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R The author discusses the implications -of :the
_ - administrative team concept in three dimensions..The first dimension
-~ ~1ds’the local school level, where concern (wver-middle.management
. involvement in educational policy decisions becomes more significant
- as employee groups arganize to negotiate school.policies with the
- board of education..In.the second dimension, the various State

of implementing the team concept despite potential conflicts of

‘danger of conflict cf interests. . (Author/wM)

S—

. administrator associations are shown to be confronted by the dilemma

‘interest. The third dimension concerns the national administrative .,
association where the emphasis is on professionalism, entailing less
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“The term “adminlstrative team” “is not newv in education parlance. If ve but T
examine the literature dezling with school administration, we will find R
- frequent reference to the administrative team. However, a multitude of -
~ events-in the vast tdentyhflve years, yes even the past ten years have given i
. tue adm*nistrative team -concept new importance and neW'meanings and have R
‘made the 1mp1ementation of the concept 1mperat1ve if our system of education L

1s to snrv1Ve.,;f L L
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3 As ve recall ‘the develonmen+ of the American educational system, it is easy
‘ to understand-why a rather authoritarian hierarchy was spawned. The first
legislative authority and resnon31b111ty for education was expressed in the
Massachussetts law of 1642, This law required the parents and masters: to
instruct children in the principles of religion and the capital lduws of the
country. With the aura of religion built into the law and the highiincidence
of illiteracy in the land it is small wonder that the task of instructing
the children fell to the mlnister. The minister as the leader ofschurch
was accorded almost divine authority in the community. As the instructor of
the children, the minister transferred this divine respect to the head of
thé school. In 1647 a second law requiring each town to set up 2 school or
pay a fine came-into being. This law not only gave the school status as a

. . governmental agency, but established the authorlty of the state to provide
:;'* and -control public educatlon, ]
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With the growth of the school, the task of instructing the children became 7
"too demanding for the minister to handle, in addition to his other duties. "
The School Master became the teacher and from the minister inherited a vosition .
of authority. -Continued growth led to schools with a number of teachers and ;
systems of a number of schools. A natural progression of authority resulted " 4
oland prevailed for many years. : :

¥

. s§School,administration did not emerge as a profession for some two-hundred :
yearsy . In the early years of -the 20th Century,: Paul. Hanus and E. P. Cubberly i
s¢pioneered in the university teaching of educational administration. The mid-
- g G century saw great changes. Prior to this time, superintendents acquired
4% O knowledge from their: experience or-that of other practicing administrators,
.«Principals learned and received their instructionS'from superintendents. The
;feachers received direction,from principals. -
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e By 1950 appfoximately 90 universities were offering doctoral work in school .
i administration and several thousand were offering programs leading to a Master's .
S degree. In 1970 the research Division of the N.E,A. learned that 15,000 ‘class-

i{;; room teachers would convnete for 203 administrative jobs open in the state of -
i New York, and that in the 39 states studied some 600,000 teachers héld Master's
W degrees in school administration and were eligible to move into administrative -~

} s positions, " s N
- : . = - Y.

S In 1973 almost without exception the members of the administrative team, the =

! kS superintendent, the principal, the assistant principal, and the-supervisor, -
¥ are educated, well-trained, experienced educators, The quality of the L

%i menbership of the administrative team as well as many social reforms in recent :
L years have led to a new interpretation of the administrative team concent. -
- In 1973 the administrative team is made up of a group of vrofessiongls =

§>- .cooperating to;solve educational problens and administrate the schools. L
= My assignment this afternoon, to discuss, "How We Can Make the Administrative
: g; Team Concept Come Alive", includes at least three dimensions: The local
. = school level, wilere concern over middle management incolvement in educational :
- %; policy decisions becomes more accute as more and more emoloyee groups organize

8 to negotiate scnool policies with the Board of Educations The state >

administrator association level where the various associations must find ways o
to implement the team concept in spite of-potential conflicts of interest S
between different groups; And the national administrative association level
here. the emphasis is on professionalism,.and thus entails less danger of

it Jok
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.- . conflicts’ of interest. AR TR L
There are two primary parties involved .in the leadership of a school district.

