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TWO Zen renks were on a pilrrirage. In the cour:-e of their travels tLey came to a
strenn that was wide 11(1 deep. ;Mile they stood hesitating, one of them observed an
attractive :;11 dol-nstit in the same predicament. Immediately he made his way to her
side, hol:117, lifted her into his arms, forded the stream, and nut her down on the other side.
)hen his companion joined him they resumed their journey. After vaiking half an hour in
silence, the second ionk turned to the first and suddenly blurted out: "Brother, it was
wron:; or ::ou to take that yourii; w=an into your arms and crops ti:o stroan ith her. You
know we monks are forbidden to touch a woman." Poplied the first monk: "I put her
down on the other side of the strenn; you're still carrying her."

Ian; of us still caz.ry with us yeas and perceptions that don't square perfectly laith.
today's educational realities. in that sense we're a little like the troubled monk

I've just mentioned.

But there: is one educational reality that you as administrators, and I, representing a
nonnrofit B. 1) ag;ency, both share and both carry with us today, There sirply isn't
enoup:h funding.. to do our jobs the way we'd like to do them. Your fiscal problems got ample
attention in the press t;o both you and I are only too keenly aware of then:. The nroblem
of funds for 1:i D has been.valletated by Jorrold ZacharAz..s. The railroaf:cindustry and the
school 'industry each run at about one hundred billion dollars per year; each has soent less
than twten'c.hs of one T7;r cent on reform,. According to Dr. Zacharias, the is-

simply not yet think in 'terms of five per cent --five billibn dollars a year --
for the processes of improving .education or the railroads.

So rueh for rioney -- at leapt for the moment.

"To (.,:vorythin there is a season, and a time for every purppso...A time to Cast away
stenos, a time to gather stones together " Since today is Sunday, I trust that you'll
forgive for comning on this note.

But I do think that some of my remarks today will have the ancyearance of castin. stones--
if not at you. persont.?ily4 at least at the systems you are employod in. I suspect I will
seem critio;a of school odanistration in ff:noral'and a g,00dly number of thos. who are
pfofes2,ionally ongsed in it. You might easily. decide thl%t I have )ittle or no apprecizition
of tho V:LD'y ecoonnlishments of our nublic schools or of.the dedication and skills of those
4vhe op.722.rJto them. 7.ou might aiso decide that I don't une.erstand the comple;r.ity and

7difficolties Ut. ,school

Lt. .;.et me say fi2st that the Americrn school system is one of tho best in the wo1.1.(i.
9ro bettar ours.in one or anoCher way,. -1..;wt, on balance, GlIn"; mli-Mty good.

could snend ou time.togeq,1-.!er ou.rselvc.s for the many exCelleneos th:,t we
1-cceniv,o. Or we could look: at some of the vig.erous cril-.-1.also that riF:Itly or

cowon-Iv lovlod nt our schools.
....
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You who administor.schools stand under a constont barroi7e of criticism. In the
Sa.n Francisco newo media I have yet to find a .Positivo feature story shout school
administration.' The.newspapero instead SeCTI. to delight in almost daily accounts of
administrative shortcominos. I hope that the major media in your oitioo show better
balonce. The Stories that we get in the Et y Area, taken at face' value, invariably blone
ad:Anistrative failures for the troubles. that are all too visible in California schools.

Leto take a closer look at the problems.

School responsibilities are expanding very ropidly. Today they include concerns that,
in the past, wore dealt with by the home or other social institutions. You know them all --
tronsporting pupils to and from schoo4 serving lunch and somotimes breakfast, worrying
about moral. developmont, offering sex education, trying to prevent drug abuse, providing
vowttional goionee, and so on. It's true that the general publio strongly sUuports raarly.
of these aroso as proper educational concerns, but many parents, many educatoro, and many
taxpayers don't rate them as the prime focus of education. Yet there lo :Lo a time when we all
agreed that education's prime task simply providing pupilswith opportunitieo to learn
to read, to w-rite, and to fio:ure.

school rosponsibilities are widening in other ways, too. You're asked to 1,ork with
grantor numbers and greater varieties of clients, oith a wider range in levels of
achievement exoectod. You're asked to correct social injustices, like equalization of
economic opportunities and racial intororation. The tasks set for our schools have frol.own
beyond the resources taxpayers are willing to provide.

