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rage. In the course of their travels tlhey come to a
strean thot wes wide 20d deewn,  Unlle they stood ncs:tu,*nn, ore cof them observed an
ottrective pirl dovnstrswe In the same prodicament.  Imiediztely he made his uey to her
side, bu)n‘v 1ifted her invo his arms, forded the strear, and Imt her down on the other side,
¥hen bis companicn joined bim they resumed their jourrcy. After valking hali an hour in
silerce, %“he second wonk turned to the firet and suddenlv blurtcd outs "brother, it wos

. owron; of you to take thut young wvoman inte your ﬁrru and ercss thic strcom with her, You
know thtt e monks are forbldden Lo touech & woman.”™ Feplicd the flrst monk: "1 wmat her
down on ihe oVLer side of the streen; you're still cerrying her,™ '

Tvo A?P monks vere on a pllari

anv'of us sti¢l carry with us ideas end perceplions th
bl
.

&t don't squere perfectly with.
reolitvies. In that sense we‘re o little i

like the troubled nonk

Put therc's one cdueationsd rsality that you ss adminiztretors, and I, representing a
)

nonepreiit K ¥ D gmency, both sharve and both carry with ve today. There sinply isnt't

enoush funding to do our jobs the way we'd like to do theme Your {incal prob.u:s get anple
attertion in the press so bobh you and 1 are only teco ksenly awarae of thewe ‘The nroblem
of funds for EET h 5 hesnyell-stoted by Jorrold Zacherics, The reilront induelyy and the
school incustr ¢horan at abouty one hundred billiocn dolisrs per reory each has spent less
than tyoe Lenrr of cne per cent on reforme According to Dre Zacherics, the wblic is

)

e
simply nol yot willirn to think in terws of five rer coith mefive Dillion dolliars o year e
Tor the proceszes of improving education or the reilrouds,

“So much for roney =- 0t least for the moment,

"To everything there is a sesson, and @ Lihw for cvery purpiate.sot time to cist awny
onns, 2w bime to gobner stones to;othor." Since weday is Sandey, I trust that youtll

o2
[T ]
forpgive ne for opening on ihis nole,

1 Y
]

Put T do think thot some of my remarks tgday wili hove the ancsnrence of custing stonesne
ob at you p :-snrv”ﬂ,’ at least at the syctens you arc cmpm‘ch ine I suspect I w4ll

26010 cri‘*ca] ol school u‘ﬁinistrutlon in pepoeral and o gooaly nunoer of those who arc
professionsliy o*g"cd in ite Jou wiphh pddxiy decide thet ¥ have 1ittle or no npﬂreci'ticn
of the meuy dishments of ovr public schools or 0? the dediceticn and sidlls of thosc
who oporite ou might 2lse declde thul I don't wnderstana the conmplesity mnd
difficoliics chool administrotion,

it e say Tircd that the fmericen pchool sysien: is one of the best in the wsrld,
Betber thon oars in one or anolher wiy, lut, on thano, curs i nlonvy pood,
":n’:*'l.r,’ cir tinme topeiher cong

n—-
rovuloting ourcelves for tho wany cxeolioncos that o
Ly ovecurnize,  Ur we could lool ad

W ocone of lhe vigorous cwidielsas that rigitly oy
-} 4 oguy :
[]QJﬂ:"' Ltovoled at our schoolo,
r ‘ - 10T .
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You wio cdminister schools stand under a conslant barrere of criticism. In the

