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University Problems in the Training and Utilization
of

Urban Education Leadership
v

‘argaret Y, tansev and Trank T, Tatz

Introduction

The nature and degree of problems encountered by a university attempting
to assist in the training and utilization of urban education leadership is
aféected partially b& its geography. If the universitf‘is part of the urban
center it will likely find igself consistently bombarded with requests for
assistance to solve urban problems. The hniversit; may find itself stepping
back in sheer self-defense. That self-defense may well go too far and of ten
urban school districts find it almost impossible to obtain the kind of help
they think they need from urban universities that are literally "across the

street."”

The non-urban university encounters a different problem. their faculty

reads about urban problems but does not often encounter them. As a group

their interest 1s at best "intellectual.” Tn order to get involved they

usually must travel long distances at considerable cost, and the few who

are willing Jhd want to become invol®cd have a difficult tire in convincing

< -

their colleayuesvor the hrhan sc;ool Jdiotrict that their intercot i: real

or worthwhile, In aldition, thv& are critized for spending thear tine i;
convim~r1am thels ¢ 1leagues or the ur' .o school district tihel thear .ac cest 1n
real or worthwhile. In addition, they are critized for spending thelr tine

in areas nét of concern to their "usual clientele.” Add to the.e {tuations
the natnral emnity between the "theoretical' orientation of universtties and
the "practical" nature of urban school districts and the probleas Ht Zeaperation

betwern urban achool diotriects and universities in the tranine and atibmgtim

of cducation lealcradap weems almoat fnourmountable,

1

.
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occurs. This paper describes our experlence at Penn State (a non-urban

‘

university) with Philadelphia (an urban school district).

Internal Problems

*a

Universities, like urban school districts, are in financial trouble.
On a fiscal basis alone it is reasonable to question the continued existence
of either. Neither is in a position to supply their own organizational

. <
resources to "bail out" the other. It is only with great difficulty they
both can be convinced that they share common problems (meeting the needs of

the citizens of the state) and should afhd must join together (use the resources

of each) in a common effort to solve the pressing problems of public educatign.

The development of educational leadership is part of this common problem.

But it is unlikely that cooperative programs will occur between urban districtsy
—
and universities except that such programs can attract outside funds. With

grants fron federal and private agencies becoming more difficult to obtain

these programs become more unlikely.

The first problem the university encounters is héw to get funds to
attract urban ieadership into some type (any type) of program. Tt is

4

unusual if potential urban-leadership will be attracted to non-urban univer--
wities without .ttractive stipend- and tuition grant., not likcly to be

supplicd from prrral angversity or wchool district recoyrce:s.
- !;f‘
The next probhlem 1s one of stafting the prograr. Faculty salarice mu'st

e cupplied, ng&#h usually from ontside sources, It is unlikely that

profescors will be rewarded by their universitices tor participation in such
"practical” proarams either by payment for overload {(which thev will undoubt-

edlv cacounter) or hy more rapid pronstion or tonire. 1t 1. rere Tibely

AR . - . . -
they w11l be penalized. The kewnote to otaff particlpotion i, therctome,
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{ndividual committment. Professors, like other humans; divide unequally
between the csmmitted and the uncommitted, with the statistical difference
favoring the'uncommittéd. Among the'cointted there are many interests and '
goals to which one ;an be committed, urban problems only one among the many.
Thus, stdff recruitment is difficult.

If these problems are overcome and urban leadership talent is recruited
into a competently staffed program (even with relative good stipends) there
will be ultural shock for both the students (particularly urban minority
members) and the university community (usually vhite and non-urban oriented).»

Adjustment in alliof the above areas almost surely requires certain
changes in the organization that are or will be perceived as changes in
the relative power and gkatus of Ehe parties and programs.involvéd. Such

[ d
changes will cause problems from the untenured, uninvolved assistant professor
all the ;ay up'tée organizational l:..dder to the pre;ident's office. Given
the persistence of the organizational bureaucracy these changes are not
likely to édvantage the urban programs oOr th;ir personnel. As these changes
ctart to effect anv real or persistent change in the university thg going
gets roupher. Pralistically it is not likely that much permanent change

in the univernrtw Jue to funded wurhan programs will endure bevoend the exist-

. e ~ . . -~ .
cnee of out L% Saadine. Tnstitutional Yeommit tront' usually follows rather
o -
th o ryceeed Ut woarlenility of ontside funds; el ftow 1o catla 4. theee
t J ’
. //A
Sant, for very loog, . . f
foternal toaver oty Protlee,
! RS .
The, problen of trust and cooperation hetween univero:tie, and urbtan )
Cr b e ot s cecker abot BricfTve e operte et s ST citter
Gbr Yot to ortarn a larye outedide proant vapedite s that Ttrn Lt ornosnea Ly
l\
]
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Even so the initial trust is likely to be an apersonal (one-to-one) basis.
One would hope that interpersonal trust, upon which'first interactions -are
likely to be based, will grow toward institutiomal trust. Given the problegs
mentioned above, this is unlikely. If someone with organizational rank in ‘

E

the university or college has a close personal relationship with another
in the school district who holds organizational rank the opportunity to

cooperate 1is more likely (i.e. the Superintendent of schools and the Dean

or department head). The higher the rank the better, for almost certainly

some established rules and procedures in both organizations will have to

be modified if a successful process of training and utilizing education
leadership ig to be brought about. "Programmed decisions" will fail to
prodnce results. Students will be refused, residency requirements will be

an obstacle, re-eatry in the district will be difficult and disappointing.

In these and other areas 'creative decisions" will be necessary if the
prorra 1s to be effective.

There will e disappointments for both organizations in the process.
Evén the =ost enthisiastie and cormitted peoble will be frustrated by

thedir o~wn hureancracies as they attempt to respond to the needs of the

other ermapization. If trust dru¢s not exist these Jdisappointment s willl
a1 diotrust and Sisillas1onnent will ac-elerate e nitiag
Ahandonrent of the cooperat.ve o fort. Aviin the persc. i
LML be rennired as the lifticult process of minteinine and

narturins of the reTaitionship pr(n‘vnwi,.

a . o' .
Ae and 1f the cooporative reltion .t ip prows bath the echoel.diatrict
t P

and the unfwer itz will find problem, cxiting betrcen themoelve  and other

{m titution: with walh arganrs oo JJ orelationshld

"
i

Gtteer nntoer it e will o Wbttt neer that thv are not recelviog

for ', Terhng Ve s e undvercitie s roay have T coaed oy e Tate wath

vay
Py
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the school district at.an earlier time. Now, however, they see some advant-
age in such cooperation. Some forms of pressure will be brought on the

school district to work with,these here~to-fore uncooperative universities.