Thus the situation you face as an administrator iS One in which the chances for failure
easily outran.: the chances for success. You can view that as a personal challene. Or you
can simply use it as a satisfactory excuse to explain any failUo.es that may be occurrinE:.

You know hotter than I that your siu n tion is moving through rapid and dramatic change.
You know, too, that Jr such a crucible the competency of each rololiLayer will be measured.

Rapid shan';oo have thrown the role of school administrator into a state of busing oonfusion.
But Lhorc'are no m° fairly clear trendo, from which a new and clearer role is likoly to emozgo.

Let's look at a handf1 of those trends and then try to mesh them with some new corTetencico
that, will be neoded if you are to be able to meet the challencs and opportunities looming
on the horizon.

The moot obvious trend come s from the decline of in loco ::- .1 1.7oen you and I went

to school, teachers and adoinist,rators wore looked up to as authority figures who cuold
sug,00St, cc and, or otherwise act in ways very similar to the ways OUP paronto acted at home.
flow Lhat oitn:Aion has changed radically in many ochools, perhaps in most. Cin.leron mature

earlier and move toward adult roles earlier. Perhaps this development con bc viewed no a
positive si n, but it has clearly made our high schools and junior highs .noisier, dirtier,
and loos orderly than when we were teonagoro.

. Another trend centers around the concept of accountobili You don't need more words
from me on this topic. The need, and problems have been well art7ued in your journals and in
popular media as poll ;.ot isn't it 4-=zin ho lo little school orocticos hove ch000d now
that. accountobility has boon tolkod about 20 fully for oo lon? i'esourcco have boen used.

to move towal accountability, but whore are the measured rosulto?

The Stull hot in California is only one co.7amiao. Oar state leo:islature has tried to
introduce accountability into the opctiono of schools that enroll 10 rcent Of the nation's
childron. Obviouoly leoiolation can sour oomoactiOno but it connot provid6 Colifornia
ado;dniotrotors rite tho co:J-tencioo tho y will need to corry out prorol:.o that wirlwork under
this monCLte. Those coup: toncioowill have to be learned by tho' adminiotrotoro thorseivoco:

- mor!!
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1.c1-cuntabil7. tv 12 a very tricky area; it's loaded with lots of technical problcno, like'
findino depohj::Olo noosuron of oupil achievemont. .Or like fifo.lring out Low to fit
rdononsibil.ity tor achioon(::nt for lock of it) with individual porforranco. Then thero are
thooe sticky 000liticol cuootiono that boll up fron oranized toochor group:. SO 'whoa you try

aTilay. acCountobility to enoini7; instructional .proTrosno in your schools, you face what is
probaly the noot trouhlesom problem in education today. find it's still unresolved.

The school aninistrator's role is eauoht up in another area of change: That of
comounity or ;.,th:loic involve:_ont. Your buoincos 12 OTC Of abr.:rating schoolo, ond now
con-nonIty groupo, parensts, taopoyors, governmental interests, and even students, vant to
help you run your busincos. Fine and do_ndy, alJ th000 groupo had similar intorests.
But they don't. as you know all to wall. :;o your role becomco one of mediating conflicting
demanJo. After ion:: debates and often longer delays, you nust moke decision o that aro, at
best, conproolseo.

In such a oitu:'oion, how can you loa'i or show iniiiative? flow nuch of your energy i$
sppod by try:n to resolve such conflicts? How much timo evil you give to movinz your
schoolo shoed toy:.rd richol i%dfillnont and grestor achiovomcnt if you must devote your time
to stmlAy oaintainin[,, the urosent organization?