San Francisco uows media T have yet to firnd a pasiiive feature stery abeutl school
adninistration. The nevspapsrs nstc ad secn: to dclipht in almost daily accounts of
dininistrative shorteomingzs I hoowe that the mojor mediu in your cities show petier
balence. The stories thet we get in the Bay Area, taren at fuce value, inveriably blone
adiinistrative Tzilures for the troubles that ere 2ll too visible in California schools,

n

. ﬁ’

bles

Lets take a closer look at the problems,

Celinol resuvonsibil tios are expanding very repidly. Today they include concerns that,
in the past, were decit uith by the home or other social institutions. You know thom 21l e
tro ’hp\,}""’ a7 pupils to and from school, serving lunch and sonctimes vreckfast, worrying
about moral (‘CV(JO,_‘L.'.L,I_I‘L, offering sex education, trying to wrevent dryg abuse, providing
voenrtional guidince, and so one It's true that the genercl public strongly svpoorts nany

of these arcos as ,x'ow’“ ecducational. concerns, but many parenits, many educators, and meny
texnoyers don't rete them as the prime focus of ecducation. Yet there yas a tine vher we 2ll
agreed thal efucation's prine tusk was simply providing puplls with oprortunities to leern
to rea d, to write, and to {ipure.

dening in other woys, too. You're asked to mrk sith
orte ics ot clients, -nith a wider range in levels of

ac‘:lcx c1..eut CHee Lcd. Youlre asiied to correct sociel injustices, like emh..l'"a"oifsn off
econoriic oproriunities and racicl integratvicns The hasks set for our schools have Fioun
beyond thc resources ta::n' ers are villing to provide.
Thus the situotion you face as an edministrator is one in which the chances for failure
exsily outrani the chances for success. You can view thet os 2 personcl chalicnge. Or you

can simply use it 25 o savisfactory excuse o explain any failures thut nmoy be occurring.

) L

You know beti
} T each role-~nloyer wili be ncasvred

ther than T that your siuatlon is moving through repid end dromatic chang c.
You know, o, thabt In such a crucible the Cope teney

ct

Ropid shanrzes have throwm the role of school administrator inlo a state of buring vonlfusicia

‘Bui there are some feirly clear trends, from which a new end clearer role is likely to CREIZC,

Let's look et 2 handful of those t ends and then try to mesh them with gorme new
thet will be necded if you cre to be able to mect the chellenges end oprortunities 1

ou ‘the horiuon,

(]

The most obwious trend comes from the decline of in loco nurenbis
to 'c}'o-&l, teochors and odeinictrotors were looked up to as cuthori

e then you and I vent
v Iipures vho could

sugsest, comman G, or othervise act in woys veory sixilar to the ways ouw }'”mm, acled at hone,
Howr that situution hes chonged redicelly in mony schools, perhops in moste  Children mature
earlicy and move toward o ou1 v rolos curliere  Ferhops this development con be viewcd as a
poeitive oign, bLubt iv has clesrly made our high sci Ho0ls and Jjunior highs moleier, dirtier,

and less ore AOIJ’,‘ than }:r,n we were leoenajcrs,

inother vrond centers around the concept of ac:cmu*atabi'tiiv'. You cdon't need more words
from me on this Lopie., The necds ond rmn‘olmv fave been well crpued in your journuls end in
worular media os w0lle  Bul dion ‘1, i'ﬁ; emaning how 1itile school prectices huve chonroed now
that a.ccoun‘c.'. 1Lty hes Tzen tulked aboul so i‘ull:.-' for so lons? Yesourcas have been used
to move towa r'oum:ul.'l..? v, bul where are the measvred rosvlis?

The Stull fet in Caliifnrnic is only one evenple. Our stebe lesislaiure has tried to
introduce recountenility into fthe opoxutionn of schools thut oni o1 10 peroent of *"?m rotion's
ehilarun,  Olbviouvsly legiclation can sour some aetion, bnt ii connol provide Culifornin

¥

aCuiniotrators vilth the cerpetencics they will pecd to caryy ocub progitos bthat will \-:01"1-'.‘ under

R N, andn i JS N R SO S S S SR + . . . & Aoyl qwes oo
Tl 2 mantitee  These conprtencles will hove to be lesined Ly the “"Jm..u sbors thoemselvag,