If the new interest in cooperating is real this is a plus and should be

-

capitalized upon for urban education can use all the help it can get. The

initial cooperating university may feel abandoned as the school district

builds relationships with other universities. 1In addition the ccoperating

university shoyld be prepared for accusations that the cooperative program
. ) .
represents unprofessional compromises with the "standard" cannons of scholar-

N

ship. The best that can be done is to be sure that such "informal gossip" ..
is unfounded, for the gossip will surely occur and the Crltlglsm will surely
take that form. As it reaches the home university the cooperative program
will likely have to defend itself internally as well as externally. If the
program cannot demonstrate its arademic viability not only is the program

in deep trouble, but, probablv dead.
) .

-4 .
Joint Vi ereitw=S-hnrl District Problems

The criteria for sclection of program participants will differ among

all iﬁtcrwqtod wuh-units of the cooperative program. The graduate school
Wl perooae U tantard anrd traditional resuirerent for admission an the
g el et of acaderar qualite. The ochonl Wl trict, cperating
ca o tral. e denctal v Afaruerticaad oy coaeratic fa iaen will percedve

Cledtion an the proerat as 1 Mpavorf”

for job, well O nme an the distrizt

Fovartle o of dintellect:nl ability.  Petween thesepelar positions Teoteoa

M

Ui Teaderso wirll not be osnoccsful 17 0t 1. not

ree:l1i.tic corpromi o, 0
vivotea ot orelitical, e selectedocand Tdat JenTd e et trate boan

O I T T N T S S e L R AL LA L the st

Ptioralty, arban Loater fp o will Dot Tw TR TR A I S S

ERIC . 5

ot dntelleetailly e etent. the cancidate most aldo e oable to dowone trate
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an ability to think and write conceptually and creatively. This does not

TN

mean that the successful candidate msutAmeet the highest possible standard
formulated by thgse at both ends of the practice-scholarship contipuum. It
means that the candidate must demonstrate tha ability to-achieve acceptable
success in both areas. . |

A second joint problem is the establishment of administrative internships
for program fellows following their camphs residency. Such internships are
important. These internships should not be jobs. They should provide the
opportunity for the intern to practice the theory he/shecwas exposed to in "
the residency. There should be the ;;portunity to get a broad view of the
system, work under and with competent top echelop administrators attempting
t? solve important schoolidistrict problems, and have thé opporéunity to

demonstrate to top district declsion-makers their ‘adminstrative competence. =

:

This type of internship cannot be sblved by the universit§ alone. The

establishrent of such internchips -- except for their piace in the academic

progran and the residency preparation of the fellow for tre internship -=

is the sole province of the schonl district. For political reasons it is

difti1cult for the school districts to meet this responsibility completely.
The re-cntry of the fellows into the program is a compllicdted problem.

Aciin tiee tacor responsibilty for tle so]J?nu of this problem rests with

e diotrict and for the -ame political {.d union coalract) Teasore taey

will not l1rely solve the problem completely.  Fellows selected Jelndly

by the di trict and university, ~ho have sacrificed to participate and

Lave heen succensful at the umivirsity will have profensional asprrations

£ 4
[ X

considerably above §h0uv thev formerly possessed. If re-entry is not

carcfully planmed the nrban dltriet will Tone worely aecdely, tiained
[}

competent leawderchip,  Svecifically {f the urban dictrict cannot or will

pet provide cnoupn Teador hifp epportunities or It thor o provided are low

)
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level opportunities without clear and rapid opportunities for advancement,

program fellows will leave the district in order to find those opportunities.
Finaliy a goal of most cooperative gchool district-university progrdms
ig proported to be, and should be, to bring about meaningful and planned
change in both institutions. One need not debate if all change or any and
every change is good. Most can agree that some changes in urban education

\

and universities would be helpful. Change 1s most quickly and easily N

e

accomplished on a charismatic, personal leadership basis. Structural,

{nstitutionalized change is much more difficult im both organizations. Some

\/charismatié change will occur due to any urban district-university program.

After the money and specifice leadership is gone, it 1is unlikely that
institltionalized permanent change will retmain.” Some smali amount of

the change that had been or might have been will remain. Institutions can
tolera}e charismatic change that rests on individuals because the institution
outlives tige individual and most 'others' outlive leaders, particularly
change agents. Thus, {nstitutions fight hardest for the statu<e quo when
confrontéd with structural, institutional change. But orgenizations, like
people have memories and habitual responses that are imprinted due to
experiences. The imprint of the cooperative program will remain and some
change =111 have occurred. Grand and global change« in institutions will
not likely remain after the money and peroons are gone, however.  Such an

Py

expectation {s unrevalistic and an unl ¥elv recult.

Conclu.fon
what then of attempts of urban school districts and universitics to

cooperite 1n the tratning and utilization of education leddership” The

progno-i. 1o not sood. but the difffcult fs not fmpo - ihle. We do not
believe that enlleges of (mhxrnti(unrynrl prosper withont the inputes fro”
. A4 n




urban‘schobl districts, nor that ;rban schools can solve their problems
without help and resources that exist in universities. The tribalistic
regression into self-sesving postures make such cooperativ~ programs
difficult, Yét some successes have occurred and these may expand upon. It
is likely they will be operated upon individual committment and trust among

a few from each organization. These prople may meet frustration and

disappointment, hut the goal for which we strive is worth the effort.

i a
ash
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° ’ The. Seleet ton and Training of Urban .

N

School Administrators

Bv
- . L
Lupgene J. Richardson, J1. . F
1 £ 3
3
.
. . . N . 4 — S .
A1 racial minorities in the United States fave bden wveteplitically .
.
restricted from administrative positions in public school districts,, While
S -
! . . I3 » . -
Blacke and other racial minorities constitute a large percent of the urban
wchiool's population, the number of Blacks in administrative staffs is small
he comparidon. lationwide, minorities account for 27 percent of the school
. | - .
vopulation. The pu-lic school populations in the Jaree urban areas are now
|
; € . ’
‘aver 30 percent’ non-vhite. . .
: Id

“ipnority group administrators are neceded in the wchool svstems for a

wumber of reasons.  Children of the minorities need to wee adult Tembers of

(heor race in positions of power and authoritv, Thev need successful models

from wailch to shane the ir Tives and aspiratiems, Uhea vouns, people sece that
N

combi v, of their group exercise power and gontrol over their affairs 1t rfves

. - . . : . | B
then A senose of varpo e and mot ivation toward achiceverent.  Coleman found
\ ‘hat ol the three attitudes neasared, sense of control over cnvironment showod
- €
\ t e strongest relationshin to achigvement.

cenality ofsapportunity means that minoritics mu-t have an egual chande

Co oot plministrative posts in the schoois,  The admin: .trative stafts o

' e .
° .

v
artre s ool diotricts Shonld reflect the ial md othnie conposiItion o

e otadent bodics and the cormunity.