Another major trendone I'm sure You. Hen joy" coually as much--is the movom,nt towf...rd
collective action by nemboro of your teaching staff. Teocher associations and unions. have
gained treoond000 power in school o p).atiors. They bef)on with du.mando' for improved economic
and workino co3:.ditions: now they are ay_tonding 1hoir interooto rapidly into manaoment of
the Instil ctionol process itself at all lovols. ])o you sec this none us loftier
professionclism on the part oftoachers, or as a way of inercoing their powor in relation
to you as adndnotratoro? I certainly co predict, the outoone of this now st7oulo, but
it seeoo obvious to via that any adnizolotrator wor]oinF: with this set of problems will noed

conptencios that most of your colleagues have raroly needeCoin the pa;: t.

e should :7:oltion one 713:.0 trond that's been goin On lorv;:er than tho o.ohors, but that

has rc.cr.:nt: booun to novb moro briskly. Hem I'm roferrin:; to the' way laws and rooulotions
naso to codiry procodu000 undo'. which sohoo''.2 rust be op:JoalLod. 7:fnon

you ,,:F:T,F1 fool- our n?'oont pooition, you had to put in a goodly 000nt pf tai :e

learainfl abou lol.o :.int the nrohlon isn't just to 7;e suro y' )u coon]y vith dotailed
and orocif:ic Ond localot.otJtoo. It's cloo thot there rue lot3 thou, they're

:rd oomo of then olsen conta.in conflictino nrovisions or rogulo.tiono.
77:ofo todo-'? bocr000 the foderal govornnont and tho courts hovo boo.ore ogre

concernod bout edow,tion. hs a result, many of yoU now : lot op::rat tht
vere invontod Lnd mond:Aed s000whero elso instoad seoutiro foi. options on your own

n (ho so rooarko I've roforred oevorol tio.eo to newoco:!Totoncieo adoiniotrstors
nay nood if they're to no ch:lo to psrforn in the omern!7 roles thot I for000 ocoAng
into den't ,:f:ot to ahnlyoo or classfy tl:oso eoioo:,,tonees todoy. hanor I'd Itho
to gonorall:so thon moke moro corcreto, key Oeicioney. Aftov that I'll tol:o
a littlo tino co:olin in soo..-2 detail an oppontunt:v devolooloI! soocfle coopncloo
that cone: froo the 1,7ork of 0000 of my collero7uos :Y6 tho Laborotory.

!,!coot-,
,d.;. ..1 use troo conco a2 ir they oero syoon::Tls Thoso Lio:

adoin;.otrtion, :oon000000lL, loadoohio, roll., I t!7-Ii :k thoro ole oharp distinotiolo 7.o;.1n7

th000 thro,2 oh?.c,: :oo.L be r.aiii:,oinod. If wo eon ofovooto thon, Thon th-Ank can
1-)a nt to tho na:ior kinds of c000laios tht rood to bo developod. or otieilothonod.

7:0 -
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Let me suggest that administration and leadership are antonyms, rather than synonyms.
When you lead, you introduce a new structure or form into the activities of an organiza-
tion or group. When you administer, however, you're carrying out, with minimum devia-
tion, some already-established structures or forms that control the activities of
organizations or groups.

Leadership , then, is actnelly antagonistic to administration since it replaces well-
established procedures with new, untried, perhaps unknown, patterns of acting. There-
fore, acts of leadership generate 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 your 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 burdens on the shoulders of
administrators 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 organizational structure. If you look at the propopsd innovation from
that administrator's viewpoints all you can see are problems and trouble,

Let's return to leadership now. It's the way an organization adjusts to its ever-
changing external environment. I imagine many of you have read John Gardner's
thoughts on the need for organizations to provide for renewal if they hope to continua
to serve their clients and to maintain their status.

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

There's a real conflict between. administration and leadership. I certainly hope
none 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 me a way to resolve the conflict° Between and above leadership and
and administration I place management. It involves blending leadership enA ADNINISTRA-
TION to accomplish organizational objectives and goals. A blend like that demands
difficult decisions and actions by the menager. He must determine when: where, and how
to maintain an existing structure or replace it with a new ono. His decisions and
actions must flow from the objectives of the organization. Sometimes he must resist
the toeptation to change; other times ho must lead toward chahec. Sometimes present
strueixres must be made stronger; other times they must be replaced if the organization
is to succeed.

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

more
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The deficiency, in part, may lie in the fact that the average executive has been
taught to feel and act as if his proper role is that of administrator. AASA should
become AASM 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 personnel who operate their schools to continue to be preoccupied with bureaucratic
administraton.