ERIC

H >
- QI -



& very tricky area; it's lowded vith lois of fechnical pro slows, Like
u"uxn" of ;»,i. e :-vauunt. Or 1ike figuring out hoy to it

+) wviih individusl pc:'ozzancc. Then there are
frow orgunived tereher groups.  So when you twy
nl . 7“';rans in your ¢ Chuﬁln, you fuzee what is
ion todnye. 4Arnd 1t's still uniesolved,

_.}

s role is &A"4ﬂ,up in arother arca of changet That of

nente Your business in one of oprrating schools, ond now
¥ . Loanpayers, fovernmental dnterests, and vcn'stuacnuu, want to
help you run your business, flpne ond dundy, if ;ll‘tnosc grounns had similar inteorecic.
But they don't, fc vou knu all to well, - So your role becomes one of medinting conilicting
demends,  After long debates and of'ten longer delays, you mu‘t noke decisions that are, at
besi, conpromiscse

- In zuch a situetion, how can you leed or show inftiative? low much of your encrgy is
ppad by t“"ina to- resoive such conflicts? How sweh time can you give o moving your

oole ahead tovsyd ricker fuliillment and pgrestor achiovoment if you rust devote your tinme
ving: the prosont org:nization?

Ly naintd

o

trende~-one T'm osure you Yenjoy" cuundly as muche-lis ths movenent toverd
by meubers of your lecching stafi, Teocher asscelati and unions have

Nl
]
e
=

powver i; school eperostlio ﬁh, They begon with domands § improved econonic
tions: now They ore cxtonding thelr intercots rapidl o mancrement of
process itsel! ot 21 lovels. Do you 500 this move
n the part nf teochews, or aw o amy of i ;
trotors? I certoindy cont't predict the ontoeom
it ”“C““ 1o’ e ) - ;

nut uny aZgdnictrotor woriking with this set of
4
(o]

t
compaetonc] moot of your collesfns have rarcly needed in the puct.

moye trond that! eJc =.:'¢ on - *5:; an the ouvhers, but thut
o . . B 3 P ~ £ N cae T, - -y ey PR NP o 4
has ently Leoun Lo move more brisklye sy lows and roralotions

i opznlad,
sant ponihl rud Lo L‘Lu 211 a gfudely :

. [STHA AN
SUFE TN COLY ith dotnilied
elso thnt thers arc lots ol them, they 're
ne nrsvisions o rosuletlions., Sy oo

e
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Let mo suggest that administration and leadership are autonyms, rather than synonyms,
When you lead, you introduce a new structure or form into ths activities of an organiza-
tion or group. Whsn you administer, however, you're carrying out, with minimm devia-
tion, some already-established structures or forms that control the aectivities of
organizations or groups.

Isadership , then, is actually antagonistic to administration since it replaces well-
established procedures witn new, untried, perhaps unknown, patterns of actinge. Theree
fore, acts of leadership genorate problems for administrators. For that reason, they're
likely to be resisted by most smoothly-functioning administrative set-ups.

If you agree that there's conflict inherent in the differing natures of leading and
administrating, you'll see one explanation as to why schools are often accused of re=-
sisting change and renewal., Try to introduce a major new curriculum. Try to move from
one king of school organization to another, Try to adopt a new method for inservice
staff development, Try to use a new kind of technology. Any of these acts will impose
new, and possibly different, demands on school administrators.,

You know, and I know, that if support is not available, a significant change in
operating practices has little or no chance of succeeding in yowr schools., Also, you
know that such changes reach into many areas that aren't related to the specific
innovations. When you change or renew, you put extra bwdens on the shoulders of
administretors you're asking to support the innovations. It is very rational for an
administrator to resist these extra burdens, since the change is likely to upset his
finely-tuned organizationsl structure. If you look at the proposed innovation from
that administrator's viewpoint, all you can see are problems and trouble,

Let's return to leadership now. It's the way an organization adjusts to iis ever-
changing externel environment, I imagine many of you have read John Gardnerts
thoughts on the nsed for organizations to provide for renewal if they hope to continue
to scrve thelr clients and to maintain their status.