~_The .first is the Board of Education, whose Tesponsibility it is to eStablish
‘policy. The second is the members of -the administrative team, including
all administrators, who face a dual responsibility:  First to advise the
Board of Education in its establishment - of school vpolicies, and Second,
equally important, to effectively implement :those policies adonted by the
board. If the administrative team is to be vitalized, the board of education,
the superintendent, the principals,.and the central office staff must each
recognize not only the limitations of its own authority, but the rightful

-authority of each other group. '

Today our society is a scciety of pressure groups, some genuinely dedicated,
sone with axés to grind, The Board of-Education and the superintendent
continually are subjected to local power structures, and attempts to political-
ize the school systeme. The Board of Education faces new and ever increasing
pressures from organized teacher groups, community groups, parent groups and
nevly formeé student organizations.  The temptation-is great to yield to these
pressures. e = CELT T : V

However the Board of Education members ‘must resist pressures. If a Board of J
Education member is ill, he will consult a doctor. If he is in court, he .
will consult an attorney. - He employs an accountant to make out his income o
tax.. Why then should he forsake the expert for. the layman when seeking advice

on educational issues. ‘Lay pressure groups-are often emotionally involved in
some phase of the problem, or may in- some ¢+ -:s-have an axe to grind., The
members of the administrative team are prof -ional people. They are obligated
to view every issue invthelightxof_the‘entirexschoolrsystem, and are dedicated
to serving the nee§§,of{boysgand%g;tISc?~,2ﬁe'ieg?fuipif;;;
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’*information upon which to base decisions,

L

:"An effective administrative team provides a collective means of strengthening .

4 fassistance, opoortunities and job satisfactionse The administrative team must
~ be represented in the negotiation process. This representation comes either

;representation inan: advisory capacity.q:r
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If the administrative team conceot is .to be imolemented, the Board of - e
Education mustﬁrebognize the responsibility of the team to advise them on. policy
issues, and must avail themselves of the expertise of the administrative staff.
On the other hand the administrators must be aware- that their-function is 1
advisory, The Board of Education is the final authority in policy decision .
making. In the final ;analysis the board is responsible to parents, the o
students, and the entire community. e R o
|

The administrator'has the right to exnect that his imnut will receive careful
consideration by the Board.of =ducatiun. He does not have the right to dictate
policy. It must be understood that at.-times.the board will reach decisions
counter to the recommendations:of the administrators. However the admin-
istrators must never lose sight of treir obligation to administer ‘all board
policies regardless of personal feelings. : , ,

Th-» role of the Administrative team as educational advisors entails grave
responsibilities. The welfare of boys and girls must always be the prime
concern of the team., They must never allow rersonal gain-or predjudice to
sway their council. As educational experts they must be willing to conduct
extensive research. They must be sure that they give the ‘board valid

A close, harmonious working relationship between the two ‘afore-mentioned
parties is obv1ously v1tal to the successful operation of a\:chool system.

The pr1ncipal is torn between his allegianoe to the central administration
and his desire to retain an effective working relationship with the teachers
in his building. There are many principals who blame teacher negotiations for
their“present dilemima, Teachers do not feel that principals cgn represent
their point of view since they are admin1strators* thus princir als feel-
neglected by teacher groups. -Moreover the principal is not given an ,
opportunity by the superintendent to actively participate in the\negotiation
process and principals have found that items negotiated by the board
representatives and the teachers actually’reduce or eliminate their authority
and power-to run their schools. As stated- by Moody, principals fit into

a type of no-manﬁs land. : \ :

b b e s

of teachers and other school emoloyee groups organizing and bargaining I
directly with the board of education. These groups negotiate items that affect .
not only their wages, hours, and fringe benefits, but more. importantly as far
as principals are concerned, also the very heart of ‘the internal administration
of the school system. In too many cases, teachers and emnloyee grouvs and
other factions within the community have comvletely bypassed the school .
principal in negotiating with their boards, matters that directly or indirectly
affect school policies and ‘the orincipals.

