a contract with the
Louisiana School Superintendents Association. The thrust for this program was the
same as for the other Accountability programs plus an immediate need as expressed by
the Louisiana Administrators,

Program Oblgctives

1. To develop and present a philosophical basis for the Accountability move- i
ment. 3

2. To identify "benchmarks'" among the many innovative approaches to Accounta- E
bility.

3. To outline a systematic approach for those school districts which choose ﬁ
to improve their accountability efforts. %

ﬁ}%

4., To develop an accountability program in capsule form which would meet the %
first three objectives within the time constraint of two days as established

by the Louisiana Administrators, &

Program Topics Selected

1. Thrusts behind Accountability

2. Developing and Stating Performance Ohjectives
3. Management by Objectives

4, External Performance Contracting

5. Internal Performance Contracting

6. Comparing Internal and External Performance Contracting: An Open Dis~
cussion

7. A School System Approaches Accountability

ERIC oI
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Program Activities

Presentations ranged from the very formal to informal open-end discussions.
All programs included a liberal "sprinkling" of visual aids. Because of the brevity
of this program no laboratory exercises were included.

Support Services

Support services included the usual preparation by the Director and Associate
Director of the program of notebook materials, a mini-library, and required supplies.

"Start-up" services were small by comparison because of this program being

held previously. Duplication of materials was less because of previously prepared
products.

Arrangements for facilities was minimal because of contract specifications

which caused the Louisiana Administrators Group to assume prime responsibility for
such.

Evaluation

The Academy Evaluation Form (se2 Appendix F) was used by all partic:.pants.
The responses of the participants were tallied and summarized. From this summari-
zation, plus opinions from the Program Director and Associate Director, the following
conclusions and recommendations were prepared:

Conclusions

1. The program received an above~average rating on all measures. All of the :
participants felt the program was of value to them and was worth the time
and effort given to it.

2. The two-day schedule was too full. Participants felt the need of more %
discussion of the problems outlined in the presentationms. 5

3. The interaction with a national cross-section of participants was missing 4
and this void hampered the discussions to some extent, :

4., Some of the visual aids were not too clear; also, some were in need of %
refinement and up-dating.

Recommendations

l. Much of the information contained in the visuals was not available to the
participants, Hard copies as handouts would have been valuable.

2. Even though the two-day schedule was very tight, it would have been better
to have had discussion periods built into the agenda.

3. In an abbreviated p-»gram of this type, the time constraints and the
crowded agenda may require some 'benign neglect."




A partial, informal display of program definition
and descriptive data requirements for the

PPOFESSTONAL VISITORS PPOGRAY

Who is eligible

Persons now practicing educational administration or who are studying for and
are dedicated to the pursuit of a career in this field, and who qualify for the super-
intendent's credential.

Note: There may be times in the future when this program should
be opened to nersons outside the field of education. It is
recommended that the feasibility of this idea be studied.

Proposed Experiences

It would seem most desirable to involve the Professional Visitors in the vari-
ous planninp-developmental phases of the Academy - e.p.,

Preparation of materials

Program planning

Program management (including an opportunity to direct a program)
Internal study '

Proposal development

However, it is assumed that Professional Visitors will be eligible to parti-
cipate in all phases of the Academv operation.

Basic Guidelines

The suggested time periods for Profe:- nnal Visitors are three, six or nine
months, DNetermination of time periods fo. individuals will be by mutual agreement

between each individual, the authorities of his school district and the authorities
of . the Acadenmy.

Each Professional Visitor will be responsible for his own expenses except when
he may leave the NASE office on official business for the Academy. It has been sug-
gested that local school districts and potential Professional Visitors may wish to

consider the pos3ibility of sabhatical leave being associated with this particular
Academy program.
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An additional incentive might be to allow an individual Professional Visitor
to be registered free of charges as a full-time participnant in a clinic or seminar
of his choice for each threc months of service to the Academy.
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A partial, informal display of program definition and
descriptive data requirements for a

ROLE ORIENTATION LEADERSHIP INSTITUTE (ROLE)

Example:

Academy Program #71-A
"The New Personnel Director"

" Chicago, Illinois

Rationale for this program

School districts continuously invest large amounts in salaries and other re-
sources for new personnel. The Academy believes that a return on this investment
can be realized by servicing these districts through ROLE Institutes.

The initial year in a new assignment so often sets a pattern for administra-
tors. Many of their hopes and attitudes are molded. Frustrations can be built in
as work constraints. The ROLE concept seeks to help guide hopes and attitudes to
higher levels and teo reduce frustrations to a minimum,

Specifically, it is the opinion of Academy officials that there are certain
tasks which are so often left undone, e.g., orientation to the basic duties of the
personnel administrator; awareness of recent developments and innovations in person-
nel administration around the country; and, having opportunities to meet and confer
with leaders in the field. It is the aim of the Academy in this Institute to fill

this void by offering some of these experiences in capsule form to those persons
new to an administrative personnel assignment.

Program Objectives

1. To provide opportunities for new personnel administrators to meet success-

ful persons in similar assignments and to gain ideas of how a new person
can learn early mastery of his assignment.

2. To offer participants the opportunity to work with leaders in the field

toward the development of goals appropriate to the personnel of a
school district.

3. To identify some of the more commomn problems in the field and explicate
the more successful rmethods of coping with these problems.

Program Topics

1. Locating and employing top-quality personnel,
2. Utilizing personnel effectively.
3. Establishing effective inservice programs.

4. What are the priority functions of the Personnel Director?

5 . In"'baSket prOblemB .
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Program Activities

Program activities were in the form of presentations, follow-up discussions
and in-basket simulations of crucial problems which a new Personnel Administrator
might face.

Activities involved all participants; as a single group, in sub-groups, and
in individual tasks, Professors used film strips and transparencies to augment
their presentations,

Support Services

NASE support services for this Institute included the planning and development
of the agenda, staff procurement, the development of resource materials for the note-
book and reproduction of materials.

Notebook materials included related articles and AASA-ERIC abstracts on per-
sonnel topics. Also included were a roster of participants, biographical sketches
of the professors, the agenda, and evaluation materials., Because the program was
new, preparation included beginning services in library research.

Meeting space arrangements and accommodations for the participants were
handled by the contracting. group.

Evaluation

The evaluation summary included tallies of responses by participants.
The ROLE Director provided additional input.

Conclusions

The participants expressed general approval of the program, However, certain
specific aspects of the program were criticized, e.g., the iresenters were not spe-
cific enough according to some participants; also, that the simulation design was
prepared wholly for 'new Personnel Directors." Inasmuch as some of the participants
were not entirely new in personnel jobs nor were they limited to personnel, the type
of simulation design used caused some incongruity.

Recommendations

1. Provide presenters who have more input to give in the "how to'" vein, pur-
suant to the first objective as outlined previously.

2. A better balance between group activities would have been more effective.

3. The laboratory simulation should be redesigned so as to fit a more varied
audience than just the "new Personnel Director."

63
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A partial, informal display of program definition
and descriptive data requirements for the

SCHOLARS IN RESIDENCE PROGRAM

Who is elig;ble

A particular target group would be administrators in the mid-career category,
especially superintendents. This emphasis does not eliminate the possibility of
including some administrators apart from the central office level.

Persons selected should bring to the program considerable experience in the
field of administration coupled with a professed interest in exploring extensively
a contemporary topic or topics of concern to the field of education.

Proposed Experiences

Through contacts with the various Academy programs and personnel; with other
educational agencies; and, with other agencies and individuals deeply concerned with
education, the Scholar in Residence should be able to investigate extensively an area
or areas of particular interest. Not only will he be able to participate in many
of the ongoing short~term programs of the Academy, but also, he should be in a posi-
tion to work directly with the EXTENDED DEVELOPMENTAL EXPERIENCES PROGRAM and peri-
odically to have access to the resources of the "Think Tank" as seems necessary
and/or desirable.

Basically his program will be mostly individualized except for occasions when
small-group work on an individual project may be required.

Basic Guidelines

- The suggested time periods for Scholars in Residence would range from 6 to 12
months. Determination of time periods for individuals will be by mutual agreement
between each individual, the authorities of his school district and the authorities
of the Academy.

Each Scholar in Residence will be responsible for his own expenses except when
he may leave the NASE office on official business for the Academy. It has been sug-
gested that local school districts and potential Scholars in Residence may wish to
consider the possibility of sabbatical leave and/or study leave being associated
with this particular Academy program also.

An additional incentive might be to allow an individual Scholar in Residence
to be registered free of charges as a full-time participant in an institute or
seminar of his choice for each three months of service to the Academy. This
privilege would be in addition to any opportunities made available to the Scholar
in Residence by virtue of an assignment to a particular institute or seminar in a
professional and/or an administrative capacity.

It has also been suggested that consideration should be given toward having
the Academy, under certain conditions, become a credit granting (non-degree granting)
institution. If such a procedure becomes a reality, it probably would be most appli-
cable to participants in the SCHOLARS IN RESIDENCE PROGRAM and the EXTENDED DEVELOP-
MENTAL EXPERIENCES PROGRAM,

64



{

56

Because so much of this particular program is highly indiv . uulized and some~-
what unstructured, staff assignments will vary. Obviously, one person on the central
staff must be responsible for planning and coordinating the program to some extent,

It is expected that resource personnel will be selected according to the areas of spe-
cial interest of each Scholar in Residence.

Inasmuch as the p: ‘essional persomnel staff of NASE is quite small and is not
likely to expand at a rapid rate, it is recommended that the number of enrollees in

this program be kept at a modest figure for the immediate future., A suggested range
would be 2 - 8.
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Establishment of General Objectives
for _
SUPPORTIVE MATEPTALS -- DEVELOPMENT AND DISTRIBUTINN
(Support Service Program)

In the development and operation of direct service nrograms, the need for sup-
portive instructional materials seems quite apparent. However, the need to develop
special materials based upon the experiences and activities in individual programs
is an eaually important project.

An Academy plan of action could be established:

1. To develop on a continuous basis, supportive materials for Direct Service
programs.

2. To develop other materials based unon experiences in the Direct Service
programs.

3. To make these materials available for inservice development education pur-
poses on a cost basis whenever feasible and when such procedure is within
the basic nolicies of AASA-NASE.

4. To develop snund procedures for evaluating all supporfive materials, which
bear the Academy name, before they are distributed widely.
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Establishment of General Objectives
for
CONSULTATIVE SFEPVICES
(Support Service Propram)

A potential Academy prosram lies in the area of CONSULTATIVE SERVICES. lLocal,
repional and state educational agencies often have a need for special consultative
services. As the Academy resources, in the broadest sense, accumulate, the Academy
could become a unique source of educational information and knowledge. As a further
service to the profession, the consultative capacity nf the Academy could be made
available to requesting agencies,

The consultative secvices could provide:

1. Immediate consultative help to local, remional and state educational
angencies on new and emerging educational topics and issues.

The consultative services could assist the local, regional and state educa-
tional agencies to:

1. MNevelop a broader conceptualization of the topics and issues.

2. DNevelop some alternative orpanizational anproaches for handling the topices
and 1issues, '
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Egtablishment of General Objectives
for
CONTRACTI'AI, SURVEYS, REVIEWS AND STIMIES
(Support Service Program)

Another potential Academy propgram is in the area of CONTRACTUAL SURVEYS,
REVIEWS, AND STUDIES. Again considering the potential resources and capabilities

of the Academy, it could contract with requesting educational agencies to conduct
such surveys, reviews, and studies.

The Academy objectives would be to:

1.

2,

Design, conduct, and interpret the results of surveys, reviews, and
studies for local, repional, and state educational agencies upon request.

Make appropriate recommendations to the contracting agencies based upon
the findings and results,
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Establishment of General Obiectives
for
SPECIAL SEKVICES TO STATE EDUCATIONAL ACGENCIES
(Support Service Program)

Education, traditionally, has been viewed as a function of the states, Through-
out the years the role and the authority of the individual State Departments of Edu-
cation have varied extensivelv. The same statement may be made of the degree and
types of services offered by the individual State Departments.

The past decade has seen so many new developments in education that most of
these state educational apencies have not been able to meet all of thei. repsonsibil-
ities for rendering guidance and services to the local school districts.

P ST DR

Because the Academy has developed an expertise in relation to many important
tonrics, issues and innovations, it could provide:

1. Inservice training programs for selected State Department of Education
officials who will be responsible, in turn, for inservice education pro-
grams on a regional and/or school district level.

2. Cooperative services with State Department of Education officials aimed
, toward accomplishinm the same type programs envisioned under #1.

3. Cooperative services with State Department of Education officials to plan
and manage snecial programs for personnel other than professional educa-
tors, e.p., lepislators, schonl board members, other civic leaders,
etcetera,
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Establishment of General Objectives f

for )

SERVICES TO INDIVINDUALS AND INSTITUTINONS K

CONCEPNED WITH ADMINISTRATOR PPEPARATION PROGRAMS
(Support Service Program)

Tue Academy has developed considerable expertise in providing meaningful pro-
grams which are considered on the "cutting edge" of education. Many administrator
training institutions have difficulty in finding staff members who are trained to
teach some of the newer innovative courses found in comprehensive administrator-
preparation programs. The Academy envisions offering various short orientation
courses, clinies and/or workshops as a contractual support service to these indi-
viduals or to institutions involved in these programs.

AR P PRI N CARY P

This support service is designed to:

1. Assist administrator-training institutions in training their staff members %
for the skills needed to teach the new administrative courses,

2. Provide administrator-training institutions with feedback from the prac-
ticing administrator "needs survey' so that the institutions may become
more cognizant of the needs of the administrators who are 'on the firing
line,"

3. Provide a bridge hetween the theoretical world and the practical world of
the school administrator.
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THE SUPPORT SERVICES PLAN

Further description of Support Services

Determination of Resource Requirements

Further Analysis of Support Services in terms of Resource
Requirements, Academy Capabilities and
Potential Benefits and Overall Feasibility

Preparation of Support Services Plans

Resource Allocation according to Plans

The NASE Conceptual Framework suggests strong interaction and interdependence
between the components of Direct Service Programs and Support Service Programs. The
introductory statements under the Direct Services Program Plan Section reflect a
high degree of compatibility with the sub~categories as listed above. Consequent ly
no attempt was made to expand upon this section at this time with the exception of
an abbreviated display of examples of supportive materials.

As development and implementation of the Model progresses certain differentia
between the two components will be identified.

"<
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Examples of SUPPORTIVE MATERIALS

The following are examples of Supportive Materials which were developed for
or are outcomes of Academy programs,

1. Outstanding presentations from the various short-term institutes and
seminars.

2. Laboratory exercises which were developed for use in certain short-term

institutes and seminars and which have value for inservice education programs

at the state, regional and local school district level,
3. The ERIC Abstracts. (See Appendix H for an example of an AASA-ERIC Abstract)

4. Materials which have been developed in school districts with innovative
programs. Many of these materials have been made available for distribu-
tion through Academy programs.

Although the RC-ASBO materials on "Educational Resources Management System"
(PPBES in Education) were not prepared specifically for Academy programs, they have
been used extensively in several seminars. A plan is now under way whereby NASE in
cooperation with RC~ASBO and the CEMREL Regional Laboratory in St. Louis will develop
and refine these materials further. Upon completion of this effort a package con-
sisting of the ERMS publication, pamphlets, slides, slide films, charts and cassettes

will be put together for use in inservice education programs at the state, regional
and local school district level.

As the Model is expanded consideration will be given toward the development
of other packages.
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Establishment of General Objectives
for the
CENTER FOR EXPLORATION
IN
EDUCATIONAL POLICY AND ADMINISTPATION

"The Think Tank"

The "Think Tank" is a proposed Academy program to be developed at an early
date. As indicated earlinr, it has been placed high on the priori’ r list. The
amourit of time to be devo:zed to this program would allow for substantially different
and expanded experiences beyond the EXTENDED DEVELOPMENTAL EXPERIENCES PROGRAM.
Therefore, more emphasis would be placed upon the developmental aspects of educational

administration.

The "Think Tank" program could provide:

1. Opportunities for participants to analyze critically, selected national
and international topics and issues (educational, cultural, social,

economic, and political).

2. Opportunities for the participants to discuss and develop new administra-
tive concepts and theories along with the nation's leading authorities in
education, business, government, labor and politics,

3. Opportunities for the participants to create and develop new administra-
tive techniques and procedures necessary for increasing effectiveness in

educational administration.
This service could be designed to help the practicing school administrator to:

1. Develop broad insights into the important national and international topics
and issues (educational, cultural, social, economic, and political) as they
relate to the responsibilities and tasks of educational administration.

2. Develop new concepts and theories for solving a selected cadre of emerging
and potential local, regional, national, and international problems.

3. Develop and create new administrative techniques and procedures based upon
the new concepts and theories for problem solving.

In addition to the values which would accrue for the individual particpants,
it is envisioned that the "Think Tank" might serve:

1. As a source of new ideas in the science of School Administration.

2. As a vehicle for helping to provide linkage between University programs
for training school administrators and the "real world."

3. As a source of identifying problems, needs, topics and issues for Academny
planning.,

)
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As a source of educational policy alternatives,

As a source of ideas toward shaping the future of educational legislation
and the guidelines and regulations which follow.

As a source of identifying major topics, issues and questions for the
guidance of special study groups and policy making bodies. Furthermore,
publications on the role of education might evolve from the delibera-
tions of these groups.
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THE CERTER FOR EXPLORATION PLAN

Selection of Participants by AASA-NASE

Establishment of a Plan of Operation by Participants

Determination of Resource Requirements

Determination of Priorities

Resource Acquisition and Allocation according to Plans

Program Evaluation

Because so much of the developmental work in the aforementioned sub-categories
is related to AASA and NASE policy making, the developers of the Model felt that it

would be presumptuous on their part to display extensive plan content prior to fur-
ther policy preparation.

However, recent meetings with members of the AASA Staff, the NASE Staff and 3

the Development Commissions have resulted in an expression of ideas for this pro- :
gram.

The following compilation of ideas has been prepared without reference to sub-

categories, format, and priority listings. Only those ideas which were supported
by reasonable consensus have been included:

1. Participants in the "Think Tank" should te creative, imaginative, scholarly
and at the same time should have a sound appreciation of the 'real world"
of the practicing administrator. It is suggested that the majority of
the participants be invitees from a selected number of practicing school
administrators. Selection of participants should be a joint responsibility
of the AASA Executive Committee and the NASE Board of Directors, with

strong assistance from the Development Commissions while they are still
in existence.

2. Hopefully, the majority of participants will be able to consider a fairly
long term of residence. With the exception of the special resource per-
sons who will be brought in intermittently, it has been recommended that
the terms for major participants might range from 3 months to 1 year.

3. Although the "Think Tank" is shown as a separate entity in the CONCEPTUAL
FRAMEWORK, there is strong consensus that its organizational pattern must
be such so as to avoid fractionation from the main body of the Academy.
Every effort must be made to establish and maintain strong lines of com-
munication with the various segments of the Academy and with AASA.

7’7
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4. 1t is envisioned that outputs from the 'Think Tank" will fall into three
categories, i.e.,

a. Giving direction to types of programs which the Academy should continue
to offer, suggestions for their content and whenever feasible, assisting
in their evaluation.

b. To provide assistance to both the NASE Board of Directors and the AASA
Executive Committee in the identification and study of major issues.

c. When feasible, to prepare position papers which might serve as the
basis for AASA policy position on National issues.

Even though all of these categories are deemed important, there is a strong
consensus that the top priority is to render a strong assist in giving direction to
the future of NASE.

5. Although there was no one best way suggested for supporting the "Think
Tank" financially, some of the suggestions included foundation assistance;
initial help from the USOE; the setting aside of a percentage of Academy
income; donation of time by specialists; and, the utilization of sabhati-
cal and grant leave by long-term participants,
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PLANNING FOR_THE PROCUREMENT
AND
DEVELOPMENT OF FACILITIES

Examination of Programs and Services and their Priority Positions

Needs Assessment in Relation to Available Resources,
Constraints and Potential Benefits

Preparation of a Schedule of Requirements

Selection of a Site or Existing Facility

TR SR T A i A

Resource Acquisition

Resource Allocation

Preparation of Preliminaty Plans for New Construction or for Remodeling

S A

LR

Preparation of TFinal Plans for New Construction or for Remodeling

Because so much of the material to be developed in this component is depen-
dent upon AASA-NASE policy decisions and further program development, no attempt
has been made to prepare statements under the various sub-categories listed above.
Therefore, contents will be limited to a compilation of information which reflects
the findings and judgments of the Facility Development Commission, some members of
the AASA and NASE Staffs and some members of the AASA Executive Committee, the NASE
Board of Directors and the Instructional Systems and Program Development Commissions.