Yet when we Jook around us, we notice that schools in particular have continued to
hold on to older, well-tested, but inapprepriate structures. So much so that their
clients are now shouting for radical changes. Schools pust survive, but it's anyone's
guess how quickly the needed chanzes can and will bs made.

There's a real conflict between administration and leadership. I certainly hope
nona of you here today sees himself as strictly a school administrator., For if you do,
I think you're in deep trouble.

There seems to ma a way to resclve the conflict, Detween and asbove leadership and

and administration I place management. I¥ involves blending lesdership gng ADMINISTRA~

TION to gecomplich organizational objectives and goals, A blend 1like that demands

difficult decisicns and ections by the manager. He nmust determins when, where, and how

to maintein an existing structure or replace it vwith a new one, His declsicns and

actions must flow from the ovbjectlives of the organicution. Soustimes he must resist

the terptation to changs; other times he muat lead toward change. Sometimes present
structires must be made stronger; other times theoy must be replaced if the orgonization

is to succeed,

Now we've coms to my major genzralization. There just plain isn't enough management
competoncy available in terms of the need for that ability.

moroe

[Kc
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The deficlency, in part, may lie in the fact that the average executive has been

taught to feel and act as if his proper role ig that of administrator., AASA should
become AASH ~ the "M" standing for management, of course., School clients are pleading
for management, including the right proportion of leadership. I don't think they want
the psrsonnel who opsrate their schools to continue to be precccupied with bureaucratic
adwministraton,

Let's look at the competencies one needs if he's to function well as a manager, rather
than adninistrator. Much more than admuinlstralor; a managgr concerns himself with:

1. The forces or conditions outside the organization that affect its ability to

reach its objectives,

2. Bxplaining and communicating goals end objectives to organization members

and to outsiders,
3. Fxamining, reviewing, and comparing present practices end procedures in

terms of avallable alternatives,
4e Allocating and conserving resources that never seem adequate to meet needs.,
5. Plannirg - especielly long-rance planning.
6. Evszluating the resulis of operations in regard to the achievement of objectives,

Adrinistrators do parts of these tasks, too, but in puch lesser degree. And the manager
is concerned with, though to a lesser degree, the major functions of the adrinistrator,
The gdministyraior focuses on:

l. Cerrying out estallished procedures.

2. Contrelling ectivities of orgenization memberse.

3. Resolving conflicts,

be Asswrirng compliance with rules and regulationse.

5. Setting up schedules, deadlires, routines, etc,. _
As you well recognize, the diffeerences ere wainly ones of emphasis, You know Letter
than I that the menager ‘can't forget rules and regulations and that the administrator
is often concerned about gosls, Bubt everyone's energy and timec are limited, so the
focus on muragerial and administrative tasks tells you which is which.

Now, you may well bLe asking, how can school persornel acoulre panagerisl competenciepn?
There are beginning to be many options ard opportimities aveilable to anyone who wishes
to improve his nanegerial ccipetencies., In fact, the Council for Educaticnal Develop-
ment and Ressarch in Washington, D.C., offers a catalcg that cites & goodly number of
options you may vant to look at or try out in yowr schools, Your own organization's
Natioral Acedemy of School Executives is another major resowrce,

But for now I'll just descrilbe one part of the work im progress at the Far West
Laborutory that might contribute one set of useful solutions to problems welve beeu
talling about here. :

This program is called the Bducational Management Progrom. Its staff recognized at
the outsct that the total problem faced by school managers is so immense that they could
tackle only one part of it,

So they have nurrowed Lheir Tocus to developing snd field-tewing, for you-trairing
resowrces to prepare nchool personnel to make more effective lystructiornpl decisions.