Let's look at the competencies one needs if he's to function well as a manager, rather
than administrator. Much more than administrators a nanaar concerns himself with:

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

2. Explaining and communicating goals and objectives to organization members
and to outsiders.

3. Examining, reviewing,. and comparing present practices and procedures in
terms of available alternatives.

4. Allocating and conserving resources that never seem adequate to meet needs.
5. Planning especially longranee planning.
6. Evaluating the results of operations in regard to the achievement of objectives.

Administrators 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 administrator.
The ac3.ministrator focuses on:

1. Carrying out estatlished procedures.
2. Controlling activities of organization members.
3. Resolving conflicts.

4. Assuring compliance with rules and regulations.
5. Setting up schedules, deadlines, routines, etc.

As you well recognize, the differences are vainly ones of emphasis. You know better
than I that the manager'can't forget rules and regulations and that the administrator
is often concerned about goals. But everyone's energy and time are limited, so the
focus on managerial and administrative tasks tells you which is which.

Now, you may well be asking, how can school personnel acquire ennagerial cempetencie!p?
There are beginning to be many options and opportunities available to anyone who wishes
to improve his managerial cc.rpetencies. In fact, the Council for Educaticnal Develop
ment and Research in Washington, D.C., offers a catalog that cites a goodly number of
options you may vent to look at or try out in your schools. Your own organization's
National Academy of School Executives is another major resource.

But for now I'll just describe one part of the work in progress at the Far West
Laboratory that might contribute one set of useful solutions to problems we've been
talking about here.

This program is co]led the Educational Management Program. Its staff recognized at
the outset that the total problem faced by school managers is so immense that they could
tackle only one part of it.

So they have narrowed their focus to developing and fieldteeing, for youtraining
resources to prepare echool personnel to make more effective ieetrucqoed decisions.

Our staff first locked at all the literature they could find on educational management
and eecountability. They decided that the minimum essentials of an accouetaUlity
manaeoment system would include:

1. The system explicitly assigns responsibility for performance, for providing
required infornation, and for accepting conseeeences.

2. The system is rooponsible for revealing what it deco and how it does it .--
more
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to all interested parties, including parents and taxpayers.
3. The system provides for setting objectives, for selecting procedures, and

for evaluation.

4. The system has a built-in mechanism to modify its operations and to monitor,
control, and evaluate its own activities.

In short, instructional management, to take our example, must be carried out so that
it is responsive in an accountability sense to the social system. There must be nego-
tiation and communication among a variety of parties. The work must be understood,
accepted, and supported by all .key participants. Communication is needed to establish
and maintain the system; to resolve problems and improve negotiations, and to provide
information to everyone interested in the instructional process.

In order to provide useful informationj of course, there are important technical
procedures like measurerent, and evaluation, which can't be overlooked. But we can't
lot them dominate the dcmain, or everything will become rigid and unworkable. When
ye think about management accountability, we must instead think first in terms of the
broader inaz;e of education and of society. Then later we can think about specific
plane, schedules, funding, staffing, training, and so on.

I don't want to take the time to review the research base that underlies the Laboratory's
work in this area. Sone years ago, with two distinguished colleagues, I was involved
5n studies of relationships ietween rersonal variables and administrative styles.
Our major objective was to learn how one night describe the differences in the effective-
ness of t.ho performance of elementary principals.

We created a simulation that allowed different principals to meet the same problems
in the same settings; we were able to observe them systematically so as to recognize
their different nerforni:trces. The school was called Whitman School. It was
based on a real school; many of its nroblems were drawn from that real. school.. Two
hundred thirty-two princieaals served at Whitman School during weeks of assessment.
They performed a variety of tacks. These included: preparing short articles for the
school paper; resolving personal conflicts; making currieulem deeisicns; and handlinz
a large variety of problems presented to them as inbasket items. So we required the
principals to carry on their work in a standardize,d setting. We also collected i.! .-

formation abDut them as people and about how they were regarded by their own superiors
and by the teachers in their own schools.

What did we learn? When we looked for significant patterns in the responEes,of the
principals to our simulation items, we extracted two general factors: "preparation for
decision'versus taking final action" and "amomrt of work done in handling items."
We had anticipated the "amount of work" factor. Among our sample, the most industrious
principals did four times as much work as the least industrious in the rare amount of time.
High work outnut seems to characterize better-prepared and more able principals. Eut
large volumes of work did not necessarily inuicate that the principal would be well-
regarded by his superiors.