R I A S S AV s B

In most of the meetings and discussions with individuals an effort has been
made to keep the following segments of the CONCEPTUAL FRAMEWORK as the focal points
around which judgments might be formulated:

1. The assessment of the professional growth needs of the practicing school
administrator.

2. The identification of available resources.

3. The identification of potential resources.

4., The assessment of the capabilities of the Academy.

5. The analysis of Acadermy capabilities as needed to satisfy the personal and
professional growth needs of the school administrator in light of availa-
ble and potential resources.

6. The identification of a set of goals for the Academy.

7. The identification of programs or topics and issues which may be handled

appropriately by direct, indirect, and cooperative services from the
Academy; the establishment of a set of priorities for these programs,
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All of the discussions, whether formal or infzrmal, utltimately end with the
conclusion that NASE should be planning for permanent facilities at an early date.
These same discussions invariably involve the question of AASA and its future facil-
ity requirements. However, this study is NASE-oriented primarily and it has no
authorization for in-depth involvement of AASA. Naturally NASE, as an arm of AASA,
has a strong commitment to work closely with officials of the parent organization
in all of its programs and especially in facilities planning and development.

Recent action by the AASA Executive Cormittee requested the Executive Secretary
to examine and report to the Executive Committee on alternate ways of getting closer
involvement with NAESP, NASSP, ASCD, CCSSO, and other national organizations in the
activities of NASE. It was suggested that the possibility of shared governance be
examined,

Concurrently, members of the Facility Development Commission and the NASE
Staff have been studying the more recent plans, facility-wise, of some of the other
professional organizations. The most significant effort involves a recently formed
corporation which has been named the 'Center for Educational Associations" (a copy
of its By-Laws appears as Appendix I of this document).

Inasmuch as the National Association of Secondary School Principals is one of
the prime movers in the development of this new Center, extensive discussion has been
held with Dr. Owen Kiernan, the Executive Secretary of NASSP., Information furnished
by Dr. Kiernan reveals the fact that NASSP and NCTM (National Council of Teachers of
Mathematics) are now moving into the facility construction stage. These new facili-
ties are to be located in Reston, Virginia near the Dulles Airport.

The NASSP facilities design covers 20,000 sq.ft. and its overall cost is ex-
pected to be slightly over $1,N000,000, The construction schedule calls for this
facility to be completed by the Summer of 1973.

The Reston site consists of approximately 54 acres with about one-half divided
in ownership among ten organizations, two of which are NASSP and NCIM, It is
reported that the other organizations which have purchased land in the group of ten
are:

Council for Exceptional Children

Assoclation for Health and Physical Education

Music Educators Council

Distributive Education Association

Association for Supervision and Curriculum Development
National Council of Social Studies

National Business Educators Association

National Association of Art Educators

The National Education Association is the owner of the other half of the site
(approximately 27 acres). The NEA, however, has not joined the aforementioned '"Cen-
ter for Educational Associations."

As indicated earlier, the NASE Project Staff has sought opinions re: this lodel
from several sources. Whenever possible, an attempt has been made to reflect consen-
sus. However, because there are several unsolved problems and some difference of
opinion in relation to facility needs the consensus in this instance will be limited
to the NASE Staff and the Facility Development Commission. These two groups have
reached a consensus on several items as follows:
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l. New facilities should be sought for NASE and plans for procurement should
proceed as expeditiously as possible,

2. If at all possible, the planning and development of new facilities should
be in the form of a joint enterprise--i,e., AASA and NASE together,

3. Planning should be long range and the primary goal should be for services
to AASA and NASE. Unused spaces in the early years of occupancy of a new
> facility should be rented to other organizations as is feasible. Also, it

is recommended that the possibility of cooperative management services
with other organizations be explored.

4. All things being equal, a facility outside of D. C. is favored.

5. Although the rental of extra space was considered, extensive rental over
a long period of time is not favored.

6. The question of satellite facilities was considered but such are not recom-

mended for the present. There is agreement that the idea of a National
Center for AASA-NASE should prevail.

7. Although no final opinions were settled the group seemed to feel that i
enough land should be purchased so that a mall-type facility might be con-
sidered against a High-Rise Unit.

8. There is a strong recommendation that a facility feasibility study should
be undertaken immediately. Hopefully such a feasibility study would be a
Jjoint effort by AASA and NASE. Furthermore, encouragement should be given
toward completion of the study by the Fall of 1972,

Ca B st wuin WA IV Do & a4 ¢ 5 VN7

A very recent action by the Executive Committee of AASA gave authorization for i

the expenditure of up to $204,000 for land acquisition for future AASA-NASE facili-
ties.

i et SN,

At the most recent meeting of the Facilities Development Commission, after com-~
pletion of the review of the Model, it was decided to spend some time conjecturing as
to some of the spaces which might be required by NASE in light of the program envi-
sioned. The results of this initial "rough" estimation are summarized as follows:

An open meeting space which could be divided into 3-4 smaller
spaces for seminars (50 each, maximum) 8,000 sq. ft,

A library-information center to include computer space 4,000 sq. ft.

Office space for:
20 regular professionals
10 executive assistants

10 professional visitors
10 secretaries 10,000 sq. ft,

Office space for fiscal operations 1,000 sq. ft.
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Storage Area 5,000 sq. ft.
Material
Supplies
Publications

A Materials preparation center 3,000 sq. ft. $

100-150 Hotel rooms including required auxiliary spaces 35,000-50,000 sq. ft.

T R N

Mne cafeteria--maximum seating, 100 6,000 sq. ft,

Examples of other spaces which might be given consideration, e.g., research
facilities, larger spaces for certain types of management services if furnished for
other organizations, recreational facilities, family living quarters, etc.

B <o Rims 0085000 botd wlialabe . Livam g

A reminder -~ all of the above relates to potential NASE requirements. The
persons preparing this document felt that they had no authority to include any
statements about potential AASA requirements.

Examination of the aforementioned information regarding faciliites should
clarify the reasons why much of the development of the Facilities Component of the i
Model is so dependent upon decisions by the policy making bodies.
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MANAGEMENT AND OPERATION
OF

DIRFCT SFRVICE PPOGRAMS
AND

SUPPORT SERVICE PROCRAMS

Some assessment of the Academy's management and operating procedures has been

in process for several months. The Director of the Academy has invited staff members
to furnish inputs to the assessment process,

During the past year the Director and members of his staff have made it a point
to spend more time on analysis and resource allocation. However, these efforts have
been uomewhat limited because of the lack of an overall Management Information Sys-
tem. Among the duties of the new Registrar and Fiscal Officer is an assignment
which calls for the development of a Management Information System for NASE.

The same is true in relation to AASA's New Director of Management Services. Obvi-
ously these assignments should not be undertaken without close cooperation and
coordination between the two offices. It is quite possible that both AASA and NASE
should design, develop and implement a common M.I.S. but which would contain certain
sub-sections uniquely suitable for support to each of the Organizations.

Although the completion of this lModel is not wholly dependent upon the comple-
tion of an M.I.S., the degree to which this particular component is expanded will
be contingent to some extent upon a sound plan for data accumulation and display.

The Executive Committee of AASA has authorized the conducting of a management
study of the Association and its affiliates., NASE is included in this study. Tt was

begun in the Summer of 1971 under a contract with the Arthur D. Little Company. The
study was completed in Februarv, 1972,

Although the lianagement Study has a relationship with all of the components of
this llodel, it seems most appropriate to include major references to the Study pri-
marily in the Management-Operation component. For the most part these references
will be in the form of quotations taken directly from the completed '"Management Study
of the American Association of School Administrators' as prepared by the Arthur D.
Little Team. The purpose of including the quotations is fivefold, namely:

1. To give persons reviewing the NASE Model a surmmary of the major conclusions
and recommendations of the AASA Management Study

2. To illustrate the llanagement Study includes a strong recommendation for
more comprehensive plamning with emphasis upon the programmatic approach

3. To acquaint the persons reviewing the NASE Model with the possibility of
a significant change in the AASA and NASE budgetary procedures

4,

To call atterntion to the fact that the proposed NASE Conceptual Frame~

work and Model reflect a high degree of compatibility with the components
of the "possible new AASA budget formats"

5. To inform reviewers of the Model regarding recommendations concerning or-

ganizational relationships between AASA and NASE,
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Appropriate comments and explanations will be included with the quotations as
is deemed necessary and/or desireable.

Also, it should be noted that the preparation of the statements concerning
this part of the Model, especially, were not accomplished in isolation from AASA
Officials. Prior to preparation, discussions were held with Dr. Paul Salmon, Execu-
tive Secretary of AASA., Later, discussions were held with Dr. George Redfern, Asso-
ciate Secretary. Dr. Redfern has been given the responsibility for develoning some
preliminary designs whereby work can be started toward adapting certain sections of
the existing AASA budget to a project management format. A copy of the initial Pro-
ject Management Form appears as Appendix J in this document.

Dr. Redfern reports that for the present two major projects will be developed
on a trial basis. One of these projects will deal with AASA's leadership role in

relation to the major issue of the methods of financing public schools in the future.

The other project will be concerned with the improvement of skills of school admin-
istrators in managing employee relations. It is expected that these two projects
will serve as guidelines for AASA Officials in determining the feasibility of the
project management system and the degree to which it can be applied to the manage-
ment and operation of AASA.

At this point it should be noted that AASA is using the terminology of "Pro-
ject Management' whereas this }Model uses the termirology of "Program Management.'
As indicated previouslv, there is a high degree of compatibility between the two
procedures.,

AN T e b o b

- FORROUSPIV NI SRV THIC NI

Wl £ e e A AL ¢ Caa K

R R e
R

!



79

A Summary of Major Conclusions and Recommendations
as taken directly from the )
"Management Study of the American Association of School Administrators"
Arthur D, "i+tle, Inc, - February 1972

"1. AASA should define its goals in terms which permit their use in:
(a) setting objectives and priorities, (b) organizing programs and activ-
ities, and (c) budgeting the resources of the organization, Work on this
1s already under way. Goals have been redefined and are being used now
to guide program planning and budgeting,

"2, AASA should review its goals at least bienniallv in light of evaluated re-
sults of ongoing prosrams and direct feedback from members. These reviews

contribute to needed redefinition of goals and reallocation of program
efforts and resources.

"3. A 'fast response survey' of AASA members should be designed and imple-
mented to obtain accurate information on constituent needs and on member
response to ongoing nrograms or proposed ideas. This survey can be a
useful instrument in AASA's evaluation processes, Suggestions <or setting

up and operating such a survey are offered in the Appendix to Section II
of this renort.

‘4. “The use of a carefully structured AASA survey panel of perhaps 500 or
1,000 members is supgested as a possible vehicle for involving AASA mem-

bers more effectively in contributing to governance decisions for the
Assoeiztion,

"5, We recommend that AASA relocate its headquarters operation, It is most
desirable that any new location also accommodate the facilities and opera-
tiocns of the National Academy for School Executives (NASE) . Considerable
benefits seem possible (but are yet largely unrealized) from synergistic
interaction of AASA and NASF programs and staff. Geographic separation
effectivelv precludes a desirable degree of cooperation and interaction.

"6. We recommend increased initiatives to develop joint programs or projects
with other education-related organizations and assoclatinns, 1f such efforts
will help achieve AASA goals in ways or to a degree not possible from uni-
lateral AASA effort. The planning of such joint programs is facilitated

1f cordial relationships exist between top level officials of the organi-
zations,

"7. We endorse the nroposal to combine the AASA's Jury on State Subsidy with
the Association's new AASA-SASA Relationships Committee. Further, we
suggest that, in allocating available subsidy funds, they be concentrated
enough to make a sipnificant and earlv impact on strengthening a subsi-
dized state asscciation, instead of distributing available funds so widely
(and thinly) that their immact is attenuated.

"8. Budgeting should be revised so as to become a more useful program manage-
ment tool. AASA needs a singie, un!fied budget covering all operations
including NASE and outside contract projects. The budget should relate
sources of funds to specific uses of funds where possible, Budgetary
norms should be developed for tvpical project management as points of
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departure in budpetary planning. The budgetary process should pro-rate
peneral expenses to projects and programs, and allocate labor costs of
individuals to those nrojects and programs. Finally, the budgetary oro-
cess should analyze neot just the prosrams in beinp or the ones the staff
would like to do, but also alternatives to these, Dr. Redfern is initia-
ting and guiding the budpetary transition process with considerahble under-
standing. We endorse the Project Management Form being used in formulating

nev project plans as embodving those elements which belong to the program
2 budgeting process,

"9. We believe that a membership dues increase is imperative,

"10. We recommend the establishment of the position of Business Manager to:
facilitate the refinement and use of the new budgeting process, control
costs, supervise purchasing, guide the utilization of EDP for membership
record keeping and billine, improve persomnel administration, carry out
work simplification, and oversee office practices and the distribution
of work loads among secretaries and other support staff. The Business
Manager should report to the Executive Secretarv.

"ll. We recommend that the AASA Investment Comm%ttee prlace the responsibility
for managing the AASA investment portfolio’in the hands of an investment
company or an investment counseling firm, and not with a broker or a
,mutual fund,
!
"2, '

Significant oprortunities exist for AASA to extend its present impact :
through the ungradine of its information services and communications i
processes. To spearhead this development we recommend the establishment !
of a new position: Director of Communications and Informationm Services,
This Director should rennrt to the Executive Secretary. Peporting to
the Director should be the Publications Coordinator (until her retire-

ment, when that position should be phased out) and the Educational Pe-
search Service (EPS),

ST b e T8 Do Aot T 00

"13. Several factors contribute
. Convention Director, which
This position would embodv
contracted out to NEA) and

to the need to estahlish the new position of
also should report to the Executive Secretary.
resnonsibilities for managing the exhibit (now
also those of the Convention Coordinator when
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$
she retires, %
"14, As implied earlier, AASA should organize its major efforts as programs %
and projects to achieve desired goals. We recommend that top level staff %
be assigned bv the Executive Secretary to function as program managers in §
planning and controlling the activities huilt into the program and puidine i
the persons comprising his program or project team. Upgraded and extended %
support services from the new Director of Communication and Information i
Services, Convention Director, and Business Manacer should enhance the §
effectiveness of both the program manarer and his program or project, §
Y
Membership prowth is sucpested as one program, and we recommend that the .é
Memhership Section renort to and work with the Associate Secretarv re- _%
quested bv the Executive Secretary. 3
. i
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"15, We recommend adoption of the basic organization structure shown ou page
II-33 at the end of Section II,

"16, A revised salary structure was developed and is discussed in Section III
of this report. We recommend adoption of that structure and the salary
ranges shown at the end of that section on pages III-10 and III-11.

"17. After comparing fringe benefit packages of the NEA with other "benchmarks"
> in the Washington, D. C., area, we conclude that organizations continuing
' to match the NEA package will find themselves increasingly and expensively

out-of-gtep with business and industry and even with the Federal govern-
ment. We suggest that a package averaging somewhere between that offered
to the majority of District area office workers and that offered by the
Federal government would be both fair and competitive. Such "benchmarks”
are easy to monitor on a continuing basis.

"18. We are much impressed by the constructive impact of the new Executive
Secretary of AASA. His management style is precisely '"right" for AASA.
Staff are enthusiastic about his openness and the way he has improved
communication through regular staff meetings and briefing sessions.
Already there is positive response to the degree to which more staff are
being effectively involved in planning and decision-making. Such trends
toward capitalizing more on the resources represented by the variety and
depth of staff capatilities and experience enchance the value of using
program management concepts in efforts to achieve AASA's high priority
goals., The use of top level staff as program and project managers per-
mits (and even requires) more people to report to the chief executive
officer than would be feasible in more traditional organizational
schemes, In conclusion, we believe that AASA staff demonstrate a capacity
and a willingness to take full advantage of this study in further improving
AASA's organizational effectiveness."

As will be noted, all of the aforementioned Conclusions and Recommendations
also have - to varying degrees ~ implications for NASE and its future. However,
considerable more examination of the Management Study must be made before it is K
determined to what extent the Recommendations will be adopted. Obviously, policy i
determination is a big factor. Therefore, until such time as the policy and de- ;
cision-making authorities complete their deliberations regarding the Management 3
Study, it would not be appropriate for the developers of the NASE Model to illus-
trate the extent to which the Model has tbe capacity to be integrated with the
"pathways' suggested in the Management Study.

TR TR R

\
LA
»
A
3
3
-
¥
&
&
1
W
B
A

gl
3¢




82

The Trend toward more
Comprehensive Planning with
Emphasis upon the Programmatic Approach

In the NASE CONCEPUTAL FPAMEWORK, Needs Assessment, Resources ldentification,
Goal Preparation, and Program Priority Determination are shown as major components
of the PROGRAM PLANNING AND DEVELOPMENT Process. As an illustration of a ratier
high correlation between the Planning component of the Model and the Management Study,
the following observations and recommendations are quoted directly from the "Or-
ganizational Processes, Functions and Structure" Section of the Study:

"Je found that the ‘official' goals of AASA, as presented in several of its
publications, were not being purposefully used in ordering the activities

and in budgeting the resources of the organization. (This was a major concern
of the new Executive Secretarv, and was commented on in several of our inter-
views with staff.) Consequently, we suggested the establishment of an AASA
task force to begin work (with initial guidance and participation by ADL) on
the critically important process of examining and redefining goals. This
task force was chaired by the Executive Secretary and became known as the
'Allen Room Group'. Its purpose was to produce goal statements by and for
AASA that would be useful in a management sense, i.e., for ordering of
priorities, to permit description of programs (projects and activities) as
vehicles to achieve the goals, and to facilitate evaluation of the effects

of resources budgeted and apnlied for the achievement of specific goals.

"This is a very time-consuming process and is still continuing, However, re-
sults are already evident. A new set of goal definitions has been derived
after discussion and consideration of earlier goal statements, AASA resolu-
tions, information from a recent membership survey, impressions of staff from
working relationships, with members, etc. Now one of the Associate Secretaries
has begun work in consultation with a member of the ADL team, to specify
the kinds of programs (projects and activities) which could be used to achieve
the redefined goals, and the resources required (staff time and budget allo-
cations).

"This will undoubtedly result in the need to make some hard choices, since
resources are limited. It will force the setting of priorities among goals
and in resource allocation, and probably will result in the development of
programs which can be used as vehicles for the achievement of two or more
related goals.

This is, of course, the kind of situation in which program budgeting would
be quite useful. And it is the course AASA is electing to follow with our ki
support. g

"The process of goal setting should be an iterative one, and we believe our
suggestions regarding this process will be useful guidelines to AASA staff
as it periodically (we suggest at least biennially) reviews and updates the
input from the Association's membership in this process. At the present time
AASA has no vehicle which can facilitate such participation in an efficient, x
effective way. e

"We recommend the use of a 'fast response survey' of AASA members for this
purpose. (It will also be useful for other purposes as mentioned later.)
The sample of members surveved should be a statistically reliable cross sec-
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tion, and the survey procedure should be well organized and efficiently
conducted so as to obtain the 'fast response' desired. This approach was
suggested to AASA staff and to the Executive Committee, and the Executive
Secretary asked that we recommend specifically how such a polling process
or survey should be organized and carried out. Consequently, we have
appended to this section, Working Memorandum EBC~1 (7 January 1972), 'Sug-
gested Procedures for Conducting AASA Fast Response Survey.'

'"We agreed to comment on several other topics or issues relating to general
strategies of goal setting in an association such as AASA. They are treated
briefly below.