In many ‘cases this nominal involvement is the result of the increased act1vity :
-
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a school district's leadership by giving individual administrators needed

SRV

through ‘a- seat on the Board of Education negotiating team or through ¥

Some school districts prefer to maintain an informal structure within the :
administrative group. One of the primary purposes of this type of organization
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is to keep- communications Qpenrthrough an administrative council in which all
| administrative units are represented. The effectiveness of this organization
depends on the devotion of the superintendent to the team concepf and upon his
personal effectiveness with the board of education. In other distriets,
administrators have felt it necessary to resort_to collective bargaining
| procedures to gain recognition, In still other distriets, administrators have
been able to combine the best features of the formal and informal bargaining -
: positions mentioned above, This approach stresses working through the internal
3 administrative structure to influence decisions affecting educational programs, -
§,

- but employ a formal a2sreement with .the board of education to insure basic

_economic benefits ana desirable working conditions for administrative employees. -

_§ - .Since superintendgnts as well as-board of education personnel change, I wonder
g ,,éfr‘,if it would not be well for those administrators blessed with cooperative
superintendents and professional boards of education, to seek formal recog-
~nition in economic and:welfare. areas-before a crisis arisese.

For the state administrator organizations, the implementation of the
administrative team concent offers additional challenges. The structure of
_ state organizations generally. assumes one of four patterns, depending on the
size of membership-and potential membership. Some large stat groups feel
‘that they can. function independently of other state organizations, and still
serve the needs of their membership., In other states, joint administrator .
organizations. including superintendents, principals, supervisors and others - .
in one organization have been formed. In other states tmbrella organizations, -
.. featuring individual organizations for each administrative unit and a congress
--of _administrative organizations,. have come into being. 4nd in a very few
.- states, -the administrator organizations are still affiliated with the state -
%.- . teacher associations.. Regardless.of the organizational pattern selected,
£ . -two principles must be adhered-to.  The identity and autonomy _of each
administrative group must-be preserved and each national administrative

- -organization must be strongly. supported..

ItAi,,genér@lly;agféédfthat,membership,sérvices of state associations should =~ -
include legal council, legislative lobbying, aid in negotiation, and direct - S
advocacy in times of stress. These services may lead to misunderstandings - =

within both joint associations and umbrella organizations, unless procedurss -
for handling conflicts between members are included in the structure. -
The various administrative units will-in most _cases be in complete agreement
regarding the initiation, support of ‘or ovposition of specific legislation,

- However, at times some administrative-unit may disagree with the majority.
Such -conflicts can destroy the team -if ‘provisions for°such a erisis have not

_ . been-made in advance. B = T T

The constitutions of most:-organizations state the action of the joint group

vill be the will far the, majority, but that any dissenting group is free to

actively Oppose or support-an issues - t.Tmiiiiin o oue
The principles of advocacy may lead to tensions between unit or members
within the organization unless -such <conflicts of interest are anticipated.
State organizations must be, structured ‘to.meet two types of stress. They
must have the machinery to resolve conflicts' between member groups within
their organizations, and to ‘deal-with disputes.between members and non-members.
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The philosophy of the association cannot be right or wroig in défenéing the
member;;butfrather-must,he~that'theurole,of,thQAassociation is to study,

recommend, advise, and try to-help both advisories reach a just and amiable
- settlement, However, there may_be times when the association may fipd it

necessary. to bring saadions to bear. against a member or a nonamember§
e - - = = b R B . ~ » - ~“7 - -t A - -

<.

" There are several techniques that an association can employ to resolve
adminis;fative»conflicts:urStaff~members may be asked to study the problen;
‘Staff member: from-involved:organizat ons may work together or with | .,

. .association membersj -Association members, usually from another school district, N
—*mayﬁbe:asgedatogheln,resolve{ponflicts,involving fellow association memberss N
Or formal hearing may be-held by a board made up of staff persons and
association members.. Regardless of the techniques emvloyed, no form of
. sanctions should be-apnlied until all rights to due process are scrupulousity
observeds : ?