S B TR VRTINS IS R VAU SN S VUL ST EPRS S IR Al vl R

Cosoen Clearsine. Tuis rentlts e the exelinsi From o lerat Ton
Gl sorntt v carning. His Tesults 1 the eXelnsion rovn \HHHI(«IJ}lO! 0
LIRS ‘
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potential students with personalitv attaibutes that will lead to succe-s

\ 2
it acadernne as wetl a- other fields. Holland reported that the California

Porsonatity Inventory vielded predictive validity significantly <uperior
’ 3
e .
to the Scholastic Aptitude test scofes o grade point averages of “ational
Merit Scholarship winners.,
Al

\
The Achiever Personal.tv Scale constructed * ~~ (., Frike [ is 4 pvart
\ ¢

- 3 ’ . . 3 . s ~ 0 .
of the empir cally validated Opinion Attitude . cetest Survey.,  Thie

scale measures personalitv associated with the usual criteria of acadenmic

)

.
stivcess,  DPeople who score well on the Personalitv scale ucunallv have eaualiv

.

whigh erade point averages in collere and work nup to their potential. ‘irller
and O'Connor state,
» .

The personality Scale pxggictq college grades about as -
well as the tvpical academic abilitv test. Furthermore,
scores from the Achi. .or Personalitv Scale do not correlate
with scores from the abilitVv tests. That is, the Scale
measures spmething important in academic success not measured
bv ability test. TIn short, the Achiever Personality SCAly
is a cond indicator of academic motivation and conscient rousness.

*)L'L\(lnﬂl ity scales_can be_used in select ing student e frommi Ve O U —— ——

.
thereby avoiding the bins of the standnr%,academiw tests,
U“

srades are frequently used as a means of selection fer adyanced

P

training prosrams. The rationale seems to be that those wha have done
4 =

. . . - . . . LD
well in the past will do well in the future. Tayvlor, Smith and Ghiselin

have <hown that even for highlv intellectual jobs like scientific rescarcher,
t vy '

superior on~the-job performance is related in ne wav to better grades 1m

s vollepge.  berg ,6 in a book titled Education and-Jobs: The Great Ty “ning
: : -
Robbéry, has summarized other'qtudies which show that neither amount of
. v,
educat ion nor grades in school are related to vocational occupat tons.

The training of urban administrators can be accomplished in cooperatian

.with a universitvi, Special prowrams can be developed utilizing departments

.

of e¢ducational adminiwtration and the broad course offerinygs of the other
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colleges. Program participants can either spend full academic terms or
Il »~ *

N '

summers only on campus if commuging i tho time consumiﬁg. OBher arrangements
\ L A
mieoht be made where the professors travel to some convenient place withgn

w00l district. This darrangement would, of course, greatly redtice

. > . N

the available courses. ‘ . 1 .
Besides the regualariy offered educational admin}@tration courses, t
¢ L 1
1 ‘ °
urban. school adminstrators should receive training in the behavioral

°* ’

sciences which provide a background that will give the administrator a more
o

sophisticated view of schools, students and society. The urban school administra- -

o

tor must provide for a highly diverse and complex student bodv. He must
/

in manv instances conceive »f and administer an organization that will
" ‘
]
not only help able voung people. learn but it must 2lso motivate the inerd
and reform and redirect those students of culturally different kackgrounds.
1

This is a formidable task. Courses that deél with the psvchology of

learning, behavior modification and personality development are but.a few

that deal with the problem and will prove helpful. ) .
- s

©

The design and administration of programs of instructions can be
better fitted to a community when one has first hand knowledge of the

peoplé, their styvle and their aspirations. A training program for urban

3 -

administrators should provide participants with experience in urban-communitics.

»

Uriversities and school diStricts can establish cooperative relationships

with stiable communityv organizations with which program participants can
[

he conne: od during the internship phase of their training.

Structured seminars are an effective means of integrating the thoughts
of the nducationgl administration courses and the behavioral sciences, -
and fOCHQinﬂ them on the problems of urban schools. Professors of }he

various disciplines serve to stimulate and direct the discussions. Seminars

. . . o /
alwo provide an opportunitv for groups of participants to get together to
4

” !




Eed

.

\ )
st imulate and reinforce each other and to discover each others' special

interests.  Seminars afford an opportunity fo¥ those administering the
L

' program to receive fecdback from the parficipants.
- 3

The internship 1s an actualizing part of the {raining program and
should occur in two pha-es. Phase one for a student would take place half

way through his course wark. This will enable the trainee toc learn of and
3 goug

. gain a feel for problem areas around which he can select future courses

upon returning to the university. The second phase of the internghip can

o

occur at the end of the academid work as is usually the case.

Practicing administrators of proven ability, from principals on up,

—~

(4

® should be urged to accept interns for training. TInterns should be placed
in 1ndividual secondarv schools as well as in other lcvels of the school

’ )
orcanizationg. )

Some trainees mav prefer working in areas of administration that do not -

deal directly with students. Job descriptions and the training requirements

for the many positions in the administrative ranks should be availahle for
!

the trainees. This will help to insure that the program participants e

rexeive the trainine needed for the areas in which thev wish to work.
It is grosslv wasteful of human and financial resources to estahlish

1 program to train individuals without planning for their utilization.

To maximize the rate of utilizatinn, upper level administrators in the

i
A . . i 1] »
school district should be made aware of the program, its design and expected
output. The upper level administrators should receive profiles of the
participants as thev near the compldtion of their work. The personned

of flce should be fullv involved and made everv effort to place program
™~

graduates in administrative positions leading to greater degrees of responsibility.,
The program participants should be tapped into the pipe line ot information

about position openinzs Program graduates should be encouraged to scrve
LI and
2
ERIC |
WJ:EEE '
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7 . on and be appointed to the various administrative and service committees,

thus increasingy their cexposure, experienc: and contributions to the district.