"a, Selection of Leverage Points to Maximize the Association's Influence In

Various Sections of Education B

"There seem to be at least three principal criteria which should guide AASA
in deciding what to do and to (and with) whom: (1) intensity of the need
for change, (2) where will the application of available resources yield the
greatest return (i,e., the most desired change), and (3) what forces (agen-
cies and resources) can be mobilized efficiently to produce pressures in
desired directions, (These criteria, and others, are obviously implicit in
the remarkable job of preparing the Conceptual Design for NASE, December 6,
1971.)
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"For example, two 'needs' for change/improvement in education have received
a good deal of attention in AASA (we pick these two just for illustrative
purposes). (1) improving the administrative skills of school administra-
tors, and (2) educating governmental and educational leaders about ways
(principles?) of coping with the new problems of financing public educa-
tion. Perhaps, as tested through feedback from conventions, regional con-
ferences, membership surveys, national polls, etc., these two needs might
meet the first criterion of intensity. NASE obviously has determined that
its programs can meet the seconc criterion of yield, at least in upgrading
school administrators' administrative skills and p-obably in educating
leaders regarding educational finance. But maybe other sources of influ-
ence could be applied on subjects other than the clientele of NASE and with
comparatively high yield. Perhaps an additional important impact could be
generated through an organized and focused effort to involve university
professors, especially those who offer preservice education to administra-
tors, some of whom are members of AASA. And perhaps a greater number
could be stimulated to become more active in AASA. (Parenthetically, it
has seemed to us that in the past AASA's efforts (programs and services), :
including those of NASE, have been focused very large on school superin- g
tendents, as contrasted with efforts on or with other groups for the good z
of school administrators. AASA's involvement with other 'Big Six' associa- %
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tions and President Geissinger's representations, along with leaders of
eight other large education organizations, to President Nixon are of course
notable and recent exceptions.)
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"Application of the third criterion can lead toward two different and i-por-
tant decisions: (1) If the need is eritical and the ideal (high yield)
target is identified, but no other agencv or group is interested in making
the necessary developmental effort, then AASA is automatically 'elected’
as 'the best' apencv to do something about it: or (2) It may be decided
that an ad hoc consortium or combine of organizations/associations poten-
tiaily could apnly more resources or influence in a greater variety of
critical places than AASA could alone., In which case it is most important
that organizational relationships between AASA and other potential partners
are sufficiently cordial to permit effective joint planning and action."
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The Problem of How and to
What Extent the Budgetary
Process of AASA is to be Changed

This problem will not be solved readily. It will require considerable more
study and deliberation. Because final decisons regarding design changes will not
be available prior to the completion of this !lodel, it will not be possible to iun-
clude official guidelines for such as part of this document. However, the Arthur
D. Little Team has included, in the Management Study, a series of statements rela-
tive to the problem and which are fundamental in support of the change process.
These statements relate closely to the preliminary work on Budgetary change now
being undertaken by Dr. Redfern. Because of this relationship a rather large seg-
ment of the section on Budgeting is being quoted verbatim:

"B. ORGANIZATIONAL SUPPORT FUNCTIONS

1. Budgeting

"Under this topic we present those considerations we believe should govern
AASA's selection, implementation and use of a budgetary process and general
format appropriate to the sound management of its operatioms.

"Since much of the period of this study was devoted to the required and

time consuming first step of AASA staff involvement in redefining goals,
insufficient time remained for the steps of: (1) agreeing on the programs
and projects to be undertaken to achieve the goals: (2) breaking down the
programs and projects into component activities and tasks, resource reruire-
ments, completion dates, expected results, and evaluational criteria; (3)
analyzing project costs and revenues; and (4) reaggregating total project
costs vs. revenues in an overall budget. Consequently, our suggestions

deal with processes and formats, and not with a finished or detailed sys-
tem. Dr. Redfern is coordinating with considerable understanding the AASA p
staff work required to move through the steps outlined above, 3
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"a. Budget Concepts

“"Budgets are usually related to a plan (explicit or implicit) and are
regarded in many instances as determinative of spending behavior. They
are usually meant to serve as a control, either for self-discipline or
the monitoring of others. Sometimes they allocate what is needed, even
if what is needed may not materialize; sometimes they allocate what is
available, even if that is too little or too ruch. More sophisticated
usage regards budeets (and the plans to which they adhere) as flexible
guldes to action, subject to revision in the light of the feedback of
'variances' from expected events,

"Traditionally, budeets have been cast in forms that facilitate the work
of accountants, auditors, reviewers, tax officials and comptrollers.
More recently they have been recast in ways designed to help decision-
makers evaluate future-oriented decisions and 'tradeoffs.' The trend
in their usage is away from the purely custodial, toward the managerial.

"Less sophisticated budgets are reviewed as measurements of 'outgo' or
spending, while more sophisticated ones are conceived as devices for
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coordinating income and outgo by relating particular costs or particu-
lar resources., In recent years budgets have also come to be used more
and more as devices for measuring the 'cost effectiveness' of specific
programs set up to achieve specific organizational objectives.

"In profit-seeking organizations, governed by a clear maximand, budgeting
is a more critical process, and a lack of sophistication in it can be
punishing. In not-for-profit organizations or foundations, budgeting
processes need to be geared to a more pluralistic mode of behavior and
can be regarded as more suggestive than definitive.

"In many nonbusiness organizations budgets emerge as a result of a se=-
ries of prudent improvisations to control the timing, the accuracy, the
honesty and the sufficiency of expenditures. Different parts of an
organ!zation may develop their own departmental budgeting, or special
arrangements in support of a contract with another outside organization.

"It is not uncommon for budgets to take on a moralistic coloration, with
deficits being 'bad,' and surpluses 'good,' and 'balancing' every time
the moon has been full 13 times a moral imperative. A 'functional'
view i1s considered more sensible, since some surpluses are indications
of timidity or sluggishness; some deficits reveal poor planning; and
some unbalancing may be required for survival or outgrowth.

"Many organizations treat the annual budgeting process as an exercise

in the incremental adjustment (or continuation) of the magnitude of last
year's spending categories, These categories usually abstract from all
activities a set of specific expenses (postage, office supplies, etc.)
and treat others as large lumps (rent, utilities, payroll, etc.). Since
'postage' and 'rent' are not purposeful programs, the only purpose of
the budget is 'economizing' - yet even this can be undermined by the
practice of spending everything allotted lest next year's allocation

be cut. Other organizations re-~think their budget categories every

year from a synoptic viewpoint, and assign proportions of rent and
postage and the like to each project in being. Overhead is then

assigned to these projects according to an overall strategy and its
priorities,
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"b. Budgeting At AASA in 1971

"With reference to the above concepts and practices, the current budget-
ary process at AASA is fairly rudimentary and unsophisticated - a fact
that is well understood and not at all surprising. Budgeting activi-
ties - they cannot be called a system - are rational, expedient, metic~
ulous and not unduly time consuming; i.e., they are efficient and con-
sistent on their own terms. They are not, however, serving a manage-
rial function. Their impact on planning, organizational strategy and
tradeoffs is minimal. Indeed one gathers that it has been traditional
to rely on investmert income to wash away operational cost problems,
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"Budgeting at AASA can be summarized as custodial, improvisational, dis-

jointed, incremental, outgo-oriented, accounting-centered, and administra-
tive rather than executive. This characterization is offered as a set
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of clinical observations, not as an implied rebuke, and not on the prem-
ise that all organizations ought to behave like big business firms.

"It is not at all uncommon for professionally oriented not-for-profit
organizations to be somewhat amateurish about their budgets. House-
keeping is boring, and the opportunity cost of devoting time and imag~
ination to 'number pushing' and 'checkbook balancing' seems high.

"e. The Issue to be Decided

"This raises the question whether AASA should 'bother' to overhaul its
present budgetary practices; and, if so what degree of sophistication,
rigor and complexity would be optimal for an organization of its size,
needs, resources, purposes and general character.

"Certainly there should be no compulsive imitation of the most elaborate
corporate budgeting process. Any changes from present practices should
be comfortable, economical, easy to get to from here, and - most impor-
tantly - of the kind that makes it easier for AASA to formulate and
revise its plans and read its progress on the way to their fulfillment,

"d. Minimum Requirements For Change

"First, AASA needs a single, unified master budget covering all of its
domain, including NASE and government contract projects.

"Second, the AASA budpet should relate sources of funds to specific uses
of funds where possible. o

"Third, AASA should develop budgetary norms for typical project manage-
ment as points of departure in budgetary planning.

"Fourth, AASA should have a budgetary process which shows general expenses
pro-rated to projects and programs and which allocates labor costs of
individuals to those projects and programs. At a minimum, costs (and
their revenue sources) should be related either to the organizational
growth plan or to the organizational maintenance plan.

"pifth, AASA's budgetary process should analvze not just the programs
in being or the ones that the staff would like to do, but alternatives
to these.

e, What Sound Budgeting Presupposes

"Sound managerial or executive budeeting is not a matter of selecting a
set of unified, rational, coherent and properly inclusive forms. That
is the final step in a process that presupposes an analytic capability.

"This capability begins with statements of goals cast in operational

rather than aspirational form, For each goal there is a set of options
or alternatives, each with its own cost implications. Beyond these lie
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the contradictory and complementary aspects of the options to be chosen
for each goal. All of the possibilities uncovered here have associated
risks and degrees of probability that need to be assessed.

"Absent this kind of substructure, budgets are simple allowances, parent-
ally supervised to see that the family lives within its means and makes
ends meet, If AASA means to grow and have decisive impact in other than
fortuitious, intuitive and opportunistic ways, it will need a new bud-
geting process and the prerequisite planning and strategizing capability,

"We are not saying that all organizations must be relentlessly rational
and single-minded. It can be pleasant and rewarding to explore casually,
to do one's own thing, to refine past successes, and not to keep track
of every penny spent. There probably is not enough of this sort of thing
in our society. It is up to AASA to say how disciplined a course it
wishes to pursue and how precise a set of allocations and evaluations it
feels it gshould try to make. These are questions best answered not in
terms of abstractions, but in terms of how much the organization wishes
to accomplish and how soon and at what sacrifices."

97

BT ol i )

R e LS Y- W PR

PPN FTY SRR JEL VLT




89

The Components of a possible new
ASA Budget Format and its'
Compatahility with the NASE llodel

The following is a continuation of a quote from the Organizational Support
Functions Section of the Management Study.

"f. Budgetary Conversion in 1972

"AASA will convert its budgetary process during 1972 from its traditional
mode and format to a programmatic one. The current budget will prevail
officially until the new process has 'swallowed up' all the costs and
revenues, It is expected that the 1973 budget will be a fully converted
one, and it is possible that by September of this year the 1972 budget
may have been completely recast.

"The budgetary conversion process has been agreed upon not as a mere

formality or as an exercise in mechanical restructuring, but as a means

of first stimulating and then institutionalizing a continuing dialogue

on the allocation of AASA resources to carefully planned projects which
reflect the evolving goals and priorities of the organization. It there- i
fore calls for careful deliberations, broad participation and able ;
administrative leadership. i

"The process of transition is to be guided at AASA by Dr. George Redfern, 3
whose comprehension of and sympathy for the new approach promise to make i
the conversion project a successful one both in form and in spirit, %
This happy outcome, however, depends on his having sufficient time to
coordinate the program planning that is the essence and basic purpose
of the conversion.
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"The conversion process will begin by focusing on two or three major pro-
jects intended to produce specific desired outcomes this year in pursuit
of major AASA goals. (These projects might deal with matters of financ-
ing public education, school administrators' skills in the area of em-
ployee relations, or problems of big city superintendents.,) Such pro-
jects will be broken down into component tasks or activities, resource
requirements, comnletion dates, expected results and evaluational cri-
teria. From this analysis project costs and revenues will be derived.
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"To keep the planning of the first two or three projects 'in touch with
reality' it will be useful to do the planning against the background

of an inventory of man-hours and monies already 'mortaged' to essential
routine operations and to activities not yet subjected to program-bud-
geting scrutiny. (Dr. Redfern already has such an inventory under way.)
It is, of course, also important to 'confront' each developing project
plan with all of the others, so that their cross—implications are seen
at an early date. This will force certain 'tradeoff' decisions; it
will also reveal some 'piggy-back' economies and some opportunities for

synergy.

"It is recognized that the whole conversion process - as well as each
project development process within it - are iterative processes. One
cycles and recycles, so that the final budget emerges through a series
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of increasingly refined approximations. 1In such a process objectives,
timing, constraints, allocations and priorities 'learn' from each otier
as they 'collide' in tentative configurations."

The Arthur D. Little Working Memorandum DHG-1 (8 October 1971) under the head-
ing of "Budget Building Blocks' displays pieces of a possible new AASA budget format

as follovs:

"Objective:

Program:

Project:

Activities:

Costs:

Revenue
Sources:

general - improve the quality of education in the U. S.

specific ~ help develop the skills of secondary school
administrators

target - rural-urban sample mix of administrators under

40 with doctoral degrees
academic year 1971-72

time frame

action research in techniques of conflict management in
secondarv school environments

study of work stoppage episodes in the collective bargain-
ing process between teachers and school administrators

research: historical data: codify and evaluate
seninars: analyze case histories with current bargaining
partners

field study: observe current disputes

instruction: sensitivity training for administrators

publication: prepare 'quidelines for conflict manage-
ment' - part 1 (bargaining)

professional services
travel and lodging
communication
clerical support
sub-concontracting
share of overhead

membership dues
earmarked grants

fees for services
public funds

community subscription"

Earlier in this section, which involves Management and Operation, there is a
reference to a new Project Management Form. As indicated a copy of this form, as

designed by Dr. Redfern,

appcars as Appendix J of this document. The Arthur D. Lit-

tle Team in its' Study indicates that the Project Manapement Form, in their opinion,

embodies most of the ten
process:

"1

elements which they feel belong to the program budgeting

generalized, continuing goals of AASA

2. specific 1972 objectives related to general goals but exnressed in opera-

tional terms
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3. ranking of objectives in order of urgency or importance

4. opportunities for tuking action and achieving 'leverage'

5. targets for specific impact

6. tasks, activities and events to implement a project

7. resources for the accomplishment of tasks

8. costs of resources, including 'opportunity cost' of foregoing alternatives
9. specific outcomes intended and expected
10. monitoring-adjusting plan to meet contingencies"

Persons reviewing the NASE Model will recognize that there are many pieces of
these formats which are the same or quite similar to those contained in the Program
Plan and/or the cost Element Structures of the Model.

As AASA and NASE gain more sophistication in the programmatic approach it
should be possible to design and develop a master program budget., Naturally, there
will still be variables in each due to certain unique characteristics of both AASA
and NASE. However, with careful planning, these variables should not present any
major problems in the shift to the programmatic approach.

The following three paragraphs which appear in the Study immediately following
the aforementioned 'Ten Elements' seem most appropriate as concluding statements for
this particular sub-section of the Management and Operation Component:

"In the first year of program budgeting an organization must devote more time
and attention to the process than will be necessary after there has been some
advance along the 'learning curve.' Therefore, it is important for AASA to
avoid overly ambitious projects or an overload of projects in 1972, Where
feasible, it would be desirable to plan AASA efforts as complementary or sup-
plementary increments to kindred activities of other organizations, making use
of other people's momentum and tapping into other resource pools. A project
might receive extra 'priority points' if it has the ability to 'amplify' itself
through tie-ins to compatible external projects.

"Since one of the purposes of program budgeting is to facilitate continuous
evaluation and adjustment of the allocation of resources (rather than leaving
the budget on automatic pilot once it has been 'set for the year'), it should
embody a monitoring plan and a set of contingency alternatives to set in motion
if budgetary feedback indicates that objectives and outcomes are not being
achieved as expected. The monitoring plan should indicate what variances in
costs and scheduling require a reassessment and reformulation of plans.

"It is easy for specialized professionals to pursue to excess the kinds of excel-
lence of which they are canable, and it is of the essence of budgetary planning

to place limits on the pursuit of excellence. Thus, the coordinator of the pro-
ject planning process must give timely and defensible 'guidelines' to the planners
so that they may scale their objectives and implementary activities accordingly.
Care must also be taken to determine minimum feasibility levels, lest resources

be wasted on insufficient endavors. (This point was made earlier in a different
context, and we would like to emphasize it again.)"
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Recommendations Concerning
Organizational Relationships Between
AASA and NASE

Here again, a direct quote from the Management Study sub-section - "Organiza-
tional Relationships with NASE" - appears to be the best of covering this topic in
capsule form:

"The establishment of the National Academy for School Executives (NASE) by and
within AASA was a truly major step in AASA development. NASE provides needed
services in support of AASA goals and is expanding rapidly and with very con-
siderable success. It embarked early on an extensive developmental planning
process, the most recent product of which is the comprehensive publication, A
Conceptual Model, December 6, 1971. This model describes a phased plan of
development, providing alternatives regarding scheduling of new types of pro-
grams and services contingent upon emerging demand and availability of funding.
It is an excellent though elaborate example of kinds of planning which would
be useful in establishing and managing other AASA programs and projects.

"In gpite of the success of NASE, there seem to be unrealized opportunities for
increasing the 'yield' of synergistic interaction between AASA and its offspring.
The physical (and psychological?) separation of the two organizations inhibits
potentially beneficial cooperation and interaction., Thus, positive steps are
needed to establish closer physical continguity, increased sharing of staff re-
sources, and improved sharing and use of materials and information produced
by the two staffs. So far, most of the 'interaction' has been one way: parti-
cipation of Associate Secretaries in NASE Seminars as seminar leaders and re-
resource persons, and service to NASE interns by the Educational Research Ser-
vice section. As AASA moves more to the use of program managers and project
teams, opportunities will increase for the utilizati-n of NASE staff (including
interns) and of resource persons outside AASA identified and 'calibrated' by
NASE.

"Significant additional benefits seem possible from purposeful efforts by both
organizations to promote further and more systematically the programs and ser-
vices of the other. Perhaps the new Director of Communication and Information
Services can be useful to both in designing mutually beneficial advertising
and promotional strategies and activities.

"Je believe any actions which maintain or increase the physical separateness

of NASE from AASA headquarters will rob AASA of opportunities to capitalize
fully upon the potential represented by effective interaction of NASE personnel
with other AASA staff. In our opinion this should be a major consideration in
planning possible relocations.'

In September, 1971 the AASA Executive Committee and the NASE Board of Directors
met in joint session for a day. The major purposes of this meeting were to give
members of the Executive Committee an overview of NASE accomplishments during the
past year: to acquaint them with the status of the long range plans of the Academy;
and, to discuss future organizational relationships between AASA and NASE.

The discussion fo future organizational relationships resulted in an agree-
ment that a new responsibility matrix should be prepared. Members of the Executive
Committee requested that this proposed new matrix be available for review at the
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November meeting of the committee.

The new matrix was prepared under the direction of Dr. Paul Salmon, Executive
Secretary. It was presented at the November, 1971 meeting of Executive Committee
and was adopted unanimously. It appears in this document as Appendix K.

Obviously much more in the way of overall planning must be done before an exten-
sive change in Management and Operation can be accomplished. Further study of pro-
posed changes must be undertaken by the Executive Committee of AASA, by the Board of
Directors of NASE and by Staff Members of both AASA and NASE. The results of more
comprehensive planning and study are certain to bring about the need for further
policy determination and some new administrative regulations. Therefore, no attempt
has been made to incorporate additional guidelines into the Management - Operation
Component other than those recommended primarily in the Management Study. This de-
cision was made as a result of conferences with Dr. Salmon at which time the Manage-
ment Study and its' implications for AASA and NASE were discussed extensively.
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Operation of "Center" with Support from AASA-NASE

It has been envisioned that the "Think Tank" should operate with a minimum
of supervision from AASA-NASE., Here again policy determination is a major factor.
Based upon earlier discussions it would seem advisable to have the AASA Executive
Committee and the Board of Directors of NASE act jointly in the establishment of
policies to govern the operation of the "Center".

The subject of the operation of the "Think Tank" was discussed at the NASE
Board Meeting in Reno in May 1972. Board Members felt that further study and
development of the "Center" concept is needed before operational procedures are
established. Consequently the Board took action which placed the responsibility
for further study and development of the "Center" with the Program Development
Commission. This action by the Board also encouraged the Commission to make
recommendations regarding operational procedures.

Because of the high priority given to this program, it is expected that this
proposed assignment will be undertaken by the Program Development Commission at an
early date, The outcomes of the Commission's study will then be transmitted to
the NASE Board of Directors and the AASA Executive Committee for final policy
determination.

104



96

| &ppousy 10§
SJIORONISUOT) MIN]

uoddng ISYN

prr—

. | M — 19ud7) Jo uogeradg
surex8o14 jo .
"] uowasy pue uonenpeay | .

A’ _ surexdo1q 1a1ag poddng

ﬁ- -

m-ul uﬂosaae& D——u .—O& gﬁ.:«— & . Aﬂg»

sanIey Jo Judwdojarag

uogensul upy pue
£orjo4 feuoneonpy
w uonrioldxy

203 20U

oen ap e

(s asvN

(sanualy apsing .!-c_ﬁ_ﬁn.onw Eo:&.o.o»on
pu® 3ye1g ‘preog JSYN) _ _ (s ASYN) _ h ‘pmog ISYN ‘VSVD <m<$
NOILVATVAd NOILVINIWTTINI o INTWJOTIAAA ANV DNINNVId WYHOOUd
NHUOMINVHA TVALJIDNOD

ASVN




sagIpoe g Jo Juaudofasa(g

| &npapoudyj 10 B
0gINGMO0T) MIN M.A

AsuednodQ

uogensun Wpy puw
£27104 [euoneonpy
w uogeiodxy

uoddng JSYN
| P — 3] Jo uogeradQ

suresBo1g jo

'
‘
UOISIAYY pue uonenjeay i
- surex3oxq
| Jo uogerad() pue Judwadeuey § & "l m g yoddng _A 3
“ M S e
surex3o1g 3MAIG 19au(q ) h,@
Jo uonezad() pue Juswadeueyy | ¢ . <& ,.I‘.~
«y
uoneuruLRoq [
uoneEyRuIpy
30IN08IY :
(s ISYN
(seuady spIsing .n..e_ﬁﬁﬁonw juamdopasa(g
P pue jg ‘preog ISYN) _ r (g ASYN) . _ _ ‘pog ASVN ‘VSVO ‘VSVV)
NOLLVATVAS NOLLVINAWITINI o INIWNJOTIAIA ANV ONINNV'Id WVHI0Ud
MHOMTWVHA TVALIIINOD =)

dSVN




surexBoiq jo

) uommey pue uonenpeay

(sauady apsing

| Surpopoursyj 10§

uoddng oYN
[ TRIM — 219)u97) j0 uonerad)

sane Jo yuswdojaaag

p— pus uﬁoev—-g.—n— o 103 wng Aﬂ!ﬂlﬂuﬂﬂuﬂnﬁl

uogensuy wpy puw

Lo reuonEonpy
ul uogeioidxy

10} 1u2)

1
!
. ' swrexdory
jo uonesad() pue yuomadeueyy § & (e N1A1G poddng <

.u Bt
uoneynuUIpY
3omosay .‘\.