We found, a acre significant set of relationshipa when we looked at the preparation
for decision factors. Principals who eriphasiz prepbration for decisions in thoir
work and who resisted the temptation to act hastily were also principals who earned
high ratirTs from superiors in their home schools. Thoy r;r bitter prepared profeesion-
ally, as shown by tests of nenoral and professional knowlco. They scored bettor on
tests of reasoning, were above-average in Sauenc.y, and were able to master mw mat2rialo
quickly. Thir values and ini:erests tended to focus rore strongly on The educatioLP1
needs of pup:Lls. They could 'Letter irnderstand the complex nature of :;.ndividl2a1 school
problers. more fr6quontlTrecognize the need for na-Lher information before
taking action.

raoro
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. 'Our study also identified eitht additional style factors. They were: exchanging inform-
tion, discussing before acting, complying with suggestions, analyzing the situation,
maintaining oreaniaational reletionehips, organizing work, responding to outsiders,
and directing the work of others. But, the major differences in performance among
principals can be described basically in terms of the amount of work they accomplished
and the emphasis they placed cn making preparations for future decisions or on taking
immediate action on their problems.

I hope that: without going back and reading that study, you'll agree with me that .

skill in pre acing for decisions is a ra.iorarea of competency for successful manage-
ment. There are other studies that clearl show that "preparation" and "consultation"
behaviors of school managers are vitally important in all aspects of planning. And
more school personnel participate in curriculum planning than in any other decision-
making area. That's why the Laboratory decided to focus on developing materials to
provide the basic skills, knowledge, and attitudes needed by individuals and groups
who are Involved in preparing for instructional decisions.

Let's spend a few minutes looking at a filmstrip that describes some of our developed
materials. (lights out - start projector, etc) (Insert A. attached hereto, will be
used if filnstrip is not available)

I want to emphasize that the Determn?:.ng Instrue.lionnl Punpsyea training materials --
and the other packages that will be released later this year -- deal direetly with
reel problems in instructional planning. T eachors, principals, curriculum specialists,
and suparintenClents (wearing their instructioni3. leadership hats) work together
on ceemon problems. In doing this jointly, they will find that the attitudes, motivation,
and basic skills needed to function accountably will be developed and improved..

Remember that those are rot quickie, one-shot courses, but rather a flexible, interwoven
set of rigoroucly field - tested materials that can provide you with a full-sca]t in-
service training program. Or you can encourage a nearby college or extcnsion division
to U60 them es resources for both preeervice and ineervice work.

I won't go into the contort of these management training materials now, since I've
broaeht along some folders that deocribe them reasonably well. The ones that aro
ready now deal with: setting goals, analyzing problems, and deriving objoctiven.

Throe more unite will.be ready about December 1974: designing instructional programs,
planning the ineleaentation of programs, and oriortation to program evaluation. Each
of these six training units has gone through a full-scale development cycle that in-
clur3cd. field tests with vany school manager:: in California and elnevhero. We don't
imply slop together a package. We build it slanly. We carefully evaluate and revise

as we go alenn.

Lot me add one other coment. We have several of your AASA colleagues on our Board
of Directors. If, at any time, you! re reluctant to write or phone me directly abent
my remarks tody -- or ahout ways you think we can work closely. together in the future-
I hop0:1 Iol free to comunicato through them to us, Glenn Hoffmn, Virgill
Hollis, Dan Peterson, Hwji Livingston, Loruc theco andoftor active school
aJrinistrator;:-help to make policy for the Laboratory. So hen you read cur Annual Report
which will ba r2ady in a few woe3cs, or try one of our products, and you want, to give
us feedbacklwolre eager to hear from you. I suppose where wo have moved together can
be summod up as a ple% toAASA tobneomc AASM. I hope my k..o=onts have given you mr,c,
.points to arcus,, about or to question in the time that remiins today.I hope you havo found
thie a "tiii;c. to gotther than a "time to lose entitled by ta3k. "A Tin,e. to. Eane",but

clearly now it is, for me, a "time to keep :35.1cht" and to give others a "timo-to speak."

iiiie/WhWil