'4.\

(4]
.
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The T'lementary School Administrator's Perspective

By

' James E. Washington
- /

c. Q . * g

The purpose of this section is to discuss through the elementary

e

V3

principal's perspective, the training‘*and utilization 'of administrators -
/ for urban school systems. There is no suggestion that rural or urban

- school” systems do not havé; particular needs unique to themselves, but

becatse of “the complexities of the urban svstems there are certain needs. :

Both rural and urban administtators will agree that the role of the »

d

clementary principal has undergone significant change during the last

"decade. For the urban elementary principal many factors have influenced

that change. The few that may warrant mentioning are: the advent of

teachers' unions and their demands for ecqual voice in many areas thought
before to be solely the responsibility of the principal; the increased
parcntal involvement in matters concerning the schools, and the constantly
increasing need to qdjust to the mobile urban school population. No

loneer is the principal viewed as the "captain of the ship" or "teacher of

teachers,’ but as a facilitating manager who must like a baker, blend the
various ingredients in order to get the perfect cake.

The training of administrators generally rests with the colleges and
upivprQitius which have been adthorized bv their respective states to

grant certification: The colleges have attempted to change their offerings

in order to be more«relevant to their clients. Fven in their adju.tment few
= AN

schools differ 1n courses offered to prospective urban or rural principals.

The uniqueness of each seems to dictate a difference in needs. Uhile this \\
- AN
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1s not a negative reflection on university professors it is necessarv to
sav that in general most have been removed from the schools they Eeach
about, and their approach is more theoretical ttan practical.

The school svstems are in a p..ition of having to accept any individuals'
credentials who has been trained in a state certifying school. It is
possible, therefore, that an individual from a borough near Shickshinny,

Pa. mav end up, after a few vears of Leach}ng in Philadelphia or Pittsburgh,
4. an elementary school principal.

The urban school qyétems realize their needs for teachers and
administrators, but are not authorized to prepare them. The colleges are
authorized to certifyv students, but are not totally aware of the needs of
the school svstems. The mageting of the two functions ‘would seem to satisfy

a : ;
the end of each and produce the desired outcome. Tt would seem that when
the school svstems can express their needs to the universities and colleges
<
to meet tho s needs, each separate svstem has fulfilled its goal,

thile ve realize the importance of the propoer training, 1t becomes
L worthless excercise if the skills are not utilized. Imagine the quartcrhdck
who for four vears has worked to becoming excellent in his positien. He
hae become a pin-point passer, can change signals at the line of scerimmage,
read Jdefenses like a ten vear professional and earns all-American honors.
Hie work and trainins are for naught when he realizes that he hasn't been
drafted afrer the final round. Therefore the training must be toward a
purpone, and that purpose should be the utilization of acquired okill-.

‘av [ at thie time refer to a program which features some ot th facets
ilrewdv ment ioned and the reforqnce i« mide to the-Universitv-School

“.tem procram conducted between Pennuvlvania State University and the

School Svstem of Philadelphia, Pa.

N
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The Philadelphia- Penn State lLeadership Training program was one

of five “sucl rrams in existence in the United States. The purposc of
these program$ was to select, prepare and return to the school systems
qualified individuals in the area of educational administrationas The

]
planning of the program and the selection of the individuals was done jointly

.
%

hetween -the University and the school district. Although .there was an

expression by the school svstem that Rhe courses offered be directed

s
to particular problems d‘ the urban system, the ins&ruction was the

responsibility of the university. Althougq the university made certain

suggestions as to the place of program partidipants, placement and wtilization

was totallv the responsibility of the school:system.

A particular feature of the Philadelghia—?enn State leadership

2

program was the internship to be served by the participants. Internship

is not unique to this or the other school district university related programs,

)

tut” 7r-is not a requirement inm-many certifying universities

.

While students of education are unable to receive certification until
thew have partir}pated in a practicum period, it is possible in many
Imstances fgr students of administration to become principals with serving
an anternchip or practicum period. The internship segment of the program
allowed the partf(}pant the opportupity to observe and bocome involved 1in
administrative decisions and performances.

\ |

ltilizatiog o{ administrators in the urban school svstem tends to
depend heavily on the competition for available job slots. The difficulty
faced by candidates for positions, whether program participants or not,

that training does not guarantee atilization. The testing procedure is
N

eaual to allscandidated, therefore training serves only as an entrv into

F ]
the eramination. The universitv-school svstem program had as its' poal

l“




the ¢otablishment of a4 cadre of indivfduals prepared to handle the various
complex problems unique to the urban séhools. As alluded to previously

the utilization and training processes are not jointly done. This should

no be considered an attack on the school system, because it must be realized
i .

that there can be no policvy which, accepts, the products of one university,
and exclude the products of others, or even show faveritism to one.

The suggestion would appear to be a conllective agreement between the
urban school systems and the certifving universities and colleges. The
schools (univeEQities and colleges) must gaih a better understanding of
the needs of the school systems, and in order to do that there must be
continued communication. The school svstems must realistically evaluate
themselves to determine real goals and objectives. To reach this realization

it is apparentlv necessary to solicit the views, opinion and involvement

of the communit+.

17

e

fhere must he clear lines drawn to separate the role of the training .

inostitutions, and of the school svstems. The institutions should because
-

of the role it has have complete coqtrol over the training aspect, but

not without being aware of what the training is for., The realization tiat

wchool svstems have the right to establish procedures for utilizing trained

\
individuals 1s firm. Through the cooperative approach at least  school
svstems will be aware of how the candidate has been prepared. There is

little -<alisfaction in being the best trained harmonica plaver in the New

York vmphonv.

s
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Training and Utilization of Administrators
For Urban School Systems
By
William Ross, Jr.
A District Superintendent's Perspective

The turbulence and social unrest which characterized the late 60's
signalled the advent of a new era and preponderous changes the the public
schools of our country.

This was especially true in the urﬁan centers. The school administrator
had traditionallv been viewed as the master teacher, the instructional
leader, the answer t; every problem that might arise.

Schools had traditionally existed, aloof, almost in isolation and

oblivious of the clientele they purported to serve. Citizens in the city

stood in awe of the school. - They were expected to comply and accept passively

18
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whatover the school chose to do. Rarely did a citizen dare challenge the
wchools on its routines, its pronouncements, or its response to parental
requests., , \ .

The rise of teacher militancv and unionization - .the expectations built
up bv civil rights - the disillusionment of parents with pupil achievement
tn the basic skille - put the urban administrator in a new light. In fact,
the crv came from the communities that if vou are not relevant to our needs,
vou must zo. Tveryvone was caught. Manv schools of administration had not
v ally noticed the sleeping giant that had sprung its weary head. In
.ome instances, the curriculum had not changed for vears.