(=S asvN

‘suossiruio]) Juawdopaaagg
PUe 331 ‘preog JSYN) _ T Gsns JSVYN) _ _ ‘preog FSVYN ‘VSVD .<m<€ _
NOILVNTIVAR NOILVINIWT TN o ININJOTIATA ANV ONINNVII WVHO0Ud .
NHOMTNVIA TVALIAINOD
dSVN
? lnﬂa«\




99

Bid Procedure

New Construction or Remodeling

Occupancy

The Program Planning and Development Process includes a component on Planning
for the Procurement and Development of Facilities. Among the statements included
under this heading are those which emphasize the importance of the facility procure-
ment procedure as being a joint venture with AASA; of the need to make certain that
any new facilities are planned in support of existing and proposed program require-
ments of AASA and NASE; and of the desirability of conducting a feasibility study
to determine new facility requirements.

As of the writing of this edition of the Conceptual Model, a Joint Feasibility
Committee has been appointed.

Membership includes:

Representing AASA
Harold H. Eibling, Superintendent
Emeritus, Columbus,
Ohio

Dana P. Whitmer, Superintendent,
Pontiac, Michigan

Representing NASE
John W. Letson, Superintendent,
Atlanta, Georgia

Ercell I. Watson, Superintendent,
Trenton, New Jersey

Plans have been completed for a meeting of this Joint Committee early in
July 1972, Members of this Committee have been requested to have the Feasibility
Study completed by early fall 1972.

Upon the assumption that the Feasibility Study Commity might submit a
recommendation favoring new facilities for AASA-NASE a tentative schedule has been
included as part of the Time Line Display which appears in the Summary.

Obviously very little more can be added under these particular components until
the Feasibility Study is completed and it is acted upon by the proper authorities,
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EVALUATION AND REVISION
OF PROGRAMS

The Long Term Evaluation of NASE

Even before work was begun on this Model the NASE Board of Directors directed
the NASE Staff to develop a recommended position which NASE should assume in rela-
tion to evaluating its own impact and effectiveness.

Under the guidance of the Associate Director certain questions, observations
and recommendations were prepared for review by the NASE Board of Directors at its
May, 1971 meeting.

These statements do not begin to outline a complete evaluation model for the
Academy. However, they do point out certain basic problems and some alternative
approaches toward the solution of the evaluation problem,

At this point in the development of the Academy model it would seem best to
insert certain of these statements in this document along with comments when appro-
priate.

"The problem is a complex one with many ramificatiomns, but stated in its
simplest form it is this: who should evaluate what and by what means?"

"One of the issues is therefore, 'What should be evaluated?' As the
Board sub-committee chaired by Craig Phillips noted, the Academy's
goals are presently stated are broad and not measurable. A prior step
to any evaluation activity would necessarily be to redefine or restruc-~
ture NASE goals so that they could serve as reasonably measurable
criteria of the Academy's performance,"

"The final issue is to choose the means by which the evaluation might be
carried out--e.g., by interviews, by survey questionnaire, by testimony
or by some combination of these techniques.'

"These complex questions are further complicated by the fact that the
Academy itself is rapidly changing and growing. In addition to its
usual Seminars and Clinics, NASE is adding two other kinds of pro-
grams within its present scope of operations: the ROLE workshop
series and the contracted programs. Furthermore, the work of the
Academy Development Commissions and the Board itself is directed to-
wards the expansion and remolding of NASE into a new model of opera-
tion and purpose. In short, the question of what to evaluate depends
directly upon the shape of the NASE which is now emerging from the
work of the Development Commissions."

Now that the development of the overall Model is well under way, the number
and comprehensiveness of programs and services ccuntemplated are bound to make the
evaluating process even more complex. To carry out the design and development of
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this component will cover an extensive period of time and will require much more
in the way of resources, human and otherwise, than are available to the Academy now.

were:

The aforementioned statement is not to be construed as being in opposition to
the evaluation process. Instead its intent %s to emphasize strongly to the policy

making bodies that the evaluating process, if it is to be meaningful, must have the
full support of all concerned; it must be comprehensive in nature including recom-

mendations for revision and updating; and, there must be an adequate commitment of

resources on a continuing basis.

Although some segments of the following alternatives are not now as applica-
cable to the question of what steps need to be taken as they were in October 1970,
they are being listed again as additional background in support of action taken by
the NASE Board at its October 1970 meeting.

"1.

"2.

113.

"4 L

"5.

The

Direct the NASE staff to construct and conduct follow-up studies of the
back home usefulness of seminars and clinics, via survey instruments and/
or interviews., The problems with this approach are the lack of staff
time, the fact that such a study is limited to the Seminars and Clinics
only, and the questionable validity of data of this type.

Appoint a committee of the Board to design and conduct the evaluation.
Again, Board members lack time and, extra funds would be needed to employ
help implement the study.

Employ a research agency or consultant firm. Although funds are presently
lacking, this approach has advantages because it utilizes expert help for

the task and obtains an objective viewpoint. However, the agency or

firm, because it is relatively unfamiliar with NASE's goals and aims, may

find it difficult to measure what NASE truly intends to do.

Appoint an AASA Commission of practicing administrators to design and con-
duct a study of NASE Seminars and Clinics. This also has several advan-
tages: relative objectivity about NASE plus familiarity with its purposes;
(presuming that AASA will assume costs) the evaluation could be done with~
out absorbing much-needed operating funds; AASA can open doors which would
be closed to other agencies or groups.

Postpone any evaluation (other than specific program evaluations now used)
until NASE has developed and operationalized the model now being worked
on by the Board and the Development Commissions. The advantage of this
would be that all parts of NASE operations would be judged in the context
of its whole nature. The disadvantage, of course, is that evaluation
would be postponed too long."

NASE Staff recommendations at the October 1970 meeting of the NASE Board

AASA and the NASE Board be asked to appoint jointly a Commission for the

Evaluation of NASE, supported by AASA funds. The NASE Director would work
with the Commission, which would be charged with the following tasks:

(1)

work with the NASE Director to state in measurable terms the objectives

of NASE as they will have been developed by the Board and Development Com-
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missions by the end of this year; (2) plan and conduct a study of the effec-
tiveness with which these objectives are being met by NASE, in those parts of
the NASE model which are operational in 1971; and (3) develop recommendations
for the evaluation of those parts of the NASE model which are planned but not
yet operational by 1972."

At its May 1971 meeting, the NASE Board indicated its intention to develop
an evaluation scheme for NASE now, while NASE long range plans are being developed.
It drafted a recommendation to the AASA Executive Committee, as follows: 'That the
AASA Executive Committee appoint, jointly with the NASE Board of Directors, a Com-
mission for the Evalution of NASE, to work with the Director of NASE to do the fol-
lowing: (1) state in measurable terms the objectives of NASE as they will have been
established by the end of 1971: (2) evaluate NASE effectiveness in its programs and
activities already operating 1971; and (3) recommend ways to evaluate programs and
activities planned for 1972 and later. This Commission should be instructed to seek
a grant of funds to support its operation,"

The AASA Executive Committee adopted this resolution at is Sepember 12 meeting,
with the understanding that if a grant is not secured, an alternate financial plan
will be submitted to the AASA Executive Committee at its next meeting,

At its' December 1971 meeting the NASE Board of Directors authorized its'
chairman, Julius Truelson to "consult immediately with AASA President Geissinger to
appoint members of the joint AASA-NASE Commission for the Evaluation of NASE,"

The Joint Evaluation Commission has been appointed.
Membership includes:
Representing AASA
Kenneth A, Erickson -~ Director, Bureau of Educational Research
and Services, School of Education,

University of Oregon

John W. Shreve ~ Professor of Educational Administration,
Miami University, Oxford, Ohio

Representing NASE

J. Win Payne ~ Superintendent, Napa Valley Unified School
District, Veterns Home Station, Yountville,
California

Truman M. Pierce ~ Dean of the School of Education, Auburn

University, Alabama

It is expected that this Commission will begin work on its assignment
immediately. As indicated earlier in this section, both the AASA Executive Committee
and the NASE Board are in agreement as to the initial responsibilities of the
Commission. As more experience and expertise is gained in the Evaluating Process,
it is hoped that a series of models will be forthcoming which will serve not only
AASA-NASE but might prove to be of value to State Departments of Education and
local school districts also.
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SUMMARY
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SUMMARY STATEMENT

As indicated at different points in this document, expansion of the various
components of the Model, constant analysis and evaluation of each and recycling are
all important procedures to be followed continuously. Such a statement may seem to
imply that a Model of this type is never finished. In a sense this implication has

substance,

However, no model would be effective without the inclusion of some kind of time
limitation even though such may be very fluid and subject to considerable revision.
Therefore, the following Time Line Chart has been developed around the Model's
three major processes and their various components,
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Persons concerned with the further development and implementation of this
Model will find many opportunities for expatiation within the various processes
and their respective components. Specific examples are:

1.

2.

3.

4.

The immediate need for the desigr. of effective evaluation models.

The need for further program plan development in most of the short-term
seminars, and institutes.

The need to design an overall set of program plans for the proposed
EXTENDED DEVELOPMENTAL EXPERIENCES PROGRAM,

The great potential for the expansion of support material ''packages'
for the various proprams.

In conclusion - the Model offers a guideline for the future and, hopefully,
many "spin-offs" will become visible in the implementation process,
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AMERICAN ASSOCIATION OF SCHOOL ADMINISTRATORS

COMMITTEE FOR THE ADVANCEMENT OF SCHOOL ADMINISTRATION

Forrest E. Conner (ex officio)
Executive Secretary, AASA
1201 lé6th Street, N.W.
Washington, D.C. 20036

William H. Curtis (ex officio)

President, AASA

Superintendent of Schools

1146 Main Street

Manchester, Connecticut 06040

.4

Stephen J. Knezevich ¥ *

Secretary, CASA and = "
Associate Secretary, AASA

1201 16th Street, N.W. .

Washington, D.C. 20036

Erick L. Lindman (1969)

Professor of Education
.University of California.

Los Angeles, California 90024

Mrs. Ruth H. Mancuso (1970)

President, National School
Boards Association

411 swarthmore Road

Glassboro, New Jersey 08028

John L. Miller (ex officio
President-Elect, AASA
Superintendent of Schools
345 Lakeville Road

Great Neck, New York 11020

Paul J. Misner (1968)
Chairman, CASA, and

Professor of School Services
Western Michigan University
Kalamazoo, Michigan 49001

A. Craig Phillips (1968)
Administrative vice-President
Richardson Foundation

Piedmont Building

P. O. Box 3265

Greensboro, North Carolina 27401

William J. Sanders (1968)
Commissioner of Education

. State Department of Education

Hartford, Connecticut 06115

J. Chester Swanson (1970) -
Professor of Education
University of California
Berkeley, California 94720

Ivan R. Willey (1969)
Dean, College of Education
University of wyoming
Laramie, Wyoming 82071

(Terms expire June 30 of
year indicated)
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Edward C. Merrill, Chairman
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University of Tennessee

212 Claxton Hall

Knoxville, Tennessee 37919
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University of Wisconsin
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ON RESOURCES

George B. Brain, Chairman
Dean. College of Education
Washington State University
Pullman, Washington 99163

Conrad Briner

Professor of Education
Claremont Graduate School
Claremont, California 91715

ON STRUCTURE

James G. Harlow, Chairman
President

West Virginia University
Morgantown, West Virginia 26506

Richard C. Lonsdale, Head
Division of Adm. & Supervision
School of Education

New York University
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New York, New York 10003

TASK FORCES

Sidney P. Marland, Jr.
Superintendent of Schools

341 South Bellefield
Pittsburgh, Pennsylvania 15213

Garlyn H. Wessel
Supperintendent of Schools
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Robert L. Chisholm
Superintendent of Schools

724 Maple Street, S. E.
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Albuquerque, New Mexico 87103

Raymond 0. Shelton

Superintendent of Public Instruction
Hillsborough County Public Schools

County Courthouse
P. 0. Box 3408
Tampa, Florida 33601
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AASA National Academy for School Executives June 23, 1968

REPORT OF THE PROGRAM TASK FORCE

(Final Draft)

The National Academy for School Executives is an exciting new approach designed
by AASA to meet the needs of persons holding important administrative responsibili-
ties in a wide range of educational institutions throughout the nation. A relevant
National Academy must identify and serve the urgent needs of the profession through
problem oriented experience and discourse. The Academy is intended to enable the
profession to become increasingly effective in serving society at local, state, and
national levels by engaging participants in emerging streams of knowledge.

THE MILIEU OF THE SCHOOL EXECUTIVE

Never before has so mnch been expe~ted of education and those charged with
responsibility for the administration of schuols. All levels of society and the
economy look to schools for help to secure and assure the future of the nation. 1In
this "age of education," institutions of learning are being confronted increasingly
with pressures generated from the knowledge explosion, technological revolution and
the great social and economic ferment of contemporary society. At the vortex of
these forces is the school administrator. Keith Goldhammer and his colleagues
vividly depict the milieu of today's school administrator in this quote from Issues
and Problems ir Contemporary Educational Administration:

"As never before, the administrator is forced to take cognizance

of the problems that accumulate within his community as a result

of both legislated and de facto segregation; of poverty and cul-
tural deprivation; of the diverse aspirations and expectations

of different segments of the community; of the varying educational
needs of the community; of changing manpower needs and allocations
of the vast explosion of knowledge and the restructuring of many

of the academic disciplines; of our national imperatives and inter-
national responsibilities; of the foment in the study of education
and the encouragement of experimentation and innovation within the
schools; of the unrest among minority groups, students, parents and
teachers who no longer submit to being passive onlookers of the
decision-making processes which affect them; and of the changing
characteristics of the teaching profession and its ability to deal
more effectively with the complex educational problems of children."

The program of the AASA National Academy for School Executives (hereinafter
abbreviated as NASE) will strive to deal realistically with problems and needs of
the school administrator as he confronts these broad social issues as well as the f
day to day tasks of school administration. To develop the pertinent offerings 4

Ireith Goldhammer, John E. Suttle, William D. Aldridge, Gerald L. Becker, Issues -
and Problems in Contemporary Educational Administration. Eugene, Oregon: Center A
for the Advanced Study of Educational Administration, 1967. p.2. |
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called for, NASE will establish means whereby vitally important problems, issues,
and needs can be systematically sensed and identified so that programs of the NASE
will have continuous relevance to school executives, the changing profession and the
times.

THE PURPOSE OF THE AASA NATIONAL ACADEMY

The central purpose of the NASE is te become a powerful force for improving
the practice of educational administration/throughout the nation by providing a wide
range of opportunities for professional growth and career development.

The program of NASE will assist school executives to comprehend more fully the
constantly changing social environment of educational systems, agencies, and insti-
tutions. Its offerings will be geared to respond quickly and meaningfully to criti-
cal problems and issues. The total program will focus upon the stresses, challenges,
and even some of the impossibiliities facing educational leaders. From time to time,
there will be a reordering of priorities for the coatinuing education of school exec-
utives. Each administrator, at varying stages of his career, will find access to
sharply focused institutes, seminars, and clinics.

The program of NASE will extend the leadership capabilities of practicing
school executives, aid them in designing and shaping new educational policies and
directions, and enable them to manage complex educational systems with increasing
excellence,

PROGRAM DESIGN OF THE NATIONAL ACADEMY

The program of NASE will evolve from clearly specified objectives and be based
upon explicit assumptions. It grows out of a deliberate design which relates need
to method and content, sets priorities, and offers a variety of learning arrangements
and opportunities,

Objectives

In order to focus increasingly on the actual needs of school executives and to
offer specific opportunities for meeting these needs, the following objectives are
provided to give direction and thrust to the NASE program. The program will assist
school executives:

l. To sense needs, issues, and problems confronting educational institutions.

2. To analyze a broad range of needs, issues, and problems and to determine
alternative courses of action and their probable consequences.

3. To build skills, understanding, and attitudes which will enhance their
leadership and productive capacities.

4. To test ideas, plans, and proposed courses of action with peers and other Ky
authorities. :%
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5. Authorization of NASE to seek fiscal and phvsical resources necessary to
fulfill its missions; and

6. Authorization of the Governing Board and professional staff to contract for
NASE services only and not for other AASA activities or functions.

In general, NASE will be recognized as a legitimate and operational organization
when:

1. The AASA Executive Committee approves the necessary resolutions creating
NASE and grants to NASE the broad allocations of authority necessary to fulfill its

responsibilities;

2. The establishment and granting of NASE authority is recorded in the official
minutes of the American Association of School Administrators;

3. A NASE Governing Board is appointed;

4. Resources are allocated ~ad made availahle to NASE;

5. A Director and Staff are authorized and appointed; and

6. NASE programs are available and practitioners are attracted to them.

Since NASE is an integral part of the American Association of School Adminis-
trators, a constitution and formal bylaws are not necessary. The legitimizing
resolutions of the AASA Executive Committee will define the broad operating '"bylaws"
for NASE. The legal status, tax exempt status, and other privileges and restric-
tions for NASE are derived from the status enjoyed by AASA.

It follows that the parent body that creates AASA-NASE will also determine its
duration. The AASA Executive Committee, therefore, is the final authority on NASE
missions and activities. This implies that NASE has no inherent or plenary authority,
but has as much authority as delegated to it by the AASA Executive Committee.

The NASE Governing Board

The AASA Executive Committee, working with the AASA Executive Secretary and his
professional staff, has responsibility for all of the many, varied, and complex
programs and activities of the Association. It is neither prudent nor practical for
the AASA Executive Committee to assume responsibility for detailed operaticnal con-
cerns of a part of AASA that is destined to be as complex and large as NASE. To do
so might result in a focusing on only one aspect of the total AASA program, with a
consequent neglect of other necessary functions., The AASA Executive Committee should
exercise its control over NASE through broad policy determination and its supervision

~ of NASE activities through special reports prepared by those with primary responsi-

bility for NASE operations. NASE should be a quasi-autonomous part of AASA with its
own Governing Board to assume primary direction of missions and operations. This
Board should be granted the status of a standing AASA committee and such additional
authority as needed. Members of this special Board should be appointed to office by

the AASA President,.

The missions of the NASE Board of Governors should be (a) to determine policies
necessary to direct Academy operations within the broad framework determined by the
AASA Executive Committee; (b) to initiate long-range plans to fulfill the mission
of NASE: (c) to establish »riorities in allocating resources to the realization of
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Keeping an organization in tune with the challenges of time is a complex re-
sponsibility and necessitates a variety of responses., The Academy will continue to
make a unique contribution to the profession so long as its programs reflect new and
fresh developments in . the field. An important dimension, therefore, is the mechanism
by which the Academy renews its vigor and assures that new offerings appropriate to
the times are generated and others which may have lost their relevance deleted. The
search for creative ideas on the frontiers of the field is a never-ceasing task and
should be an integral part of Academy operations. The diagram on the next page shows
how the program of the NASE will be developed in response to evolving social and insti-
tutional demands.

It is proposed that the Acadermy dedicate a portion of its resources to stimu-
late the development of creative ideas, techniques, or approaches in educational ad-
ministration. In this way NASE can become a contributor to as well as user of the
stream of innovative ideas.