]

) K - N MRS |
- ol i S 2
gy ﬂ'?‘ﬁ“':“ﬂf’?’f&’?ﬁ;’@"%ﬂ W TR T
Bl SIS L AR

In "Resolving Management Conflicts Through Associations", Shannon outlires o

due process right of an individual as inecluding: The right to a written . aE,

accusation; The right to counsel; The right to knowledge of the evidence e F

to be used against him: The right %o trial by his peers; The right to question
2 witnesses;: The right to present witnesses; The right to a written decisiong

~:  The right to a transcript of proceedings; And the right tc a fair judgement

¢ -under all the facts and law of the ‘case. A State Association must assure
these rights.

Lo
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The pﬁobiéms of implementing the asdministrative concept at the national
“association level is much less filled with pitfalls and is in fazect well
undervay,. Generally speaking, membership services afforded by a national

association are of a professional nature, and less subject to confl.ct,

For the past two or more years, the executive secretaries of the large

‘national professional associations have been meeting on 2 regular basis in
quest of ways to work even more closely together. Our organizations attempt

. to further-implement the administrative team concept through a joint

. econference of executive secretaries from those state.organizations affiliated
* with AASA, NASSP, and NAESP, At this meeting it was agreed  that,  the Boards

7 of Directors of the three organizations would be asked to direet their
executive secretary to find ways to work together in the areas of status

and welfare progreams, legislative thrust, in-service training programs, and

research.. - . ‘ - :

Yes, natibnally the implementation of the administrative team concept is well
under way. : ’

A committee to study administrative relationships under the joint sponsorship
of AASA, AASPA, NAESP, NAASP and NCAWE has been formed, The vurpose of this
committee is to delineate the -structure, procedures and guidelines that will
enable national admiristrator organizations to advance professional standards
and relationships and resolve disputes and controversies involving members.
Although internal -conflicts will seldom, if ever, reach the national level,

- pre=-vlanned techniques.are necessary if ever needed. National organizations

. must look-upon the resolving of conflicts between members as a very minor i

t ~ function. “onflicts should be resolved at a local or state level. :
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A second project finds AASA, NAESP, NSPRA and NASSP investigating the
possibility of vooling research funds to create some type of cooperative
enterprise which could handle all or nearly all the research and information-
gathering actiy’ .ies of the separate organizations. This new agency could

be controlled by some type of subordinate committee. providing appropriate
representation for each of the sponsoring org*nlzations. It could be left
open-ended to accomodate additional associations in the future.: This study _
is insured of success, since Sam Lambert, a man who has bréad experience in -
the research field, is assisting in this study.

A third- team effort is a joint attempt to.formulate a code of ethics for .-
administrators. Progress is reported on this study. . =

I hope that I am not m1sunderstood. I would be the last to state that

membership service of a national administrztor association is limited to
professional services. nghfully our membership looks to our national
association for professional leadership, but they look to us for insurance

 precgrams, legal advice, ieadershlp in negotiations, legislative thrust and

image bu11ding as well,

Unlonlsm poses a threat to both state and natlonal asssociations, The first
target is the principzl.e The past few years the nrlnclnals have found
themselves faced with a new situation in education. *“hey have been confronted -
by new local power structures, and the politicalization of the school system.

B T
e

The superintendent znd the btoard of education®face new and ever-increasing A
oressure from organized teachers,. community groups, parent organizations, and

student organizations. Legislative bodies have removed mandates applying to . i
administrator salaries, tenure and working conditions. The superintendent H
finds his own security in danger, He can no longer protect the interest of £

his professional staff,

Today, the principal, supervisor, director, and even the counselor, find

it necessary to bargain for his rights., As a first step, organized local
administrators' associations have become the rule. ‘hese local organlzations
are looking for state and national affiliations.

The School Admlnistrators and Supervisors Organizing Committee of the

AFT-CIO has moved to offer such affiliation., Local Chapters have been
charted in more than a dozen major citiess The charge to the chartered cities
is to spearhead a drive to organlze school administrators and supervisors
hroughout the nation. :
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I fear that if our state and national administrator associations fail to S
meet the membership's needs in the area of status and welfare, S.A«8.0.C.
will, and some members may turn -to administrator unions.

In closing, may I say that I believe the administrative team concept.will

come alive if administrators at all levels truly believe in the concept, if
each understands his right and resnonsibilities under the concept, and if they
mutually resvect each other, : -
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