The course« in qchool‘Finince spent too much time on federal or state

tinance of <chool systems and not enough on the political forces that hold

the purse strings on education. The course in school law did not prepare

.
e




the administrator for those surprise happenings which might'bccur at any

time in an urha& qrhoollqetting which might thrcw him in the middle of a

big 15w suit, and, the last example that I might cite would be the lack

of svstems to prepare the urban administrator with the skills necessary

for coping with various problems that are confronted daily in large districts.
As a District Superintendent in a large urban setting with 42,000 pupils

from kindergarten to grade 12, my job is endless. I must direct the improvement

of the instructional skills through strong motivation, and educational

leadership of principals. 1 must introduce new educational models consistent

with current population needs and interests. I must articulate within the

district the various educational components in order‘to assure continuity in

the flow of the educational process. I must assume a majotr role with community

agencies to promote understanding of and involvemeht in the educational

deci-ions. I must set district goals and objectives that support and are

Q
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consonant with overall school district policv. T must monitor all resources
allocated to the district and, above all, among other things, see that the
administrators have the sufficient tolls to do the job that they are supposed
to bave in order to reach the educational expectations that all of us want.

Nur ndministratorf in urban school svstems need detailed study in the
area of human relations, negotiations, budgeting and finance, social services,
resources, recent national state and local school law information and,
etailed work in svstems analvsis, if they are to survive on the urban scene.

. -

I, per.oanllv, would like to advoccte what I call the medical model of
tramning for an administrator in the urban setting. Like the medical doctor,
the administrator in training should get a dose of what it is like with a
seasoned practitioner or clients who have educational needs. He should be

directle involved with wolving or mediating parental complaints, handling

draruptive students, in-service education :nd staff development for tceachers,

ey
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-«
have a %nowledge of problems of school facilities, be able to handlé school
accounts, know how to ohserve the instructional process, and be well versed
in new programs. The urban administrator should possess the knowledge of
how to interpret the data from research in order to effectively plan with
his constituents a balanced program based on the findings.

I mentioned eiflier that the urban school ainnistrator should possess
‘those skills necessary that are needed in large school districts to cope with,
Jand handle problems peculiar to his environmént and~situat£on.' The problems
in wocietv become problems of the school. Somehow, the administr;tor must
be emotionally stable, be able to control his anxiety, be determined and

y
aggressive, be persistent and at times tenacious, and, above all, possess
professional integrity. If, on some days, he finds that most of his time
is spent on problems of student conflict, unreasogable pa;ents, the problem

of narcotics, child abuse and neglect, teacher apathy, or ¢central office
1

hureaucracv - he must develop the art of managing himself effectively.

-

mless he does this, no amount of.- ability, skillj e*gfrience, or knowle&ge
will make him an cffective administrator in today's urgag setting.

It is a major responsibility, then, of the District Superintendent to
ut1lize the talents and strengths of the urban administrators in his charge
in order to effectivelvy make a change in the district to improve the qualitv
of life ror all of the constituents that reside therein.

[f we are to provide qualitv education, and meet not onlv the current
needs, but the changing needs - the skills mentioned in this paper must be

a

acanired bv the nrban administrator in the bi-centennial vears of our

countrv,

l‘l;
'
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Another District Superintendents' Perspective
By ,
William H. Harris
Introduction
Introduction .

The population size of the latge cities has diminished during the
past twentv vears. The composition of that population, however, has undergone.
significant changes. The in migrations have been largely poor, black and
Puerto Riean; The out migration has been affluent and white. A dwindling
tax base and the increased resistance of tax payers io spiraling budgets have
resiilted in a rash of rejected school bond issues. Paralleling this phenomenon
has been the civil rights movements, the growth of jeacher militancy and
student protest. Newcomers to ;rban America, influenced bv this activism

have in increasing numbers begun to look at their schools. They have contended

that the schools are not sensitive to the needs of their children.
Historically, the urban school and its fg;munity have been ideolngically
. . Lo . .1 .
close., Tt has alwavs, acgordlng to Fantini and Weinstein,  called itself
the great homogenizer. Tt has taken preat masses of diverse people and
, . .2, . .
acculturated them to the middle class mainstream. Phenix,” in relating
the school to the communitv, explained that the school did not exist for its
own sale nor for the henefit of any special group or class within society
but existed to serve the many and varied groups and individuals that
topether made up the communitv.

A number of current writers, however, insist that the present urban
3

~school is failing or has failed in that task and that the ideological

. ’ z . I
distance between what the school does on the one hand and what its clients
need on the other has broadened.

fn a recent studveof urban school problems, Fantini and Weinstein have

1
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concluded that the acculturation process is no longer working. The urban
school no longer, scems capable in its present state to transport lower class
masses to the middle class mainstream. 1In fact, they insist that an opposite.

result is cccurring.

Manv of the processes established by the schobls are
intended to stamp out diversity, both cultural and individual, so that the’

urban school actually alienates diverse pupils and keeps them disconnected.

from -chool. Spain, discussing the same problem as it affecys the local

school administrator, states that thie gradual separation of the school from

7 - s \VA
its communitv has provided a fertile field for critics and enemies.

4 et . .
Jacobsen, et al @ have also noted ‘the growing separation of school and

community and the subsequent exploitation of that separation. The attacks

have been primarilv of two kiﬁds: {1) Those who believe sincerely that tné
M = 7 ’
school is doing a poor job and.should be improved and (2) attacks'tpat are
<

malicious in character. The former is caused by lack of. undefstaﬁding of

/ , .
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That the school 1w doing, DV poor school-Community Yelations and unsound
. Il L}
R ' » . . .
financial operations. The latter is caused by persons seeking tax reductions,
: ~N

(= .. . .
those desiring publicit+ and opponents of public education. //

N -

Contemporary observers of the urban educational scene have listed several
-

- : Lo . . L e .0
factors contribut ing to the schoop~community conflict. Fantini and Weinstein

' vy LN

have s1id that the put migration of upper and middle class families from

! -

the (1ties have left the publtc scliools in those cities the habitat of the -
woci1o-economically disadvantaged, This trend has hclpca produce the conflict.

(he ochools have heen unable or unwilling to meet the needs of its nvw clients
t - ]

. o
and to adjnst themseldas to a changed milicu.  Fantini and Weinstein characterree
the urban milicu thnslv: \

» - -

"he urban school ‘has attempted to shv awav from thinps -
going on, it the real world which are part of an urban child's
expericence. Thus there is a dichotomy and tension between the
¢hild’s urban curriculum and €he school's more dntisentic

curriculum -- a dirhoboﬁv that usuallv leads the urban ¢hild
v

P
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“teacher, In general the larger the school .svstem thé greater the number of

admini-‘rative lavers. Thus we find deputy sSuperintendents, associate or

. . ) A
to label the schools curriculum as phony."