It can be done in part by attracting two or three creative thinkers to the
Academy environment for a period of one or two vears and endowing them with the re-
sources for study, travel, and consultation that may enhance productive inquiry at
the growing edge of school administration. Another approach would be to contract
with promising persons or institutions to further encourage the production of ideas
which may lead to improvement in the practice of school administration and are con-
sistent with the program priorities of the Academv. A third alternative would be to
invite a cadre of 5, 10, or even 15 distinpuished practitioners and professors with
extended experience in coping with a specific problem in administration to deliberate
and share insipghts for a period of one or more weeks. FExperience will dictate which
one or more of these approaches yields the highest payoff of unique contributions *o
the goals of the Academy. This goes far beyond the traditional conception of what is
popularly referred to as a ''think tank." An appropriate title for this dimension of
the Academy, which has the potential to contribute much to new program development as
well as the general betterment of school administration might be "Center for the De-
velopment of Educational Administration'; "Academv Innovations Center': or "Center
for Creative Exploration of School Administration."

Two distinct, inservice nrogram dimensions are projected for NASE. The more
traditional notion of "academy" as an institution affording somewhat structured,
advanced study opportunities to a snecialized, resident student body serves as the
proto-type for one of these dimensions. The NASE program replica will he character-
ized by a three to four month full-time study program for a small number of in-resi-
dence school executives, The curriculum at this national center will focus on, and
be geared to denth analvsis of fssues and concerns of stratepic importance to school
administration. A record of notable accomplishments in school administration and a
promise of future distinction as an educational statesman will be common to each of
the invited participants in this nrogram. Three or four classes of about forty each
-will complete the course of studv annuallv,

Whereas, the first inservice program dimension affords professional development
opportunities to a very limited number of school executives, the second dimension is
designed to attend the inservice needs of as many as 2000 administrators annually
through a discrete series of short, sharply prohlem focused seminars and clinics.
These open, non-invitational programs, typically from about one up to four weeks in
duration, respond to crucial operational problems, and will be designed to sharpen
skills and understandings in a varietv of snecific areas.

e e haddown Te



— ——

JUIPTSIY °y

a3uey) SOTUIID ‘¢

1eI0TARYDY

pue A sxeutWog °7
juawdoiaaaq | /

euoTsSS9joxg Sain3Tisuy g

wea3oag

Lwape oy

\

10x3u0d pue 3ioddns
TeucI3®ONpa ButuIRiqO

Ssau2a13d9339 (weaj)
daTjea3sTuTUpe Zutdoyaaa(

uorjydnasip
pPuB jJusssip yaim Suryeaq

uoxjBONPD
03 £Zorouyoay Burdiddy

<

sa131I07Tad
wueaxdoag

c

JuBAdT31 uotjedNpd BurMNER °T

T

sanssy

pue suoajiqoiag

Jo aouezdaooy

pu®B ssauaaemy
S2ATINDOXE JOOYDS

sanssy
puUB swayqoxayg
1euoISSsazoay

/

I93U3) suorjeAcuul Awopeoy

§3InSeyY &—— uoOIIBLIUSWITAW]T
we13031g

0

Cm jusamdoiaAa( pue

3ulseoda04 weagoag

€—— SpooN SuTuTFaq
pue
Sut&yTIu9pPI

s20103 pue
SUOT3IpUO)
[eUOTIBN pue
?3B3S ‘1EO07]

Ailll

spuewag

TBUOTIN3TISuI
Ue [E100§




»

Launching each of the outlined program dimensions simultaneously could create
unusual stresses and perhaps dilute the strength of staff or financial resources. It
is recommended, therefore, that in its first year or two the NASE concentrate opera-
tional efforts on developing and instituting, consistent with the highest of aualita-
tive standards, a series of short term, problem oriented programs as described in
the remainder of this report.

Major Program Thrusts

Significance and immediacy of problems encountered in educational administration
can serve as the basis for program development and for identification of major thrusts,
The following in 1968 are high priority program categories recommended for NASE :

1. Programs which will assist school executives in making education more rele-
vant. Within this category the NASE seeks to offer learning experiences
which will enable school executives to improve the relevance of instruction
in their respective school systems (a) for disadvantaged children and youth,
(b) for pupils preparing for the world of work, (c) for actively relating
the teaching and learning to the reality of the student's environment.

2. Programs which will assist the school executive in applying technology to
education. In response to immediate needs in this category, the following
spe-1fic programs might be offered by NASE: (a) network programming,

(b) plamning-programming-budgeting systems (PPBS), and (c) instructlional
technology including computer-assisted instruection.

3. Programs on dealing with dissent and disruption. Specific programs in
this category will enable the school executive to examine the nature of
conflict and the concomitant, dissent and disruption facing educationai
administration, to identify possible operational responses to a variety
of turbulent or conflict situations, and to develop the personal adjust-
ment and skill to cope with various confrontations.

4. Programs on developing the administrative team effectiveness. The programs
in this category will enable the administrator and his asscclates (1) to
organize for more effective administrative-team operation, (b) to receive
more realistic information as a basis for decision~making, and (¢) to im-
prove interpersonal relations as basis for more effective administration.

5. Programs aimed at obtaining appropriate support and control of education.
High priority in this category will be given to programs which deal with
(a) accommodation and exploitation of the interest in education of non-
educational agencies, (b) the politics of school finance, (c) private
assistance for public education, (d) the impact of federal policies upon
public education, and (e) the evolving relationship with non-public
schools,

Initial Offerings

Of ferings of the NASE may change noticeably from year to year and to scme degree
withirn a single year to reflect the shifting problems and issues facing school admin-

istrators.

127




Two criteria are offered to guide the selection and development of Academy pro-
gram elements: (1) a given institute, seminar, or clinic, should provide assistance
to school executives at points of concern and stress in their positions; and (2) the
total program should incorporate the most objective, substantive, and efficient
learning opportunities possible. School executives who participate can expect
answers when they exist, information and data relevant to problems, opportunities
for concept formation, and--above all--personal involvement.

Three distinct learninp formats are provided: the Academy Institute, the
Academy Seminar and the Academy Clinic.

The Institute: The Academy Institute i{s coffered by invitation

to participants with common or compatible interests, experience,
insights, and needs. Enrollment is limited to 30. Usually, the
Institute will be of 4 weeks duration at one Academy Center, re-
peating regularly throughout the year. At least eight Institutes
a year are envisioned on any topic justified by enrollment. More
than one Institute may be in progress at any one time at the
Academy Cei'er. The Institute will be addressed to perplexing
and persistent problems in school administration., It will col-
lect prominent talent and resources for direct confrontation of
the subject at hand, and be structured to facilitate the discov-
ery of new solutions,

The Seminar: The Academy Seminar is likely to be shorter than
the Institute, and less structured. The Seminar is created to
provide a sharply focused learning experience characterized by
an emphasis on fundamental concepts or basic dimensions of a
problem. It will feature leadership and counsel from persons
of prominence, and will also draw heavily upon participation
by the membership in sharing ideas and concerns. The Seminars
will be held in selected centers deployed throughout the U. S.
and will be continuous, ranging from one to four weeks in dura-
tion, according to topic. All members of AASA or other inter-
ested persons are welcome to enroll in the seminars. Enroll-
ment will be on a first come basis of applicants for any given
topic or location. An effort will be made to take the seminars
to the site where they will best accommodate the travel con-
venience of the participants,

The Clinic: The Academy Clinic is designed as a brief experi-
ence in depth to familiarize the participants with a given
topic through practical or literal experience and exposure

as with a computer or a television studio. The Clinic will

be of one or twc weeks duration at 4-5 fixed sitea throughout
the nation, depending upon the physical resources required.
Enrollment will be on a first come basis, limited to numbers
that will vary according to the nature of the Clinic.

The following institutes, seminars, and clinics are recommended for incorpora-
tion in the early years of Academy operations,



1. Making Education More Relevant

' a.*Institute: New Program Designs for the Disadvantages
To conceptualize new program designs which will offer realistic instruc-

tion to inner-city and rural disadvantaged children and youth, (By ‘nvi-

tation onlv,)
(4 weeks)

b. Institute: A New Instructional Format for Preparing High School Students
for the World of Work - :
To conceptualize totally new formats and desiens for preparing high school
students to learn about and to enter the world of work. (By invitation
only.)
4 weeks.)

c. Seminar: Schools for Achieving Individual and Social Goals
To assist school executives to examine the relevance of educational pro-
grams, particularly as the personal goals of the learner may conflict with
goals set for him bv enciety.
(2 weeks.)

d. Seminar: Introducing All Students to Work and to Work Experience
To analyze the values of occupational information and limited work experi-
ence for all students and to design feasible plans which can be implemented,
(2 weeks.)

e. Clinic: gsggﬁizing a Cooperative Work-Study Program for High School Stu-

dents
To review and critique the most effective cooperative work-study programs

involving business and industry,
(1 week.)

f. Clinic: Organizing Parent-Student Occupational Guidance Prograns
To discuss experiments involving the presentation of occupational informa-
tion to parents and students and subsequent occupational choices of students.

(1 week.)

2. Applying Technology to Education

a. Ingtitute: New Ways to Use Technology to Provide Quality Education
To discover how to bring quality education to both remote and impacted
areas bv the use of technology. (By invitation only.)

(4 weeks.)

b. Seminar: Systems Approach to Educational Administration
To present concents in the nature and application of systems approach
and operations research and to apply these concepts to the field of edu-
cational administration,
(3 weeks,)

c.*Clinic: Instructional Technology
To examine hardware and software available. To promote learning in the
]l schools, including program instruction and computer-assisted instruction.
(3 weeks.)
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d. Clinic: Electronic Data Processing
To identify administrative problems in selecting, designing, acquiring,
installing, and operating EDP system.
(3 weeks,)

e. Clinic: Programming-Budgeting, A Resource Allocation Decision System
To apply program budgeting in school systems and to develop skills in
preparing program budgets for rechools.

(2 weeks.)

Dealing with Dissent and Disruption

a. Institute: Developing Models for Professional Negotiations
To design and evaluate a model for professional negotiations in educa-
tion, (By invitation only.)
(4 weeks.)

b.*Seminar: Power Structure and Leadership Analysis
To review and to discuss power-structure studies, community leadership

efforts, techniaues for sensing shifting power alignments,
(3 weeks.)

c. Seminar: Staff Negotiations
To develop understanding of negotiations with staff members, to plan
for negotiations, and to develop techniques for coping with confronta-
tions and impasses.
(2 weeks.)

d.*Seminar: The Nature of Dissent and Disruption in Educational Institu-
tions
To identify sources of discontent, to discuss policies and strategies
for coping with disruptive forces.
(3 weeks.)

e.*Clinic: Operational Responses to Pickets, Boycotts, Demonstrations and

Riots
To learn operational responses which the school administrator can apply

in a turbulent environment.
(1 week.)

f.*Clinic: Operational Resnonses to Strikes, Work Stoppages, Mass Resig-
nations, and Sanctions
To learn stratepies appropriate to resolve critical issues and problems
arising during various stages of militant actions by professional or
noncertified personnel.
(1 week.)

g. Clinic: Operational Responses to Vandalism, Violence and Anti-Social
Behavior on School Premises
To learn tactics to cope with undsirable and even criminal behavior on
the school premises,
(1 week.)

139




10

4. Developing Administrative Team Effectiveness

a.*Institute: The Functioning of the Administrative Team
To develop new concepts of administrative team functioning in large edu-
cational systems, including reassignment of responsibilities, redefini-

tion of roles, and team decision-making. (By invitation only.)
(4 weaks,)

b.*Institute: Teaching Productivity
To dewvelop ways of extending the effectiveness of teachers to the end

that more pupils can receive better and more individualized instruction

and correspondinglv to increase rewards for excellence, (By invitation
only.)

(4 weeks,)

c. Seminar: TIdentifying and Evaluating Administrative Leadership
To assist school executives in identifying potential administrators,

in revising techniaues for assessment performance and in stimulating
leadership development,
(2 weeks,)

d.*Seminar: Human Relations in the School Environment

To analyze conflicting value patterns, minority problems, and options
for improving human relations,
(3 weeks.)

e,*Seminar: New Roles for Professional Staff
To develop new roles of professional staff in relation to instructional
needs and productivity.
(3 weeks.)

f. Seminar: School Leader Relations with Colleges, Universities and Indus-
tries ) B - - -

To examine productive relationshins which may be established with col-

leges, universities and industries for maximum resource ut::i :ation,
(2 weeks.)

g.*Seminar: Identifying Information Crucial to Administrative Decision-
Making

To develop an understanding of information networks and for individual
and team decision-making.

(2 weeks,)

P ST

h, Clinic: Techniques of Educational Evaluation

To identify, examine, and experiment with existing patterns for the
overall evaluation of educational effectiveness.
(1 week.)

2]

i.*Clinic: Sensitivity Training for School Administrators
To learn grounr dymnamics, how to identify concerns of others as expressed

in verbal and nonverbal signals, and one's own motives in dealing with
others.

(3 weeks.)
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j.*Clinic: Decision-Making Skills in Conflict Situations
To develop understandings and skills for coping with complex dimensions

of decision-making in conflict situations.
(1 week.)

k.*Clinic: Physical and Mental Health of the Administrator
To provide a situation where mental and physical health of the adminis-
trator can be assessed carefully and to provide opportunities for him to
develop perspectives on personal and professional habits which will en-
able him to function more efficientlv as an individual,
(1 week.)

Obtaining Appropriate Support and Control

a. Institute: The Identification of New or Inadequately Used Sources of
Support for Education
To assesu yields of various sources of financial support on a nationwide

basis and to recommend new sources of support, (By invitation only.)
(3 weeks.)

b.*Seminar: The Politics of School Finance
<0 analyze the political dimensions of financing public schools and to
review strategies needed for building support for schools.
(3 weeks.)

c. Seminar: Federal Policies and Public Education
To investigate federal structure and policies and to learn ways of capi-
talizing on these for the support of education.
(3 weeks.)

d.*Seminar: Urban Crises and Education
To analyze the major problems which retard educational progress in the
urban setting and to discuss application of alternate designs and ap-

proaches for promoting better education.
(3 weeks.)

e. Seminar: Rural Crises and Education \
To analyze major problems which retard educational progress in sparsely
settled rural areas and to discuss techniques for improving the quality
of education in this setting,
(2 weeks.)

f. Seminar: Private Support for Public Education
To discuss major sources of private support for public education and to

review approaches for seeking private suppor:.
(2 weeks.)

g.*Clinic: Relation. with Local Government Agencies
To identify local government agencies which have an impact on education
and to examine practical techniques for cooperating with these agencies
for the improvement of education.
(1 week.)
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h. Clinic: Relations with Local Private Agencies
To identify the many local private agencies which have an interest in

education and determine practical techniques for working with these
' agencies,
(1 week,)

i1.*Clinic: Public Relations Techniques and Styles of the Administrator
as an Individual
To provide an opportunity for the administrator to examine his adminis-
trative techniques, approaches, and styles and to improve his abllity to
work with various groups and media.
(2 weeks,)

*Highest Priority Program Elements

Although all of the initial offerings listed meet certain priorities and are
needed, strategies for optimum allocation of NASE resources may suggest that a more
limited number of institutes, seminars, and clinics be developed and tested during
the earliest stages of Academy operation. In this event, those 19 indicated by an
asterisk (*) are recommended for earliest implementation.
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AASA National Academy for School Executives August 1, 1968

TASK FORCE ON RESOURCES

ORGANIZATION OF NASE RESOURCES -~ PERSONNEL

FINAY, REPORT

An organic system is proposed for the organization of NASE
personnel resources. This system is one in which the operational
or functional characteristics and the structural configurations of
the organization are both (a) highly interdependent, and (b) re-
lated specifically to the essential functions and tasks which must
be performed in carrying out the purposes of the organizational
system. This means emphasizing the collecting, interpreting and
disseminating of information, and capacity to respond quickly to
identified problems and opportunities. The Jatter includes
mobilizing effectively the resources most relevant to under-
standing and. s@dlving the problems and exploiting the opportunities
of the academy. An onganization significantly concerned with
large, unique, and complex projects or programs requires a style
of management and a set of management processes and capabilities
different from those which are organized along traditional lines
of functional specialization.

In recent years a number of organizations have found it
advantageous to depart from the traditional functional form of
organization and set up what are typically called project
organizations to handle special assignments such as investigating
the feasibility of establishing a new Lbusiness, developing a new
product line, or servicing the unique requirements of clients.

The form of a project organization can evolve and change radically
over the lifetime of the project. Four general classes of project
organizations have been described:

(1) An individual project organization consists of only one
person-- the project manager. He exercises project
control through the heads of functional departments
whose personnel perform all the work on the project.

(2) In a staff project organization, the project manager
is provided a staff to exercise control through
activities such as scheduling, task and fund supervision,
and change control, and to carry out any functions unique
to the project, such as testing or site activation.
Functional departments still perform the primary tasks
of budgeting, personnel, housing, etc.

(3) An inter-mix project organization is established when
some of the primary functions are removed from
functional department and are assigned to report directly
to the project manager along with staff functions.

(4) Under an aggregate organization, all departments and
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activities required to accomplish a project report
directly to the project manager.

It has been reported that the increased management attention
resulting from effective and extensive use of project organizations
has a number of effects which could be important to the academy:

(1)

(2)

(3)

(4)

(5)

Careful and comprehensive planning is emphasized and

the rapid and efficient mohilization of necessary
resources is facilitated. A project manager and his
planning staff usually can select and assemble critical
information, talent, financing, materials, and equipment
more effectively than can be done by the dispersed
functional department managers whose orientations may be
different and whose time and attention may be otherwise
engaged.

Budgeting and cost control is usually more effective.
Improved program budgeting and accounting techniques
are usually developed and applied to project management.
Coordinated and systematic follow-up assures effective
use of available resources.

Tasks are better defined and performance is more closely
monitored. Becéause of the critical importance of the
performance of people, personnel administration and
management development systems must Ooperate must
effectively. And those organizations affected by
knowledge explosions, by significant changes in the
state of the art, and by consequent and rapid technical
and professional obsolescence, provision must be made
either for personnel development and renewal or for
significant turnover.

Action is typically initiated sooner to prevent or
correct problems. Special management information
systems are .frequently utilized to detect changes in the
institutions such as education or in the competitive
environment, to provide feedback information regarcing
progress to performance budgets, and to evaluate the
quality and acceptance of services.

Project organizations usually can evolve and change
More readily than functional organizations or respond
to changing conditions. The flexibility inherent in a
project organization facilitates its transformation to
a full-fledged program or the transfer of standardized
and repetitive processes back to functional departments
if it is successful. On the other hand, if its pur-
pose is fulfilled, if the project is unsuccessful, or
if its usefulness declines or ends, it can be phased
out or terminated with minimum trauma to the parent
organization.
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Having in minc a project emphasis in organization, cer-

" tain structural properties for the Academy can be considered:

(1) The core staff will be small to facilitate housekeeping
functions and adding personnel on term bases for special

functions.

(2) The organizational system will be interdependent and
flexible to manifest functional capacities in meeting
program requirements. The administrative home for core
staff will be housed in one location but project people
may represent a decentralized or satellite system.

(3) Major projects (programs) will be administered by pro-
gram managers and staff who may be released from the
core staff or obtained from the field. When program
assignments are completed, core staff are returned to
the administrative home for reassignment or in the case
of term appointments, are released.

(4) Functional supervision of program persoﬁnel will con-
tinue to be the responsibility of home office staff,
' e.g., Academy director or his subordinate. -

(5) A communications network involving sponsoring groups,
clients and others will be a first organizational pri-
ority. Informstion and suggestions regarding the pos-
sible need for program or studies will be solicited from
a variety of sources. The results of evaluation studies
and audits of programs will be reported back intd the
Planning and decision functions of the home office.

(6) A program planning and coordination council will pro-
vide policy direction to the director. One associate
director will insure that appropriate resources are in-
volved in signaling the need for a program, are utilized
in the development of a program proposal, and are ca-
pable of conducting adequately agreed upon programs.
Another associate director will be responsible for ad-
ministrative services such as personnel, budget, pub-
lications, etc.

It is evident that definition of program is critically im-
portant to the organizational configuration. Suggested identi-
fying characteristics are listed below. However, definitions and
criteria should be modified and refined through actual experience
and in response to changing needs. The inherent flexibility
of the system permits the tryout of different criteria and various

kinds of programs.
Identifying characteristics of programs:

(1) The program addresses an identified major issue or
problem in education, or a related set of problems.
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(2) Skills required for program staffing are multi-
disciplinary or multi-institutional and are drawn
significantly from within as well as wichout
education.

(3) Program objectives and professional skill require-
ments are carefully defined and specified in a
program plan.

(4) Evaluation of the degree to which objectives are
achieved is a part of the program, and program
planning provides for such evaluation.

(5) Budget is allocated to the program, there.is a-
budget limit, and budget applications within the
program are carefully planned.

(6) The program reaquires full-time manaéement.

(7) The rrogram cchedule is time -limited, such as two
weeks, two months, or one year.