Our staff first locked at all the literatime they could find en educational management
and accountability, They decided that the pirdmum essentials of an accountaid lity
mansgenent system would incliude:
1. The sysien expliclitly assigns responsibility for performunce, for providing
required information, and for accephling conseguences,
2¢ The system is rospoensible for revealing what it docs and how it does it «—
more
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to all interested parties, including parents and taxpayers,

3. The system yprovides for setting ocbhjectives, for selecting procedures, and
for eveluation, )

L. The system has & built-in mechanism to medify itc operations and to monitor,
control, and evaluate its own activities,

In short, instructicnal masnagement, to teke our example, must be carried out so that

it is responsive in an accountability sense to the sociel system. There must be ncgow-
tiation ard commmnication among a voriety of parties. The vork must be understood,
accopted, and supported by sll  key participants. Communlcation is needed to estaldish
&nd maintain the systen; to resolve pretlems ard improve regotiations, and to provide
information to everyone interested in the instructional process,

In order to provide usefwl information, of cource, there are important technical
procedures like measurerent, and eveluetion, which cen't e overlooked, But we can't
let them dominate the Qleln, or everything will tecome rigid and unvorkable, When
ve thirk aboul managewent accountability, we must instead think first in terms of the
broader imaze of educetion and of socisty. Then later we can think aboub specific
plang, schedules, fundirg, staffing, training, and so on.

I don't wart to taske the time to review the roscarch base that underliies the Laboratory's
vork in this arez, Sone years apo, with two distinmuished colleugues, I was involved

ir studies of relationships Letween personal variasbles and edmiristrative styies.

Our major objective was to lesrn how one might desceribe the differences in the effective..
ness of the periormance of elementary prlncip“iu.

We created & alHUl&blOD that allowed different principsls to meet the same proble

in the same setiiags; we were able to observe them systeomatically so as to recongce
their diffcren t verformurces, The gimulated school was called ¥Whitoen School., I was
based on & vesl schcol; nany of its problems were drewn from that real scheole Two
hundred thirty=iwo princinzls served st Whitman School during weeks of assessment.
They perforned a varilety of task¥s., These included: prepering short articles for the
school papor; resolving personal conflicts; makieg curriculim decisicng; and }anJLing
& lergs variely of probtlems presented to them as in-basket ilems, So wae recuvired the
principals to csrry on their work in a standerdizasd setting, We glso collectod ine
formation about them e&s people and ebout how they were regavded by thair cwn superiors
and by the icuachers in cha¢r cwn schcolse

What did we learn? When we looked for signifiCant patterns in the responses of the
prircipals to owr sinulation items, we extracted two peneral factors: 'Ypreparation for
decislon versus taking flical action" end "amount of work doro in handling itens,
We had anticipated the Yamount of work! factor. Among our samrple, the most industrious
principals did four tires as much vork es the least industriou° in the care wmount of time.
High woerk outpul secs to characterize better-prepered and more able principals. Eub
lerge volwes of weork did not necessarily Incicste thet the principal would be well-
regarded ty his superdcers
We found a nere significant set of relatlo“upzpu when we looked at the preparstion
for decision factorz, Frincipals wio 6'phudl e properation for decisions in their
work and who rewmisted the tem tat'o 1o act hastdly were aloo princlipals who earncd
high ratings from snperiors 1a their home schoolc. Thoy uvere tetier prepured profossion
elly, as shoun by tests of rereral ard profescional knoulcedesz. They scoved beliter on
testa of rﬁaqmuirc, wers abovemavcrhge in {luency, end vere able 1o master now mavorials
quickly. Tholr values end intarests tended to focus more ctrongly on the educetlorel
nends of pupile. They could iteiter uvnderstand the complex ratuvre of Individual schiool
problers,  They more frequently recognize the noed for fuclther information helore
tokling action,
Q
ERIC
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. Owr study also identified eitht additional style factorse They were: exchanging informae.
tion, discussing before acting, complying with suggestions, analyzing the situvatlon,
nainteining orpanizationel relstionships, orgenizing work, responding to outsiders,
and directing the work of others. bBut, the major differences in performance aronz
principals can bz described basicelliy in terms of the amounl of work they acconplished
end the enphasis they placed crn muking prepsrations for future decisions or on taking
immeddate action on their probvlems.