- ’ l
. 7 -
Charles . Stewart, et al  in examining the problem of urban administrators,
+ i T ‘\' ’ . ’
conclude that disadvantaged-people tend to be action sgekers and carrv a
. J ) : )

v . )

censtant sense of anxiety.,

.

v

The Field Administrator and The Community

’ - . - . . /
The sheer size of  large urban school districts make necessary a
- [ .

" l : - . . . o(
wide <pan of administrative control. The Superintendent in such districts

tandles the delegation of authority throdgh a systém of administrative levels.

.

The levels begin with the superintendent and extend downward~to the classro8m
‘ /

-

.

assistant superintendents, field or district superintendents and so on. The
field or district superintendent, unlike ethers-im-the-upper-administrative = ..

lavers, is usuallv housed or stationed in the district over which he administers.
L - i

-

hee is, as the name implies, the field representative of the superintendent

of scliools. The changing role of the district superintendent and other figld

s

admini-trators and the new expectation upon that role holds significance

for Lhe\;rainlng and utilization of administrators for urban school svstems.
v , ’
> a .

The District Superintendent and. staff exists primarilv for service

. { N > .
and support to district schqéas and thelr staffs, for educational leadership

in the broadest sense and (g? liaison between central administration and the

tield. Their dutics and responsibilities varv from locale to locale but
- £

+

seneral i+ include most or all of the following: o

l. Responsibilitv and accountability for decisionc invalviny the
’ instructional program, district personnel, the budget, pupfl -
sérvices and communitv relations.
-

Member<hip in the school superintendent's cabinet.
. A Y &
‘ N
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3. Leadership in planning and coordinating district wide programs.

4, Participation in the selection of principals and other district
. personnel. ~ .

5. Appraisal and evaluation of the performance of principals
and other district administrative personnel.

6. Appearances before the B@ardl
7. Direct community involvement.
8. Fxpenditure and accounting of petty cash funds.
9. Liaison between the field and central administration.

. »  Local urban communities continue to demand a direct input in the
v - .

running of their schools. The direct (action) protests that,characterized -+ -
this concern in the past decade have abated somewhat but parents still

"shop'" for quality schools, are concerned about budget 'items, demand removal

]
of unresponsive principals and teachers and urgae curriculdm changes. These

i
demands and concerns are visited upon the local school and principal but in

. A

. ")’
increasing number are being depositied at the door of the District Superintend?ﬁi;

Parents and commurity persons rely heavily upon line and staff

charts in determining who in the school bureaucracy has the power to adjust

.
A

a remedy. anortuﬁately such charts do littL% to. explain the dynamics of
1

« 4 .

real power in an organization such as a large system. While thev are useful
[N v

in qpiting forth the phvsical position of a role incumbent and as a kind of
4

map to quide those who seek to "work through channels,'" they fafl to delineate or

explain fully the true flow of power or where decisions are made. Those whom

-

the «chools serve and .who have legitimate concerns mistakenly made many of

[N

their demands upon a District Si . erintendent or principal who may no longer

e tnoa position to act upon them.

. . L .. 8
Alvin W. Gouldner in his book, Patterns of Industrial Bureaucracv,
describes the twilight of middle management. He discusses the encroachments

made upon middle management perogatives and power by unions. The growth of
. L ] *

[ - /
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teacher unions arnd influence in the running of urban schools is well
documented. Teacher contracts have carved deep inroads into the areas that

were' once deemed sacred to administration. While union contracts have affected

- »
.

upper or central office management, they have most directly modified the

perogatives of principals and district gyperintendents. School boards and
Y ]
their neotitiating teams have domspstrated a remarkable affinity for contracting

-

awa¥ the domain of their field administrators. Teacher unions now have a

direct say in the assignment of teachers, transfers, working hours, committees,

duties and relationships with students and administrators.

v In addition principals, supervisors and other first line administrators

. » ’ '
have organized themselves (in many urban communities)into . union type
organizations. They have negotiated contracts with school board& that
carefully spell out their relationship with the district superintendeént -and
central adminisfration. Such contracts, when thev exist give principals rights
that further curb the perogatives of their superordinates. Thus the
district superintnendent is becoping the managerial cutting edge..- In that
respect he is replacing the principal, whoe is beginning to unionize.
Field adMuistration at both the principal and District Super intendent
level, continues to bear the major 1esponsibility for pupil, parent and
N > 1

’

community pressure. ’ ceitral office administration, on the other hand,

.

has demonstrated scant enthusiagm for a decentralization of power and decision
|
making to the field. Matters of the budget, salaries of Afrsonnel, allotment
of personnel, gurriculum and the like are decided at the central office
with certain union contractual inputs,
In the area of pupil services, a series of court decisions, stimulated

by community and student advocates, have curtailed the power of field

administration in certain pupil personnel arcas. Manv of thd decisions




—

affecting student transfers, suspensions, exﬁﬁi%ions, drops etc. are no

lonper the judgmente of school men, but have been manhdated by the courts.
s . .

The courts have invaded the liollowed sanctuary of the school-client

relationship, forcing revisions in pupil policies. District Superintendents

mav no longer assign pupils at will or transfer pupils at will. Principals

may no longer susﬁend or expell without a court prescribed due process.

These forces impinging upon the perogatives of urban administrators
affect appreciably the manner in which they deal with their role Qrescriptionq.
Institutions concerned with the training of urban administrators and school

N

district utilizing them must take these new as well as the old constraints

into consideration. -

Institutions training -perspective administratorﬂqfor careers

on urban education must develop training models that will take into full

|

measure the pluraligtic power sources that run large and complex schbol
systems. These models should consider among others the following:
The demographic changes in urhan communities.
The dwindling tax base and the reluctance of dlocal, state
and federal legislature bodies to 'bail out" urban syvstems.
The informational and communication gap between the school
and its clientele.
The increasing power of teacher unions.
. The tendency of middle school management (principals and
supervisors) to oFganize and to separate themselves from upper
administration or management.

/

. 6. The entrv of courts into schonl decision making.

1Y
.

School districts in'their utilization of administrators trained in such

A
+ precepts would be well served to:

-
.

1. Join training institutions in settgng up responsive and

ERI!
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adequate training models.

2. Provide int.rnships that ;mpleﬁent training institution
programs. |

3, Give high priovity to the narrowirg of the community
information gap. %

4, Heal the breach between middle and upper management.