Other general characteristics of major programs are
that: the need for treatment of a problem area is critical; the
need for action is immediate; effective mobilization and
utilization of appropriate resources is required; and the problem
is so unique or complex the resources of any one existing
institution are not fully appropriate to the requirements. Fre-
quently, major programs will be somewhat interrelated or at !least
involve complimentary tasks or functions. This is a further reason
for being grouped under the management supervision of the director.

In some instances, major programs will be designed to produce
a change in educational practice and the product of the program is
to be used by school administrators. Products produced by such
programs may be utilized or disseminated by other programs or by
the administrative unit of the Academy.

Some programs will be designed to produce information orx
plans useful in developing or changing educational policy. Such
programs may need to be followed by additional programs which
explore the methods by which policy changes can best be imple-
mented and the results of implementation evaluated.

Major programs might be set up to develop services or
systems to be operated by some other organization such as a
university or school system. Other programs could disclose that
functions or services offered by the Academy should be modified or

discontinued.

* The organizational concepts and processes proposed require
an even force, effective management of time, budgets, and human
resources. The scheme fits well with and will expedite program
planning and budgeting. It places demands upon the budgeting pro-
cess and especially upon the planning process which procedes |
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budgeting; e.gq., defining program ohjectives; translating nrogram
objectives into skill requirements in terms of degree, kind and
duration, and converting professional staff time into program
costs. This style of organization, with several individuals as~
signed to one or more programs for limited times, requires tech-
nology for time accounting and for cost allocation. Since pro-
grams should be oriented toward educational nroblems or issues
rather than toward the source of funding or other matters, the

Inherent in the recommend.d organizational scheme is con-
siderable potential for flexible and varied use of professional
staff. Effective exploitation of this potential will require a
style of leadership and followershin new to many- people. A pro-
fessional may work for two or three program managers that are
conducting programs going on at the same time. Orcanizational
myth notwithstanding, it is saite possible. Scientists, re-
searchers, consultants, and engineers who work on various develop-
ment teams or task forces have demonstrated that it can work, and
to the organizational health and benefit of the enterprise.

Planning will require new and increased ention. When
programs are time limited, they come to an er.. Management will
be required to sense what new work is most impcrtant. This will
require long and short range planning and priority setting. Ob-
jectives setting, evaluation of achievement, limited budgets, and
a limited reservoir of human resources impose the discipline of
priority setting upon the planning process, and may encourage
cost benefit estimates to guide priority setting. Accounting for
time expenditures of professional personnel will facilitate value
or benefit comparisons between applications of time to programs
or project versus applications to meetings with professional as-
sociations, etc. Such comparisons may result in new approaches
to professional development and new efforts and improve results
in the management of human resources.

PERSONNEL REQUIREMENTS AND PROPOSED JOB DESCRIPTIONS

Analysis of staff personnel needs and job descriptions for
NASE is based on the general organization depicted in the report
of the Task Force on Structure (undated).

NASE Board of Directors. The mission of the Board is to
(a) govern the Academy; (b) initiate long-range planning, (c)
define long-range goals, priorities, and comprehensive plans;
(d) set policy, establish programs, and adopt rules and requla-
tions within limits and according to a charter established by the
AASA. The Board's major concern is the availability, appropriate-
ness, and quality of programs provided by the Academy. It acts
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to ensure adecuate educational services to school administrators
and othex publics.

The Board should ensure the following major functional re-
quirements as being fully met and effectively carried out: (1)
sensing emerging needs for educational development in the schools
of the country; (2) assigning priorities in allocating resources
among areas of discovered need in the context of comprehensive and
integrated programs; (3) providing for the design of improved sys-
tems of administration in education and¢ the stimulation and support
of new educational developments to meet discovered needs; (4)
evaluating both new and established educational programs and ser=-
vices, the ways in which such programs and services are planned and
administered, and requirements for redirecting allocations of human
and material resources; (5) facilitating the dissemination of in-~
formation regarding new administrative practices and services and
their effects: (6) encouraging and sumporting the adoption of new
educational developments and improved administrative services.

The board will function as the executive committee of the
whole and without standing committees. Ad hoc committees will be
«utilized as needed. The Board should be empowered to appoint the
Executive Officer. establish a term of office, and fix his compen-
sation at a level commensurate with the responsibility of the posi~-

tion and comparablé to that of the best paid administrators of pub-
lic education in the country. -

Executive Officer. The mission of the Executive Officer is
to- (a) serve as the executive officer of the Board: (b)-manage the
academy as its chief administrative officer and provide all neces-
sary administrative assistance and support to the Board; (¢) pro-
vide administrative leadership to the Academy; and (d) serve as a

national level professional spokesman for school administrator
education.

The important position of Executive Officer calls for a
broadly knowledgeable and respected educational leader who posses-
ses a high order of managerial skill. He must be an effective ex-
ponent of the needs of public education to the Board, for the Board,
and in interactions with the general public, professional educators
and boards, and with federal and state agencies. He should be able
to synthesize creatively the best thinking of researchers and edu-
cators in contributing to the deliberations of the Board and the
functioning of the Academy. He must be sensitive to and enunciate
the requirements of school administration as well as the develop-
mental needs of the Academy. He must represent the Board and the
Academy to a wide variety of publics or parties and interests to
education. He should ensure that the capacities of the Academy are
utilized effectively in supporting the Board's planning responsi-
bilities and in achieving established policy goals.

Research Group. The mission of the research group is to ad-
vise the Executive Director regarding issues; opportunities and
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problems important to and affecting educational administration; to
discuss and develop recommendations for programs; to serve as a
vehicle for communication and for coordinating action on program
matters such as long-range planning, academy development, budgets,
personnel, and programs, to plan ané make allocations of staff work
for the Board and the Director, and to advise on the progress and
quality of the staff work; and to assist the Director in adminis-
trative decisions regarding the operations of the Academy. It is
intended the research group will function in two ways: (1) as an
administrative cabinet augmented by the two associate directors,
and (2) as a research and plamning group. A very important respon-
sibility will be to facilitate the interchange of information with-
in the Academy staff and among program staffs.

Head of the Pesearch Group. This staff member will report to
the Director and his primary missions are two: (1) quality assur-
ance regarding the nature and design of evaluation studies plarned
and carried out within each of the Academy's programs and regarding
the functioning of the Academy; and (2) collation of reports of
such evaluation studies and of the effects of programs sponsored or
carried out by the Academy for use and publication by the Board.
This man must possess a very high order of competence in the design
of research and evaluation studies. He and his staff of perhaps
two specialists in evaluation and research design should review and
approve all proposals for evaluation studies to be conducted in
conjunction with the educational programs so as to ensure objectivi-
ty and technically sound research. Ee and his staff also will pro-
vide consultation to program planners in defining program ahd
project objectives, in selecting methods for appraising progress in
achieving objectives, and in measuring effects of programs. The
group will be concerned with the identification of possible re-
quirements for new or broader investigations, and with ways of up-
grading the quality and appropriateness of evaluation studies
planned or conducted within the Acadenmy.

This group plans for the development of and synthesizes in-
formation from the various program units into a comprehensive annual
report of the Academy. This report is signifirant and a tangible
product to represent the Board's annual stewardship of the Acadeny.
Each office within the Academy and major program should be responsi-
ble for the development of a report on its own activities end their
effects, the nature of need as yet unmet, and implications for
priority setting in long-range planning. The development and syn
thesis of these reports (constructed in a uniform and agreed upon
style) will require data linkages and information processes within
and among program and also staff units. The planning and prepara-
tion of such a report will necessitate communication among proqgrams
and principal elements in the Academy. The annual report shqula
provide a comprehensive data base for the preparation and adjustme:s
of activities of the Academy and a means of modifying long~range
priorities and appraising progress and achieving long-range goals.

As indicated earlier, the functioning of the Academy will in-
volve an interdependent and flexible organization system. The
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system proposed is organic in the sense that elements and processes
are highly interdependent and are designed specifically to fulfill
the major functional requirements involved in carrying out the
missions of the Academy.

Associate Director - Administration. This officer will direct
the functions and services necessary to the home staff and the pro-
grams. Administration will include the following:

Supporting Services--such as mailing and shipping, editorial :
and art services, duplicating and printing, cashiering, :
office space planning and management, and procurement of
supplies and equipment. Typically supporting services will

be supplied in the form of many small tasks, requiring man-
minuti:s and man-hours rather than the man-month typically re-
quired for a full-time person. The rersonnel performing these
services will not be assigned to major programs or projects
but will supply services to all the programs and the opera-
tions of the home office. :

LT RS B S I I

Business and Fiscal Aspects--financial management planning,

. budget appropriations, and financial field services. The new ,
management technologies should be utilized in support of
planning responsibilities, particularly if they are related
to the allocation of scarce resources to alternative uses
One example is the use of program planning and budgeting sys-
tems as a means of estimating costs of achieving defined pro-
gram objectives, and following programs as they develop in
order to know that each program is proceeding as planned and
to be able to make informed decisions at appropriate choice
points. Other advances in management technology include the
more sophisticated use of computer capabilities and manage- 3
ment information systems, and the application of cost-effec- 3
tiveness analyses to selected programs of resource allocation. i
As these management technologies are adapted to educational *
ranagement, it is appropriate that the skills be developed
in close organizational relationship to the physical and
business management services in the Academy.

~:§,a.-z.;m-, B el e Nt 84 R e T By wn
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Personnel Services--these services should support the manage-
ment of three groups of professional personnel resources:

(a) the professional personnel in the Acadenmy; (b) the pro-
fessional personnel in programs including staff and students;
and (c) professional personnel able to provide consulting as-
sistance or temporary staff help to the Academy and the pro-
grams. The services should also include aid to management in
the acquisition, development, utilization and assessment of
professional personnel and supporting personnel.

Public Information and Registrar Services--there will be a
stream of information moving between the Academy, the programs,
and the various publics in the form of announcements and regu-
lar and special reports, some statistical in nature. It is -
necessary that informatio?lzfgprovided in a form which allows

Full Tt Provided by ERIC.
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its maximum utilization. There should be developed with the

help of users of reports and announcements, recommendations

for changes in report style, content, format, and frequency.

This should be done in order to minimize effort in generating
reports consistent with the uses of the information, elimi-

nating reports which have lost their usefulness, and adding

new reports which will assist in the management of the educa-

tional activities. This function should involve investiga-

ting and presenting alternative ways for accomplishing data
processing tasks, assisting in choosing the configurations or
methods and equipment which are best suited to the Academy's

needs. Probable dz*a needed in the data system includes:

(1) data about teaching and administrative personnel; (2)

data about consulting personnel: (3) data about publics, cli-

ents, and governmental acercies; (4) data about students: (5)

data about program materials, property, etc.; and (6)

data about projects, programs, and courses of study. The in-
formation services must be integrated with the research group
services at least in terms of preparing annual reports of the ;
activities of programs and the functioning of the Academy. g

' Associate Director - Program. This officer is responsible
for planning and management of programs. This will involve syn- .
thesizing information, suggesting the need for special programs, '
drawing up proposals to evaluate the need for major programs, ana
planning the major programs that are required. He must work close-
ly with the Director of the Academy and the other Associate: Direc-
tor to represent the policy decisions of the Board of Directors.
This will involve collating and patterning importantly suggestive
data regarding long-range developmental requirements. His immedi-
ate forum for discussion, integration and interpretation of these
data is the research group. Ideas generated and conclusions reach-
ed in this group are presented to the Board by the Academy
Director.

AN e A T

The Associate Director for Programs also must provide planning
support to program managers in laying out alternative approaches
and integrated plans for development. His office will apply for
and secure from any appropriate and available source funds in accor-
dance with the established hierarchy of program priorities. In
addition he is intimately involved in the process of developmental
planning (research group also) by: (1) suggesting evaluation
studies and designs to test the effects of various programs and
services; (2) contributing to program and project planning by pro-
viding for evaluaticn of the effects of developmental programs;
and (3) interpreting implications of cata used formulating annuval
reports regarding emerging priorities of need for program and cor-
ganizational developments.

' Both of the Associate Directors will be assisted by planning
and administrative assistants (probably two or three interns, ad-
vanced doctoral students in educational administration). These
assistants will serve at the discretion of the Associate Directors
but mainly their purpose is to facilitate planning and administra- 442
tion of specific projects and programs. They will be busy in
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making arrangements for meetings, solving logistical support pro-
blems, and in communicating effectively with persons in groups
essential to a project or program. 1In short they will facilitate
communication by serving as organizer, facilitator, and scribe.

Major programs will be managed by program managers drawn
from the staff of the Academy or from outside the Academy. They
will be expected to work full~time in program management for the
duration of the program or until rotated or replaced. When pro-
gram assignments are complete, the program manager and program per-
sonnel return to their own assignment or re-assignment within the

Academy or in the case of appointments outside staff, they are re-
leased.

Program managers must be carefully selected to represent an
unusually high order of professional gualification and managerial
competence (particularly in managing a group of people representing
their various baclgrounds and disciplines). Program managers will
be selected as a function of types of nrograms.: In some instances,
major programs will he designed to produce a change in educational
practice and the product of the program is to be used by school ad-
‘ministrators either in their own practice or as reports, position
papers, etc. Some programs will be designed to produce information
or plans useful in developing or changing educational policy. Such
programs will need to he followed by additional programs whizh ex-
plore the methods by which policy changes can best be implemented
and the results of implementation evaluated. Programs might be
set up to develop services or systems to he operated by local
school administrators. Other programs will provide planhed instruc-
tion. There may be a number of programs in progress at one time.
Others may be in the planning or developmental stage. Also all
programs will be subject to the program planning, budgeting style
of management, a process requiring that all activities be included
in a budget, that expenditures of budget be specifically related
to the achievement of defined objectives, and that provision be
made for evaluating the extent to which objectives are achieved.

Program managers will have certain degrees of freedom and
flexibility in developing and operating programs. In planning a
program, a budget is developed for recuired staffing. This bud-
get specifies the amount of professional time by level and kind of
skill required in a given time period. This man-time budget is
translated into salary costs using an established salary structure.
Inherent in this system is considerable potential for flexible and
varied use of professional staff. A professional may work for two

or three prcgram managers on different programs going on at the
same time.

Program managers will be required to meet some performance
standards placed upon him by the Associate Director for Programs.
This will be true for other program staff. The budget analyst
assisting a program manager in budget planning and budget control
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Second full year of operation (1970)
In addition to the ahove staff listed in items 1 and 2,
add:
1 planning and administrative assistant (total of 4)
Total personnel to be housed 1970 - 21

Third-fifth year of operation (1971-1973)
In addition to personnel identified in items 1-3 above
add-
1 nlanning and administrative assistant (total of 5)
3 Acadenmy fellows
2 clerk typists (total of 8)
- Total personnel to be housed 1971 - 1973 - 27
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General Regquirements

A carpeted, air-conditioned suite is desirable in all spaces
except the c¢uplicating and storage rooms. Adequate electrical

P

and telephone outlets for normal office arrangements is mandatory. %
%

Lighting levels should be over 50 foot candles with 100 or '%

thore desirable. - &
: s

All traffic should be controlled by receptionist. 9

The duplicating room should he placed where large paper de-
liveries can be accommodated easily. This room could be separate
if well secured and readily accessible. The electrical capacities
here must be guaranteed to handle the Xerox, multilith, addresso-
graph, and other equipment. These units also generate consider- o
able heat so adequate ventilation and/or cooling is needed. %

The telephone system should be a key system. ' |
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Fiscal Considerations

The financing arrangements for MASE must be highly organized
and continuous. One-time financing ecfforits may achieve limited ob-
jectives, but they seldom create momentum for continued progress,
particularly for those institutional objectives which are long
range in character. Therefore, organization must be undertaken with
long~-term consideration in mind. Amona the principles which should
govern the organization are +he following:

l. The long-range objective should be to develop a strong
natural image for the quality of the Academy program
and its services.

2. NASE must be clear-cut in its educational purposes.

3. NASE nust develup programs d-signed o give it national
viability as a force not onlv for th. improvement of
school administration but also as a gonsing mechanism
for determining the kind of educational leadership re-
quirec to keep the schools in the fearefront of soci-~

] ety's institutions.

Perhaps the most fruitful area “or scrvirce would be the
stimulation of excellence in administrative leacership. Among t+he
techniques which could bhe used for this purpcse are an awards sy~
stem for individuals and school systems or state organizations of
administrators, a scholarship system, the puklicizing of excellence
and national recognition for local s-=)¢nl systemns with outstanding
administrative development programs.

MNASE should carry out a program of service for ite memhers
but should not attempt to replace existing institutional programs.
Perhaps affiliations with institutions of higher education or
other educational agencies would help to malke available some of
their services to MASE and its members. Servicae to the mewher-
ship of NASE should be a first priority iter: in the early davs of
NASE's existence.

NASE should consciously secek membership from a wide range
of persons in positions of administrative and educational leader-
ship. Clearly establishment leaders are critical, but it will
also be essential to incorporate gtrong drass ro~ts, support from
among such groups as-

State anc Local Roards of Educaticn

Colleges of Education and Departronts «f Fducational
Administration

State and local organizations - f administrators
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NASE should have a professional staff sufficiently large
and qualified to give simultaneous attention to academic and in-
service programs - seminars, conferences and fund raising and
other operational needs. In its second phase, the Academy should
seek tn dedicate a nortion of its resources to stimulate the de-
velopnent of creative ideas, techniques, or approaches in education-
al administration possibhly utilizing sabbatical leaves and other re-
2 search planning-development related activities. In this way NASE
can become a contributor to as well as a user of the stream of
innovative ideas.

NASE should seek to develop as quickly as possible an inter-
nal communication system which will make it possible for the mem-
bership to know about and participate in the programs of the Acad-

: emy, to be made significantly aware of the potential represented
* by the Center for Advanced Study and to use NASE's statements and
reports for planning and development purposes. . .

The organization of the Center for Advanced Study should
provide sufficient autonomy to set or modify policy where it is im-
portant to the planning or development. effort of NASE. This can
be done in part by attracting two or three creative thinkers to
NASE for a period of one or two years and endowing them with the
resources for study, travel, and consultation that may enhance
productive inquiry at the growing edge of school administration.
Another approach would be to contract with promising persons or in-
stitutions to further encourage the production of ideas which may
lead to improvement in the practice of school administration' and
are consistent with the program priorities of NASE. A third al-
ternative would be to invite a cadre of 5, 10, or even 15 distin-
guished practitioners and professors with extended experience in
coping with a specific problem in administration to deliberate
and share insights for a period of one or more weeks. Experience
will dictate which one or more of these approaches yields the
highest payoff of unique contributions to the goals of NASE. This
goes far beyond the traditional conception of what is popularly
referred to as "think tank.'

Proposed Financing Plan for the Center for Advanced Study

Founding Members 100 @ $1000 $100,000
Sponsoring Members 1000 @ 50.00 50,000
General Membership 10,000 @ 10.00 100,000
Affiliated Organizations Contributions 25,000
Corporate Contributions 100,000
Foundation Support 100,000
$475,000

Endowments 125,000
Total $600,000
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Budget Rationale

Projections indicate that the regular program of NASE can
become completely self-supportinc within five and one~half years
with funds derived from tuition fees paid by the individual par-
ticipant or his sponsoring school agency. Start-up and develop-
mental costs associated with the launching of the three dimensions
of the Acacemy program will necessarily exceed tuition revenues.

AASA will assume responsibility for overhead expenses and
collection and contribution of participant fees. Participant fees
will range from an estimated $12,750 during the last half of 1968
to $750,000 curing 1973. To encourage the widest possible early
narticipation in the program it is planned to increase tuition
fees gradually cduring the first two years of operation so that at
the end of the first five years, seminars will be operating on a
full fee basis. These budget figures are based on estimated oper-
ational costs and make no allowances for accumulation of reserves
or endowment for scholarships to worthy and needy -persons.