I hope thaet, without going back and reading that study, you'lll sgree with me that

- 8ldll in preparing for decisions is a rajlor avea of competency for successful manage=
nent, There erc other stawdies that clesrly show that “preporation" and "consultation"
behaviors of school managers are VLL*Lly imporiant in all aspecis of plenninge And
mere school perscnnel P“IL“LLp te in curricuvlum plarning than in any other declclicne
muking ares, ‘That's why the Laboratory decided to focus on- developlnv waterials to

rrovide the busic skills, knowledge, and sttitudes needed by individusls and groups

vho are iuvelved in proparing for inctructional dceisions,

Izt's spend e few minutes looking at a filmstrip that deseribes some of our developed
materisis. '(153nts out - start projector, etc) \Inuert A. attached hereto, will bs
used if Lilmstrip is net available)

I vant to emphasize that the Deotermining Instrwvelionz) _Purposss training matericls ee

and the otnﬂ“ p“ckagas that will be released later thl yeer —= deal directly with

rol problems 3n instrveticral plamning, T eachers, principals, currlculvm specialists,
end <Uﬂvr1ntou srits (weering their instructionzl lugd rship hats) work togﬂthor o
on ccmpon protlems. In doing this Jointly, thoy will find that the sttitudes, motivatlon,
end’ bab;c gkills needed to funciion accountebly vill be developed snd improved.

Remzmber that those are not quickie, onseshol courses, but rather a ficxivle, intervoven
get of rigorou sly fleld=tosted materials that can provide you with a full-sesle in-
service training progreme Or you can encouraga a nearby college or extension division
Lo use them os resowrces for both pregervice and inservice worke

I wvon't go into the contont of these maragemont training malerials now, sinee I've
broazht along some foldcrse that Qescrive them reacsonably well. The ones that are
read; now deal u;th: selting goals, annlyzing problens, and doriving objoctives.

Three more urdts will bz ready aboul Decenber 1974: designing instruetlional programs,
plerning the innlermentation of progrems, and oriertetion to program eveluation, Each
of these six training units has gone through a fullescale d;ve'npment cycle that ine
cluded {ield tests wvith rany school managers in California and elsevherce We donti
simply slop together & poackage. Ve bulld it slovly. We carefuvlly evaluaste and revise
as ve go alung,. :

Let 2 2dd ons other comsiznte We have severzl of your 8454 colleapgues on our Boord

of Directers. If, at any time, you're reluctant to write or phone me directly cbont
gr-nwalpﬂ bodny == or abouh ways you think we can work closcly togethsr in the fulwre-

I hops youtll fecl free o communlblto throveh them to uc, Glemn Hoffman, Virgill
Hol]is. Dan Fetzraseon, Hugh Livirngston, Leruve Wingel ~= there and other active ccliool
adminlsiratore-help to muke policy for the L 1uoixuoryo So when you read cur Anmual Report
which wiil be ready in a few weeks, or txy onc of ouwr preducis, end you want Lo givs

s feedbacw.hh're caper o hzar fron you, I supwoce vwhere we have moved together can

bo summed up as a plea to AASA to bocone £ASM. T hope my conzments have given you coms

wpeints to arpus aboul or Lo quastion in the Lime *hat remsing today.l hope you have found
this a "ilne to gethrather than o "timo to losei, I enlitled by telk "A Tine to lanuge",buh
clearly now it is, for me, & "time to keep silent" and to glve others a "tims to speake®

O , -
E l{lC AL
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