5. Utilize administrators versed in thé training model.
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Alternative Program Administrator's Perspective

By

Robert C. Hutchins

Large urhan school systems are faced with a tremendous challenge to
3

provide appropriate learning experiences and increased educational opportunities

for the various life styles o{ students living in the innercity. Students
who are caught up in a society that is rapidly changing, both socially and
technically. Thz educator in the urban school system finds himself faced
with increasinglv difficult conditions under which he has to do his job.

Crowded classrooms. limited facilities, shortage of supplies, disruptive

students, and austerity budgets all stand between théiﬁducator and his task.

A growing number of educational leaders of urban school systems are
increasingly aware that schools, as they exist today, are failing to meet
the needs of a vast portion of the school population. Federal and state .
legislatures, S;hool boards, universifies, educators, and community and
civic groups have sought and are still seeking’solutions to the pioblems
of urban cducation. This search for solutions has led many urban school

.

systems t; explore the role of alternative schools as a possible solution
Lo‘;ome of the problems, (motivation, curriculum, crowd control, scheduling,
disruptive behavior, and economics) which plague so many urban schools.
Innovative aléernative schools within the public sector have been in operation
tor a short period of time in Chicago, Philadelphia, New York, Baltimore,
perkelev, Nallas, and many other cities that are too numerousvto list. The .
trend toward alternative schools has captured the attention of educators
across the ndtion.

If these alternative schools are to prove useful as viable educational

models, then a training or retraining program for leadership of these schools -

21
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must emerge. New models of administrators don't spring, like Athena out of
Zeus'" head, they must be developed.

lLeadership programs must address themselves to the task of developing
trained individuals who can administer alternative schools and made them
a viable promise that offers fundamental improvement of learning and opportunity
for manv urban school children who need the skills, motivation, and broad
based experiences necessary for success in life beyond high school. A Gallup
Poll conducted in 1973 reflected support for the idea of alternative schools
bv both lav people and professional educators (62 per cent of parents, 80
percent of professionals indicated that it was a good idea.)

As alternative schools continue te develop (their numbers are growing
at a rapid rate), and as the nature and scope of alternatives within t%ﬁ
public school sector begin to expand, a rather uniduewneeq will be created
for training programs in order to develop ‘competent leaders for these schools.

I would like to present some ideas that I believe are relevant to the
task of leadership training for alternative schools. In one part, they
have been developed from the varied array of ldterature addressing the
alternative school movement. In another part, they are ﬁerely my own
wumble views on desirable directions that the leadership development process
<hould take. )

Based on an examination of the literature, including the November issue

of Educational Leadership: The Journal of the Association for Supervision

and Curriculum Development (1974) devoted to alternative educational programs,
it would seem appropriate to say that programs for the purpose of preparing
administrators for n]tcrgative schools, to a noticeable degree, have vet
to emerge on university campuses.

Wgthout helaboriné the point, it appears safe to say that administrators

.

will need to he trained in increasing numbers if alternative schools are to

“Nay
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continued as models of education change for urban school systems. In
order to insure that- more schools of choice develop within the public
sector, urban school districts will need to move to increase their dialogue

with universities that train educational leaders. Urban school systems

will need to provide clear and concise statements of programmatice school
system goals to the universityv so that both the trainee and the universif+
are aware of leadership needs.

The leadership training and developéent process should clearly be
a1 major concern of both the university and the school system. If special
educat ional problems exist in an urban school syséem that an alternative school
might solve, then special leadership training programs must be established
at the university that eventually will lead at least in part, to the
resolutign 6f those problems.

The selection process, whether done bv the university or by the school
district, or joinrlv, should be directlyv related to the resolution of a
specific educational problem existing within the school district. Both
the universitv nﬁd the ochool district must be guided in the selection by

An aseessment of the trainee's understanding of his or her committment to

the resolution of a specific educational problems through the acquisition

of certain skills, the mastering of certain knowledge, and a willingness

to explore certain attitudes important to the development of the studnets

who will eventuallv come under the influence of that individual's leadership.
The school svstem must, in turn, clearly articulate to both the

trginee and the university a willingness to utilize in a new and meaningful

. \ .

wav the trainee's knowledge, understanding, and competencies in order to

solve or help resolve existing educational problems within the school

svstem. Those trained for administrative roles in alternative schools

miot be afforded the opportunity to become change agents and make important

Q i
E l(j contribut ions that make a difference in a positive wav.
f‘l
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Properly trained altérn;five ﬁchool administrators emerging from the
universitv, after their training or retraining, must be made visible to
the school system. One method of assuring the visibility of a trainee is
that of providing the trainee an opportunity to serve an alternative school

internship and have a case study experience. The internship should be

Ral

adequately funded and supported by both the university and school district,
Universities will profit from the clinical setting and the school system
w11l have the advantage of determining a precise assessment of the trainee's
developing skills, understandings and learning theories that can be

directlv related to the resolution of a jointly identified school district

problem.

If alternative schools are to play an important role in solving urban

uducationai—probléms, a plan must be designed for the leadership training

and development of a@ministrators for these schools. Anv plan that begins

to address the very serious problems)that are abundant in urban school systems
should be jointly constructed by both the university and the school district.
Anv plan for the trainine and utilization of administrators for alternative

programs and schools must have a well thought out selection process, training

¥
{

component, and utilization committment. Alternative schoglq seem likely to

3

suffer from acute growing pains, and without adeguate and effective training

for leadership for these schools, we are apt to wind up like Columbus. We
don't know where we are going, and most assuredly, we won't know where we

are when we get there.

A e ——— e ¢ e
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A Central Office Prospective
By

Lionel Lauer

In order to view this program from the perspective of the School
District of Philadelph}a, one must examine the setting in which'the program
began.

A first consideration is that it was initiated by the school district
itself in response to an assessment of need relating to political issues
of the day. Student unrest, racial confroatation, under-represented minority
leadership in the schools and administration, decentralization and others

£ .
forced the district to:scrap hééetofore inviolate procedures in order to
open up the system. .

Nne approach was the use of a p%ovision of Fhe educational home rule
charter that allowed the superintendent to select up to 5 % of his total
staff without employing the tréditional examination process. A number of
cuch appointments were made as vice principals in secondary schools. All
such action was subject to board approval of course and ;as to later be

known simply as ''S7 appointments.” Pennsylvania State University made sincere

overtures to deliver certification programs to many of the abovr, who

incidentélly were predominately Black and not holders of the required ;
principals certificates. Several accepted such a program and an empathetic
relationship between two institutions took hold.