Proposed Operating Budget - September 1, 1968 - August 31, 1969

I. Expenditures- (for 12 months)

A. Salaries (for 12 months)
"1) Prof«ssional ) X
a. Executive Director (@ $27,000) $27,000 :

b. Associate Director, Program (@ $24,000)24,000

c. Associate Director, Administration — 0

d. Research Associates (@ $20,000) -0-

€. Program Coordinator (@ $20,000) -()-

f£. Planning and Administrative

Assistants (2 @ $13,000) $26,000

2) Secretarial

a. Executive Secretary (@ $11.,000) -0~

b. Secretary (3 @ $2,000) $24,000
3) Indirect Personnel Costs (22% of 1+2) $22,220

TOTAL 14243 $123,220

B. iMeetings and Conferences, NASE Poard of
Directors, and
Annual Board of Visitors. Travel,

per diem, and misc. expenses $ 10,000
C. Office Supplies and Equipment $ 6,000
D. Rent (1,250 sg. ft. @ $6 per Sq. Ft.) $ 7,500
E. Preparing and printing program materials, |
annual rerort, and Board of Visitors reports. $ 2,000
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' F. Staff Travel Expenses | $ 8,000
G. Consultant gervices for proygram cevelopment and

evaluation (stipends and expenses) $ 5,000

H. Awards and Certificates ) S 500

I. Instructional Costs -
. 1) Seminar variable costs. Instructor’s
' . fees ($50 per presentation of $150 per

day maximum); instructor's expenses

($150 per trip to seminar site plus

$30 per dav); and site rental costs ($40

per seminar day). rstimate? variable instruc-
tion cost per week @ $1,259

Assume 30 students per seminay = $42/week pex
student for instruction. ‘matimate 960 .
students @ $42/week . . $40,320

2) Fixed seminar costs. Allor $15 per
participant for books, supplies, etc.
Allow $5 perx participant for registra-
tion costs ' X

Assume 960 participants at . $20 ,. $19,200
TOTAL INSPRUCTIONAL COSTS s 59,520

: $ 1,000

J. Program Promotion Costs

K. TOTAL DIRECT COSTS. $222,740

1. Indirect Costs : $ 55,685
(25% of direct coits) '

M. TOTAL DIRECT AND I'DIRECT COSTS $278,425

II. Income

A. Fees collected ($100 per paéticipant - assume
960 participants) ' $96,000

B. Funds available from U.S.0.E. -0-
C. Funds f£rom AASA General Fund $82,685
1. Director's salary $27,000
2. Indirect costs $55,685
; - pD. Funds drawn from AASA Reserves (to $100,000)
trotal Direct and Indirect Costs - (A+B+C)) $99,740
E. TOTAL IMNCOME E $278,425
152,
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AASA National Academy for School Executives October 16, 1968

REPORT OF THE TASK FORCE ON STRUCTURE

(Final Report)

There are many ways to strucrture an institution so as to facilitate accomplish-
ment of its missions. Objectives must be determined prior to designing the organi-
zational pattern. The NASE missions stipulated in the Report of the Program Task
Force are accepted for the purposes of this document. The relationship between
the policy making body and its chief executive officer, who controls operations,
authority and responsibilities allocated to various positions, subdivision of impor-
tant tasks, patterns of formal communication among persons and positions, and stan-
dard QueratMig procedures are all important issues in developing a structural frame-
work for an organization.

NASE could be structured independent of institutions of higher learning and
professional societies, but this alternative is not consistent with the constraint
placed upon the Task Force that NASE be sponsored by and be an integral part of its
parent organization, the American Association of School Administrators, which genera-
ted interest in NASE. The AASA Committee for the Advancement of School Administration
sketched in broad terms the prime characteristics of NASE. 1In addition, the Associa-

‘tion dedicated sums in excess of $30,000 to develop an Academy model. In short, the

external structural elements of relating NASE to its environment are predetermined in
large part by its relationship to AASA. The Task Force faced the challenge.of
recommending an internal organization for the National Academy for School Executives
and defining with greater clarity its position and relationships within AASA.

There are many advantages inherent in structuring NASE as an important part of
AASA. The following are a few examples:

1. NASE will be heir to the goodwill and prestige earned by AASA during its
many years as an established and respected national professional society for school
administrators. :

2. The large AASA national membership base, ready communication networks, and
professional contacts with practitioners will be decided assets in developing and
sustaining future NASE programs.

3. The sizable fiscal, personnel, and other resources of AASA will guarantee a
support base necessary for initial and future NASE operating stability.

Whether AASA shall control NASE is not an issue, for this was inherent in the
preliminary considerations and present development of NASE with AASA funds and
sponsorship. A more pertinent question is the degree and methods of AASA control
over NASE policies and operations. The uniqueness of NASE as an educational agency
that is focused sharply on the inserviece development demands of practicing school
administrators must be kept uppermost in mind in recommending its relationships to
AASA. NASE must have freedom of expression and the privilege to explore new approaches
without recriminations for failure that may accompany innovations. NASE requires a
high degree of flexibility to respond quickly to ensure that its programs remain
relevant to the times and the audience being served. The anticipated size of NASE
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programs and other operations will necessitate special considerations in defining
working relationships within the AASA family. The AASA Executive Committee, AASA
Executive Secretary, NASE Governing Board, and NASE professional staff members all
will have a part in NASE's future.

The first temptation was to adapt patterns from related agencies. However, no
other professional society in education at the pPresent time has developed, organized,
and operated an inservice vehicle of the envisioned magnitude for professional educa-
tors. Therefore, there was no opportunity to draw on the experiences of such an
organization and to incorporate its relevant features into the NASE structure.

The key operational concerns of AASA-NASE that must be considered in designing
its structure are that:

1. NASE must be established by a legal or other recognized authority and
authorized to pursue its objectives.

2. NASE must have a clearly defined set of relationships with the organization
(AASA) which established it.

3. NASE must have a policy determining board.

4. NASE must have an executive arm to carry out the operational implications
of its policies.

5. NASE must have an adequate staff of personnel, each having clearly defined
responsibilities and appropriate authority and organized in the manner nost likely to
facilitate accomplishment of NASE's missions.

6. NASE must acquire the fiscal and physical resources needed to pursue its
objectives.

7. NASE must develop a program of offerings related to its missions.
8. NASE must develop standard operating procedures.

The structural implications of making NASE an efficiently functioning organi zz-
tion will be examined further in the paragraphs that follow.

The Establishment of NASE

If NASE is to realize its potential, there must be no question as to its
legitimacy as an organization. This necessitates formal action by the AASA Executive
Committee to give credibility to the existence of NASE. It is recommended, there-
fore, that the AASA Executive Committee approve resolutions related to:

1. _The primary missions of NASE;

2. Establishment of NASE as a special purpose and quasi-autonomous agency within
AASA; :

3. Delegation of authority for NASE operations to the NASE Governing Board (see
recommended NASE Delegation Matrix, p. 9);

4. Creation of additional professional and other positions within AASA necessary
to adequately staff NASE; :
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5. Authorization of NASE to seek fiscal and physical resources necessary to
fulfill its missions; and

6. Authorization of the Governing Board and professional staff to contract for
NASE services only and not for other AASA activities or functions.

In general, NASE will be recognized as a legitimate and operational organization
when:

1. The AASA Executive Committee approves the necessary resolutions creating
NASE and grants to NASE the broad allocations of authority necessary to fulfill its

responsibilities;

2. The establishment and granting of NASE authority is recorded in the oificial
minutes of the American Association of School Administrators;

3. A NASE Governing Board is appointed;
4. Resources are allocated and made available to NASE;
5. A Director and Staff are authorized and appointed; and

6. NASE programs are available and practitioners are attracted to them.

Since NASE is an integral part of the American Association of School Adminis-
trators, a constitution and formal bylaws are not necessary. The legitimizing
resolutions of the AASA Executive Committee will define the broad operating.''bylaws"
for NASE. The legal status, tax exempt status, and other privileges and restric-
tions for NASE are derived from the status enjoyed by AASA.

It follows that the parent body that creates AASA-NASE will also determine its
duration. The AASA Executive Committee, therefore, is the final authority on NASE
missions and activities. This implies that NASE has no inherent or plenary authority,
but has as much authority as delegated to it by the AASA Executive Committee,

The NASE Governing Board

The AASA Executive Committee, working with the AASAExecutive Secretary and his
professional staff, has responsibility for all of the many, varied, and complex
programs and activities of the Association. It is neither prudent nor practical for
the AASA Executive Committee to assume responsibility for detailed operational con-
cerns of a part of AASA that is destined to be as complex and large as NASE. To do
so might result in a focusing on only one aspect of the total AASA program, with a
consequent neglect of other necessary functions. The AASA Executive Committee should
exercise its control over NASE through broad policy determination and its supervision
of NASE activities through special reports prepared by those with primary responsi-
bility for NASE operations. NASE should be a quasi-autonomous part of AASA with its
own Governing Board to assume primary direction of missions and operations. This
Board should be granted the status of a standing AASA committee and such additional
authority as needed. Members of this special Board should be appointed to office by

the AASA President.

The missions of the NASE Board of Governors should be (a) to determine policies
necessary to direct Academy operations within the broad framework determined by the
AASA Executive Committee; (b) to initiate long-range plans to fulfill the mission
of NASE: (c) to establish priorities in allocating resources to the realization of
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the NASE functions; (d) to determine what action programs of the Academy shall be
implemented; and (e) to adopt the necessary rules and regulations to ensure the
efficient operation of NASE. It should prepare annually a report of NASE programs
and activities and submit the same to the AASA Executive Committee.

It is recommended that there by a 15-member NASE Board of Governors, with 2
members serving ex officio: the AASA Executive Secretary and the AASA President.
Of the remaining 13, no fewer than 6 shall be practicing school superintendents. The
remaining 7 members shall be appointed by the AASA President to represent lay and
professional groups, particularly professors of school administration with a special
interest in NASE.

The thirteen appointed members shall serve three-year overlapping terms. Service
as a Board member should be limited to two consecutive three-year terms. To enable
the Academy to operate with overlapping terms, the initial appointments shall be made
as follows: four members for one--ear terms, four for two-year terms, and five for
three-year terms. The term of office shall begin January 1 and terminate December 31
of the final calendar year of the appointment. All appointments shall begin January
1, 1969.

The Board shall organize itself for action and determine by ballot a chairman
who shall serve for a period of one year. The chairman must be a practicing school
administrator--that is, a superintendent or assistant superintendent of schools. The
Board shall determine the frequency of meeting as well as time and place of its
sessions. “The NASE Board shall function as an executive committee of the whole and
without standing committees. Ad hoc committees may be organized as needed.

Vacancies may occur through resignation submitted to the chairman of the Board
of Governors or NASE Director, death, expiration of an appointed term, and departure
from an ex officio position. A vacancy shall be declared when a person appointed
to be a representative of practicing administrators ceases to be one for whatever
reason. In addition, any member of the Board of Governors who willfully fails to
attend three consecutive scheduled meetings may be judged by a majority of the
‘Board to have yielded his appointment. All vacancies shall be filled by the AASA
President, and the new appointment shall be for the period of the unexpired term.

NASE "Director and Headquarters Staff

There shall be a Director of the AASA National Academy for School Executives.
His responsibilities shall be to (a) serve as executive officer of the Board of
Governors; (b) perform as chief administrative officer of the Academy: (c) provide
leadership to Academy programs and activities; and (d) serve as liaison between the
National Academy and other AASA professional staff members. He shall hold the rank
of Associate Secretary of the American Association of School Administrators as well
as Director of NASE. At least 90 percent of his time shall be related to NASE
missions and activities.

The establishment of positions in NASE and the appointment of Professional staff
members shall be within the context of existing AASA policies and practices.

The Task Force recognizes that there can be only one chief executive officer for
the American Association of School Administrators. NASE is a part of AASA and,
therefore, no position in NASE shall be construed as being coordinate or superordi-
nate to the AASA Executive Secretary, who is the only person who appoints professional
personnel to AASA positions, as established by prior action of the AASA Erecutive
Committee. The Task Force recommends that thse policies and practices be continued
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with respect to NASE with the following qualifications:

1. The AASA Executive Secretary shall recommend to the AASA Fxecutive Com-
mittee, with the concurrence of the NASE Board of Governors, the appointment of the
Director of NASE.

2. The NASE Director shall serve at the pleasure of the NASE Board of Gover-
nors. This Board shall determine when there is sufficient and good cause to recom-
mend removal of the NASE Director. This recommendation shall be made by the NASE
Board and forwarded to the AASA Executive Secretary.

3. All remaining professional and other NASE personnel shall be appointed by
the NASE Director. The concurrence of the NASE Board of Governors shall be required
for professional level positions.

Under this unique arrangement, the NASE Director will report and be subjected
to the direction of the NASE Board of Governors for all NASE functions. Likewise,
he shall be responsible to the AASA Executive Secretary for all AASA and non-NASE-
related functions that may be assigned. It is clearly established that the NASE
Director is a subordinate professional position to the Executive Secretary of AASA.

The NASE Director shall recruit and employ secretarial, consultant, and other
program personnel required for NASE headquarters operations and program activities.
He shall discharge his responsibilities within the policy framework of other AASA
operations unless the unique demands of NASE operations necessitate modification as
indicated in presently existing or future policy statements. Special releases,
instructional materials, publications, and similar concerns which are unique to NASE
shall be accomplished under the direction of the NASE Director and/or his appointed
representatives. '

The NASE Director shall prepare an appropriate agenda for all meetings of the
NASE Governing Board, an annual budget, and an annual report of NASE programs and
activities for the consideration of the NASE Board of Governors.

NASE Organizational Chart

NASE requires a flexible organizational structure to maximize its capacity to
sense emerging issues crucial to school administration and to develop quickly neces-
sary and meaningful program responses. The structural configuration will resemble
what has become known in recent years as "project" or "program" organization. A
suggested organizational pattern is shown on the page that follows. It is called a
functional "orgchart" because designations are based, by and large, on functions to
be performed within NASE. The number of positions required to execute any given
function will vary with the magnitude and priority attached to the function.

The orgchart summarizes the previously stated rclationships between NASE and
AASA. 1In addition, the direct line control of the NASE Board of Governors over the
NASE Director in his execution of NASE functions is shown.

Personnel procurement and development represent key functions in the operation
of NASE. They shall be the responsibilities of the chief executive of NASE. At some
future point, the discharge of personnel functions may require a special staff appoint-
ment.

NASE programs constitute the heart of operations. It is recommended that one
of the early staff appointments be that of the Associate Director for Program Opera-

tions. His responsibilities would include scheduling of future programs for various
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instructional centers across the nation and operations of NASE activities. The

Associate Director for Program Operations shall coordinate the work of program
managers and part-time instructional personnel.

To remain a viable organization, it is imperative that planning, research, and
evaluation be an integral part of NASE. These functions constitute a continuing
cycle of activities which ensure the relevancy of present NASE efforts and the '
development of new program concepts. A core of staff officials can analyze emerging
needs, perform market research to determine what is appropriate where, evaluate
program operations on a continuing basis (independently or with the help of special-
ists), and develop long~run (five- to ten-year period) projections of NASE programs.

The Necessary registrar and logistical support services are combined in one
position in the NASE Orgchart. The necessary details of enrolling administrators
in a variety of programs, keeping track of who is in attendance, and the efficient
management of fees collected or funds expended are important aspects of NASE. It
is recommended that an Associate Director for Administration be employed as soon
as NASE becomes operational.

Some positions will be staffed with professionally prepared and experienced
personnel. This will be particularly true at the Associate Director level, where
the attainment of a doctor's degree should be an important requirement. Planning
and administrative assistants may be interns—-either advanced doctoral students or
post—~doctoral interns.

There must be adequate secretarial assistance for all levels and funct;ons of
Academy operations,

Fiscal Resource Management

The Task Force on Resources will provide a more comprehensive analysis of fiscal
requirements, sources of funds, nature of facility requirements, and the like. Of
concern here is the broad outline of a structure for fiscal operations. The NASE
budget is an expression of programs and missions translated into dollars and cents.
The NASE annual budget should be approved by the NASE Governing Board. To ensure
that NASE receipts are at least equal to expenditures and, therefore, that NASE
operations do not divert funds from other AASA activities, the NASE annual budget
should be presented to the AASA Executive Committee at least three months prior to
its implementation. This budget is submitted for the information and concurrence of
the AASA Executive Committee. The AASA Executive Committee should not assume line
item veto authority over the NASE budget. 1Its actions oversee the Board of Governors
to ensure that NASE is being conducted in a fiscally responsible manner.

NASE will require a special set of fund and accounting procedures within the
AASA structure. This would include a set of checks unique to NASE. The authorizing
signatures for release of funds with NASE checks should be the AASA Executive Secre-
tary, NASE Director, and any other individuals designated by the NASE Governing
Board. There is no need to maintain a NASE depository separate from AASA; account-
ing procedures should identify receipts and disbursements made in the name of NASE.
A surplus at the end of a fiscal period should be placed in an AASA-NASE reserve.

If and when NASE ceases to exist, all assets should be transferred to AASA.

Structurally, NASE will have a separate logistical pattern within AASA opera-
tions, which is consistent with its unique fiscal management and personnel admin-
istration requirements as a quasi-autonomous division. Titles to all NASE property
will be in the name of AASA for NASE purposes.
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Design for Decision Making

The authority to make decisions deals with the fundamental issue of the freedom
to operate NASE in consonance with its primary missions. The magnitude of NASF
operations and the newness and uniqueness of its missions suggests that it is essen-~
tial to develop guidelines designating the delegation of powers and responsibilities
for principal decision makers. Decision making is a complex process, particularly
so for NASE which has a complex set of interrelationships within AASA. A call for
action must be initiated somewhere. A decision may necessitate review or trans-
mission of information vital to it, and someone must have the authority to make the
final decision on a given issue. Concurrence in a decision may be a part of the
action to preserve relationships or to involve one or more groups with a special
interest on a sensitive matter. In addition, there may be legal demands that
decisions with respect to contracts with government agencies be lodged with a par-
ticular agency within the organization.

The NASE Delegation Matrix on the following page summarizes decision authority,
both qualified and unqualified, among various individuals and bodies involved in
AASA and NASE operations. It incorporates previously racommended relationships and
decision-making authority. The Task Force recommends that the Delegation Matrix be

~adopted by the AASA Executive Committee in lieu of a set of bylaws for NASE. Time

and experience will better establish the degree of operating freedom necessary for
the Academy to fulfill its missions with vigor and integrity.

NASE Structure Flexibility in the Future

NASE is a unique vehicle with a specific mission. There are no clear-cut proto-
types for a national inservice agency for school administrators, and there is no
previous experience from which to derive a formal organizational structure. It is
clear that if form is to follow function, the NASE organizational pattern must be
flexible in the face of changes and demands in mission. The need to provide quick,
relevant responses to crucial administrative problems is the primary consideration
which must permeate all of NASE's operations. AASA, as well as NASE, must be ever
ready to change staffing or decision patterns to meet new conditions. It cannot
be urged too strongly that the Academy be designed structurally to react quickly
and this demands quasi-autonomous status within AASA.

169



o
' THE NASE DELEGATION MATRIX
NASE Decision(s) AASA AND NASE OFFICIALS CONTRBUTING TO NASE DECISIONS
AASA AASA NASE NASE
Exec, AASA _Exec, Gov, NASE Prof.
Comm, Presd Sec, | _Bd, Dir, Staff f
(a) (b) (c) (d) (e) (£)
)
1.|Creation, Establishment,
and Discontinuance of
NASE D
2.|Appointment of NASE
| ! Governing Board D
3,]| NASE Executive Director
Appointment D C
4,| NASE Executive Director
Removal D
5.]Al11 ?rofessional Level
NASE Staff (employment,
discharge, work rules) - C D
6.} Annual NASE Budget (o D R2 R1
7.|Logistical Support :
Opcrations C D R}
8.| Compensation for NASE ”
Director Ry D
9.} Compensation for Other ]
NASE Staff Members (o D
10.| NASE Progrem Priorities _
and Activities | D Ry, 2 Ry
11,|Program Content, Planningﬂ
and Development D R1
12, Tuition Charges for NASE |
Progr ams D R1
13,|Contracts with Government :
and Private Agencies i L D Ry 2 Ry
' H
g Legend _
D = Principal decision magker

R}y = Initiates recommendations
R2 = Reviews, amends, and transmits recommendations 161
C = Concurs in or gpproves decisions

L = Legal or technical responsibility




AASA National Academy for School Executives January 2, 1969

] TASK FORCE ON EVALUATION AND FEASIBILITY
FINAL REPORT

Purposes and Functions

The functions of the Task Force on Evaluation ahd Feasi-
bility were listed at the inception of the National Academy for
School Executives (NASE) as follows:

1. To éValuate the capabilities of NASE to meet stated ob-
jectives within time constraints, acting on recommenda-
tions of the Task Forces on Structure, Program, and
Resources.

2. To interview various individuals concerning their per-
ceptions of the role the Academy plays and the contri-
bution it makes to the continuous growth of school
administrators.

‘3. To ascertain *he reactions of practicing school adminis-
trators in mid-career to the NASE model.

4. To determine the degree to which administrators in various
areas of the nation are l‘kely to enroll in Academy pro-
grams,

5. To suggest appropriate strategies for

a. Implementing NASE programs,

b. Informing the profession of NASE activitia:s and
schedules,

C. Ascertaining priorities for offering each of the pro-
gram elements,

d. Determining appropriate initial schedules of program

offerings,
e. Selecting various sites across the nation for launching

the National Academy.

Initial Steps

It was obvious that the Evaluation and Feasibility Committee
could not carry out its assignment until the Committee on Program
produced at least a tentative model.

The initial efforts of the committee were directed towards
finding out if practicing administrators would participate in an
Academy Program, considering such variables as location (central

a\ VS. regional, or both), reactions to fee schedules and reward sys-
tems and, most important, what programs would provide the greatest

amount of help.

Early in its deliberations, the Committee agreed that any 162
feasibility study should be conducted in a systematic way using
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2.

the expert counsel of those skilled in polling and sampling methods.
The Committee urged the AASA to publicize the purposes of the
Academy in order that a sampling of the opinions of practicing
superintendents would reflect their very best judgment based upon
full knowledge of Academy goals.

The Committe: also emphasized the need for the appointment
of the Director of the Academy early enough to provide the very
essential planning time necessary for its launching.

The Feasibility Study

Purpose of the Study

This study was undertaken to gather information essential
to the planning and implementing of the National Academy for
School Executives. Specifically, it was designed to collect data
about the importance of sixteen high priority programs defined by
the NASE Task Force on Program, to provide information about the

. amount of time and money school administrators are prepared to

spend for in-service activities, to determine the effect of
location and tuition fees on the success potential of NASE, and to
probe the general levels of support now being generated or that
may be generated for a National Acadeny. '

Design of the Study

Data was gathered by means of an eight page opinionnaire
(attached). This opinionnaire, mailed to 10 percent of the AASA
membership, was developed to gather data about approximately 100
variables. Included were items to reflect the usefulness, the
current level of knowledge, feelings about adequacy of present
knowledge, and the availability of each of the 16 programs identi-
fied by the NASE Task Force on Program. In addition, variables
were included to gather data about time, location, financial con-
straints, the amount of information respondents had about NASE,
the importance or impact of NASE, general support, and respondent
background (e.g., age, degree held, financial capacity and size
of district, etc.).

The sample was a serial one and was selected by taking every
tenth name from the AASA membership roster when ordered by ZIP
Codes. Retired members, institutional members and non-educator
members were removed. The ZIP Code ordering base was selected
to insure regional distribution. The first name was selected by
lot to approximate random sampling.

The opinionnaire was =mailed to 1,379 superintendents, assist-
ant superintendents, professors, deans, etc., along with a cover
letter signed by Forrest E. Conner and Stephen J. Knezevich re-
questing completion of the opinionnaire. Duplicate mailing tapes
were made and as responses were received, an attempt was made to
associate them with a name on the master list. In this way, a
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current tabulation was always maintained of those in the original
sample who had and had not returned orinionnaires. Approximately
3 weeks after the original mailing a follow-up request was sent
to those from whom returns had not kecn received.

By the cut-off date (June 27, 1968), 839 opinionnaires had
been returned. This is a return of 60.84 percent.

The information from the opinionnaire was transferred to
data cards and results tabulated by computer.

2IP Code analysis of the returns indicates that, with the
exception of California, Arizona and Nevada, the returns are
geographically representative. With the exception of these three
states, the return rate approximated 69 perrent in each 2IP Code
region. For California, Arizona and Nevada only twenty-nine of
the eighty opinionnaires mailed were received for a rate of re-
sponse slightly over 3¢ percent.

Comparison of the number of opininnnaires mailed to each of
12 geographical regions with the AASA 1067 membership for each
region indicated that %he original sample was a good one. 1In
each region an amount ngual to between 7.5 rercent and 9.5 percent
of the recorded 1967 AASA membership for the region was sampled.
Given the fact that institutional and eirod members were removec
from the sample, as were architects and non-educational affiliates.
a reliable sample was achieved. Table I shows regional sample and

AASA data.

Computation of Data

The responses for the 91 items on the opinionnaire were
first processed to give raw data arnd prrcent responses for each.
In addition to the scores for the *otal sarple, breakdowns were
provided by the position or title of tre respondent, by the
highest degree held bv the respondent, and bv the regiorn in which
the respondent reported residence. In this cutting of the data
each of the 800+ respondents was acrounte? Ior or his response
reflected in four separate scores: 1) in tkr total sample; 2) in
one of the three positioral breakdowns (supcrintendent, central
office, or other); 3) in one of thea four hiahest degree categories
(bachelor, masters, education specialists, ~r dectorate); 4) in
one of the 12 regions. Superintenients zccounted for 598 or about
72 percent of the samnle responsa.

In the first data run it was not porssihle to separate the
effect of non-practicineg school adminiskrators (i.e., deans, pro-
fessors, and others) Zrom the roginmnol “~trn's or frem the highest
degree figures. To provide a rcadino Zor superintendents only,
the cards were sorted +o remove 21l hux grperintendentz from the
deck and the superintendent deck waz ther rn veinc the original
program. The second cutnrt, thernfor~. »rfleted orivy theé responses
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of superintendents. Finally, the data obtained from superin-
tendent respondents were computed to provide two intercorrelation
matrixes. The first, a 64x64 matrix, compared individual re-
sponses for each of the four items under cach of the 16 programs.
The second, a 40x40 matrix computed correlations between the
usefulness response for each of the 16 programs and for selected

other items from the opinionnaire.

In addition to the computer calculations, certain hand cal-
culations were made to determinc significant differences between
the proportions represented by various groups in their response
to certain items and +o determine the approximate correlations
between program responses among various groups. The method
selected for this computation was that of rank order correlation.
The results discussed herein reflec: the input from these various
computations and treatments of data.

The preparation of the opinionnaire was the result of colla-~
boration among Dr. Stephen J. Knezevich, Michael J. Murphy, his
assigtant, and the members of the Evaluation and Feasibility
Committee. The processing of the opinionnaire was largely the
work of Michael J. Murphy, who made a most thorough analysis of
the data. (A complete summary is available at the AASA office.)

Out of 1,379 opinionnaires mailed (including a second re-
minder) 839 were returned ~ a response ¢f slightly over 60 percent.
The Committee suggested that non-respondents be sent a third
follov-up in order to raise the percentage, if possible, to
70-75 percent.

Substantive Results of the Orninionnaire - General

. Data from the opinionnaire indicated that respondents had
little knowledge of NASE prior to completing the opinionnaire.
Of the total responding, 62 percent indicated that they had heard
of the Academy but knew very lit:le ahout it; 30 percent had
heard nothing at all.

The Academy seemed to draw sizable supinrt generallv from
superintendents. About 39 percent of tha suvrerintendents sampled
felt that the Academy was either a cood or a very good idea.
Ninaty-four percent indicated that thay belijioeved the Academy was
"Practical and Worthy of Support" by members. About 79 percent
of the superintendents sampled agrend with the statement "My
School Poard will be Eaager to Have me Attend Sessions."

ARSA's relationship to the Academy vas also seemingly en-
dorsed by results from the sample. To the item "Only AASA will
be Abhle to Make Something Like This Work," 81 percent of the
superintendents sampl®® agreed, 1.0 percent dlsagreed. To the
item "The Academy Tdea Probably Can Mot ke Tmplemented by AASA,
94 parxcent disagreed, and finally to the item “The Acadeny Should
be Affiliated with and Operated by a Univere’ty," 71 percent
expressed their disagreement. 165
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The superintendents seemed t+¢ bnlieve that the Academy can,
in fact, have a sizable impac® on their professional development
and on schools in general. Eightv-six percent of the responding
superintendents agreed with the statement "The Academy Will be a
Real Source of Innovation in the Echocls." Eighty-seven percent
agreed with the statement "The Academy Will Have a Direct Impact
on My Professional Development." Eighty-nine percent agreed
with the statement "The Existence of the Academy Will Prompt Me
to Reassess How I Provide for My Professional Development.
Seventy-two percent of those superintendents responding believed
the Academy could have tremendous or appreciable impact on schools.

Substantive Results of the Opinionnaire ~ Specific

l. The greater the amount o0f trainina received by superin-
tendents, the more often the statem~nt tha®: the kinds of ex-
periences offered by NASE would he essential and very helpful.

2. There is a slight suggestion that the less available
the program the less essential superintencdents believed it to be.
Too, the more inadequate the respendent’'s knowledae, the less
essential the program s considered to be.

3. The examination of the data for each program revealed
the following resulis:

a. Instructional Technol.«y

1) Ranked near the bottom in essentiality.

2) Doctorate degree superintn-dents considered it far
more essential than those 'ith masters degrees.

3) About 20 percent of all th~ ruperintendents indicated
they had little knowledee rhout the topic.

4) About 75 percent £el% “hat information regarding this
topic is availabhle clsewvhero.

b. Staff Negotiations

1) It would appear that informaticr regarding this topic
is the nost cvrrently asailable; however, it would
appear that this has rooional :ntexpretation depend-
ing upon the decres tn which +la superintendent has
been forced to engrge actively in negotiation.

2) More than twice as many surarintendents with doctoral
degrees ranked thrin as ccscntizl as against those

with masters dearces.
%& 3) A considerable number seemnd to feel that they felt

quite adeguate with the amcunt =f informe+ion they
already possess.
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Operational Responsen to Dickets, Boycotts, Demonstra-
tions and Riots

1) This program received a very low ranking on
essentiality, yet a substanitial percentage indicated
that they knew very litile abcut the topic.

2) About 37 percent reported that this program was the
least available of all %he crrarsms.

Operational Responses to Strikes, Work Stoppages,
Mass Resignations, and _Sanciinng

1) This program has a low essonkiality ranking, low
knowledge adequacy and availability.

2) Twice as many regpnndents with doctors degrees
called this program essantial as did those with a
masters denreon.

3) Regional differences were apnarent.

Identifying inforration Crveial to Administrative
Decision-Making

1) This pregram ranked 11l4h ir ersontiality.

ent nelieved tiat information was al-

2) About 62 perce
ready availabia.

3) Regional differencas ware Crrarent.

Public Relations Technicnes ard S*vlen of the
Administratox as en irfavicusi

1) This program was ranied ath 3n a2asentiality.

2) About 66 percent indimatad “bat Lheir information
was sufficient to Smnetisy comdcrtably.

3) About 82 percart of tha
- -~ >0

resperlenta indicated that
this information won availahie

elscwhere.

4) Although the regulte ars ¢ ~Llicting; it may be con-
cluded that despite cormsids a-is informaticn already
available, daspite thair o~ cemfartablencss con-
cerning thin arc2, rirer-re redesvus are willing o
pursue it fursihon.

Power Structure and Faosdaw. 1. PRSI LY R

——— P T R e Lvemn ot T ocews

1) About 24 percant of the :iceviite Menie chesked thig
as essential, 167
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2) The northwest region revealed a higher percentage
of essentiality than any of the othexr regions.

The Nature of Dissent and Nisrup+ion in Educational
Institutions

1) This program ranked 13th in essentiality.
2) Knowledge concerning +this topic was among the lowest.

3) The southwes% reqion reemed to be the region most
often checking this proaram as essential.

4) It is apparent tha% this topic is not yet of concern
to the majority of sunerintendents.

Introduction of Pecision-Making in Conflict Situations

1) This progwam rank=d

=h in ercentiality, although
there was a wide var n

ernang the regions.

2) About 29 mercent indicated thev had little knowledge;
and 37 pn-zent said their information was adequate.

3) About 50 percent s2id that information was available
Prem other sources.

1 Pin:

o0

The Politics of Sche

3
3

1) This program ranked firs:t in essentiality.

2) About 93 percent of +ks superintendents indicated
they had secme knowledcr of the subject and 69 percent
thought thewv had acecuste knouledge.

3) It is apparent that this program is of universal
concern and one in which siperintendents are
involved.

Uxban Crises in Dducatieon

1) This program ranked pear the bottom of all categories.

2) It is apparent that the sample @id not reflect the Q
urban superintendency.

Relations With Lecal Cavernment Agoncies

Pren e gt Se 0 e

1) This prograr rarnlei iCtp /- crzentiality.

2) About 65 percent scana® ko [rnd fairly well informed e
regardina this procvar, £
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3) Some regional differecnces were apparent.

Human Relations in tha School Environment

1) This program ranked 7th in essentiality.

2) About 54 percent were satisfied with theiy knowledge
of this subject.

3) Regional differences were marked.

New Roles, Productivity, and Evaluation of Professional
Staff

1) This proaram ranked 2nd in essentiality.

2) Twice as many of those with doctorate degrees as
against those vith mastors degrees considered this
program %o he eraen*ial,

3) Regional diffevensas wewe sizable.

n with the amount of

4) 46 percer . ‘rdicated satisfanti
% kelieve this infor-

their knowledge and 62 nercent
mation is avaiiarla elgewhern.

¥

sensitivity Training for School Administrators

1) This program ranked¢ Sth in esgentiality.
2) Regjonal differences were nizable.

3) 53 percent indicated the information was available
elsevhera,

4) 46 percent felt afecuate with their current level
of knowlera.

Physical and Mentai Yealth of the “dministrator

000 P gt -

1) This progren rant. A farn in ersenrntiality.
4 '4

2) 46 percort ndicated sarinfacticn with their
current »nowviedo- leve;,

3) 20 percon® helicra “iorr heve ipadequate knowledge.

4) Some regicntl diffrreaces v-ore apparent.
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Conclusions Concerning Superintendents' Reactions to 1§ Program
Axeas o -

1. The data confirm the fact that programs viewed as most
essential were also most likely to be currently available and in
vhich the respondents have more knowledge.

2. It is apparent that NASE should be considering programs
for specific regions, since regions differ widely as to need.

3. The effect of centralizing programs vs. regionalization
is difficult to determine from the data. There is some evidence
supporting the desirability of scheduling programs centrally, but
there is some evidence that regional programs would draw partic-
ipants. Approximatelv 68 rercent of the masters degree respon-
dents indicated that location was a substantial factor in their
decision to attend, whereas only 40 percent of the doctorate
respondents indicated 1lccation as a substantial factor.

4. It is equallv apparent tha* the more training the
superintendent has received, the greater his awareness of the
need for more training. NASE may have to cast aside the feeling
of some superintender*“s that their knowledge is adequate simply
because the problems have not “caught up with them" yet.

There is little dcubt bhut that the officers and boards
must develop systematic communication with superintendents
throughout the country to ascertain neecds. The questionnaire
technique may be neither adequate nor sccurate.

5. There is evidence that as courses are lengthened in
time, the probablity of attendance will fall off sharply.

6. At any given percentage of attendance, larger fees
would be paid by the group with doctorate cegrees compared to
those with masters deqgreecs.

7. With respect to tuition rates, there is the same rela-
tionship between superintendents wit+h rasters and superintendents
with doctorates. 44 percent of the respondents with masters
stated that the amount of tuition woulc be a factor. Only 24
percent of those with doctorates indiceted that the rate of
tuition would be a substantial faccr.

8. The size of the zchool district and the size of the
community seems to have little bearing on any of the other
variables.

9. The degree of school board surport for attendance was
related to both the amnunts of money en< erounts of time which
would be allowed for the Academy, but the data is by no means
conclusive. "~y
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The Committee believes that the sampling study gave some
indication of the priorities which should be assigned to future
programs of the Academy.

The Proposal to Field Test the Academy Programs and Operations

Late in July, at a meeting of the NASE Task Force on
Evaluation and Feasibility, the recommendatior was made that
comprehensive field tests be scheduled in the f£all of 1968 in the
three areas which, in the judeqment of the Director as a result
of an examination of the opinionnaire, seemed to be most useful.
The Committee proposed the following areas for investigation:

1. The quality and relevance of program content.

2. The effect of tuition on drawing power.

3. The most accepted time sequence.

4. The effectiveness of promotional materials and methods.
5. The drawina rower of certain locations.

The Director was given the option of selecting from among
the seven or eight programs which ha? been evaluated in terms
of usefulness, essentiality, and need by the superintendents on
the feasibility questionnaire; final decision was to depend upon
the availability of leadership resources.

The term "pre-session" was selected over such commonly
accepted terms as "model” and “"pilot" to reflect the intent of
the field testing project and still provide Spportunity for
participants to add pre-session achievements to those reqular
session Academy programs still to be ncheduled.

Since evaluation is an essential feature of any program,
the committee recommended the following activities:

1. Participants will be asked to respond to the effective-
ness of each pre-session immediately and after a period
of time has elapsed.

2. The instructors will be asked to submit a critique.

3. A member of the Evaluation and Feasibility Committee
would be asked to sit in on each session as an observer and to
interview participants infornally.

S. J. Rnezevich was directed to prepare standard directions
for observers and evaluators.
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The Committee considered such matters as bibliography for
participants, a library of resource materials, a notebook for
participants, special portfolios for instructors, certificates
of achievement, and the need for establishing procedures and
approaches different from those of the typical university pro-

gram.

The following assignments were made to the members of the
Evaluation and Feasibility Committee:

Kanéas City Clinic - October 8-11 - Politics and Power
Structure for the School Executive - Howard C. Seymour

Detroit Clinic ~ November 6~14 - Negotiations and the School
Administrator - K. E. Oberholtzer

Santa 3arkara Clinic - November 9-25 ~ PR Challenges of the
Executive - Harold Wenaas

The Committee’s Evaluation of the Three Pre-Sessions

Following are the Characteristics of the groups:

Kansas City Detroit Santa Barbara
No. in Attendance 29 46 30
Superintendents 18 No Data 8
Assistant Superin-
tendents 0 0
Principals 0 1
Directors-Coordi-
nators 3 3
University 0 2
Age:
Under 35 2 Ng Data 2
36~40 3 3
41-45 6 5
46-50 4 1
51-55 4 1
56-60 2 0
Over 60 1 0
Degrees:
Master's 0 No data 0
Master's plus 7 3
Doctorate 15 4
Size of District No Data Mo Data No Data
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Evaluation of Pre-Sessions

Since the pre-sessions were scheduled to field test what
might eventually be done by the Academy, the Committee--as a
result of its observations, informal comments of participants,
and their written evaluations--lists the following conditions
which must prevail if future Academy sessions are to be productive,
meaningful and effective:

A. With Respect to Location

l. The facilities need to be near the center of the
comrunity. where there is some opportunity for
diversion and where adequate transportation is
available.

2. Although the participants in all three clinics
from practically all sections of the country (e. . .
the Southeast), consideration should be given to
scheduling clinics at locations which minimjize the
travel time and costs for participants.

B. With Respec: to Leadership - Management

1. The Director of the Conference should not be used as
a4 consultant, professor. lecturer, etc., unless a
personnel emergency occurs.

2. The Director must have adequate management, clerical,
and service assistance.

C. With Resnect to Experts, Leaders, Professors, Discussion
Leaders

l. The leaders, experts, and professors must be of
proven ability.

2. Experts from different professions would vary the
presentations.

3. In some manner, those who come to speak, participate,
Oor bresent papers should have some knowledge of what
has already transpired.

D. With Respect to Techniques or Methods

l. If individual counseling is to be provided, time must
be set aside for it and a staff must be available.
Some effort should he made to evaluate its value.

2. The methods used should not duplicate the traditional
methods used in a college or graduate school.
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Simulation or group techniques need to be well
prepared.

Debates with at least two points of view are stimu-
lating. 4

Participation by membership through small group dis-
cussion is essential.

Time must be provided for informal sessions.

The use of audio-visual aids would provide a much-
needed change of pace from lectures and discussions.

Those who present papers should be prepared to pro-
vide written resumes.

Case studies are very valuable and need to be
disseminated in advance in order to save time at the

Academy sessions.

With Respect to Participants -

1.

A group seems to work well together when it has a
common objective® when there is evidence that each
participant is made at ease in the presence of
others and when all participants have semewhat the
same level of experience.

With Respect to Timing, Duration

1.

2'

3.

A seminar or clinic extending over a weekend is not
to be preferred.

A five-day session, Monday through Friday, seems to
be best accepted by practicing administrators in their
mid-careers (at least during the school year) .

Evenings should be utilized particularly when the
Academy sessions are scheduled in such a short span
of time.

With Respect to Content

1.

2.

The content must be geared to the participants' level
of ability, competence and experience.

The presentations must be adjusted to the problems of
communities from which the participants come.

H. With Respect to Financing

1.

Arrarently most superintendents and boards of education

are willing to pay for profitable Academy sessions.
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2. Tuition does not seem to be a serious handicap to the
attendance of administrators in mid-careers, provided
the classes and seminars have meaning and really serve
to make a difference in the behavior of administrators

when they return to their jobs.

I. with Respect to Socialization

l. An attempt must be made at the beginning to get the
participants to know each other.

2. Some attention should be given to nlanned recreation,
Properly spaced,to provide a change of pace.

3. Consideration should be given to rotating participants
at mealtime at designated tables, so that each could
get to know the others in an informal way.

J. With Respect to Facilities, Equipment, !'aterials

l. The meeting room must be 1érge enough to house the -
entire group, yet small enough to inspire -Comradeship

and compatability.

2. Small rooms adjacent to the large room should be
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