Going on at the same time was the detailed study of the vice principal's
position through a joint committee of ;dministration and the Philadelphia

Association of School Administrators. It was recommended that a position

of vice principal be established in the elementary school and present holders

l\‘\
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of that position be required to secure an elementary principal's certificate.
Spill another pool of personnel was needed whose training would meet a rather
high need.

The FPDA based program that was to grow from a proposal that Had
its roots in these causes, attempted to install several features in its
initial structure. -

Through a Policy and Selection Committee, one comprised of the Superinteﬁdent's
cabinet and leading universitv staff, selection of personnel for the program
was governed by the notion that a pool of eligibles be trained in areas of
administration where needs appeared to be emerging within‘a five vear period.
Initially the two major groups in‘the program were Vvice-principals striving
for certification and principals and central office personnel working on
the Ed.ﬁl or Ph. D. Those candidates not in administration at the time,
were afforded a three month administrative internsﬁip with the though that

t
this was an approach to broadening their administrative internship with

the thoupght that this was an praoch to broadening their administrative

background and also displaying the products of the program to key district

and central office 1eadefship. )

This historical development of our perspectivg must also call to mind

the sudden shift of conditions in Washington igfthe late 60's and early 70's.
K d
7

<,

Sources of funds that appeared to be dependéb]e dried up and with them
/

I

an expanding school district, in terms’’of personnel to meet the leadership
needs of newlv designed programs, becdme instead a system that struggied to
stav open from-:=one contract negotiating period to the next.

As our program's first wave of trainees completed their requirements,
the perceived follow-through support svstem didn't produce for the

participant what had been by him as the logical next step; that of a

promot innal opportunity. ey
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Instead the school district by action said to the cundidates, ''to a

yreat extent, vou're on vour own. This is as far as this program can take
) o

‘vou promotionallv. It vour training is sound you can compete equally with

eraduates of more traditional programs.'" And They Have.
-

However, as the song once said, "I never promised you a rose garden'

neither did the school district see all graduates moving to the superintendency
of a svstem or district @ithin a 3 vear period. Rather, if interest }n
producing svstem-wide change, for the improvement of opportunities for

childrea still exists then this new found pool of expertise will apply

their skill; for the renewal of our school district on a school by school
basis. We must at least light one little candle.

[his program has Peen respoésibYe for providing the certification
requirements to 50 people now on the job in vice-principalships in our
secondary schools and/or administrative assistants in the elementary schools.
There are now or soon to be 20 people who have been awarded their doctoral
degrec: several directors, assistant directors, prindipals, a university

s ’ ,
dean, key person with OIC and assistants to district superintendents among
them.

. The pool of leadership from which to draw still abounds with people
possessing training, creativity and drive. In an effort tu continue to draw
attention to the potential of such people two additional features have
heen installed this year. Doctoral program members have developed flve teams
and are producing research and position papers in areas tha!..eflect the
qupvrintendnet'; goals and priorities for the eventual use of upper
administration in dealing with the issues so reviewed.

As vou might perceive, such a pool of skilled personmel are sought

after by other districts and institutions and several have gone on to

become regional or national leaders. Recogninzing vast room for more sensitive

R




N .
support and development,of individuals the individuals the school district
must from the perspective of considering the original needs for first

implementing such a program, consider the Penna. State/School District

of Philadeiphia leadership training effort one most worthwhile and one
é

that will deliver dividends for many years to come.

36
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+The Insider Looking Out
) ~ By LA -
William L. Garberina 3

+

Introduction

. , ]
* The purpose of this paper is to describe the prccess facing a student

in a university—schobl district educational leadership program when he

decides not to retarn to the sponsoring school district upon completing -

14
t his residencey at the university. In an attempt to develop a congeptual 6 *

perspective of these events, the author will draw upon Carlson's notion

A .
of 'place bound' and career bound' superintehdents and apply it to the

|
. student process. . / . o]

§

W

G

The Perspeitive

Fssentially Carlson.concludes that individuals striving to enhance
their careers move through two general-patterns. The individual wholwishes .
! to imprové his status by working and remaining loyal to one organizaiion
is 'place bound' in his orientation. This individual perceive; his advanrement
through the intimate knowlege of the workings of the organization and
vears of formal and informal contacts within it.

The 'career bound' person who whishes to improve his status sees ' 14
advancementAthrough an overall commitment to his profession,, attenaance at

conferences to keep abreast of professional developments at the national

level, improvement of his profession tﬁr0ugh research and so forth, Alg@ough

the 'career bound' pattern seems more ideal than the 'plice bound' -
pattern, it has the same gnals; status enhancement and recognition.
N A

Q . -
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The Cask of Amantillado or Walking You In

When the author was chosen as a fellow in the Pennsylvania State
University - Philadelphia School District Leadership Program, he was
basically 'place bound' in his career pattern. After serving fivg years
as an elementary teacher, he became the administrative assistant to the
elementarv prinéipal #n the same school. The pcsition of administrative

' %

assi<tant is a lateral career movement in Philadelphia which can serve .

as’ a stepping stone to the principalship. Also, it becames the administrative

‘

burial ground fbf many individuals.
The authorﬁuuino intentions or working in a district other than Philadelphia.
\
As with othcq/£§rge school systems, Philadelphia offers manyv opportunities fog
advancement.‘ Administrative positions abound throughout the school district;
one car become a building administrator, or work in one of the eight district
offices, or obtaiq a position in central administration.obbreover, numer ous
staff positions at various leveié of responsibility are opened for application
each vear. To enhance a 'place bound' career orientatio. the Philadelphia
School Svstem offers attractive salary schedules for its professional
personnel, At anv given salary level, the city surpasses the surrounding
districts in monetarv rewards. This, of course, is a major factor in an
individual's decision to stay in the system and 'wait foy a break.'
- e ¢
‘here are some drawbacks to working in a large bureaucracy, and the
Philadelphia School District also exemplifies these factors. Many individuals
applv for the above mentioned positions. To qualifv for the list, written
and oral tests are generally given. If an individual passes these hurdles,
he is pl&ced on.a list that usually has a one or two vear duration. After
appointments are filled from the list, the other individuals are chosen as
people move, transfer, or retire. I[f a person's name is not reached on the

list, or he fails to qualify for it, he must wait until the test is given again.

1
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The author viewed the Penn State-Philadelphia Leadership Program from

@
4 'place boupd' perspective wiren he was accepted. He viewed the doctorate
as a form of mental GASSING. There would not be that many individuals applying

for a principalship who had a doctorate, This would improve the author's

\
chances substantially. Also, the\doctorate would probably give him the

. \

opportunity to qualify for positio&s in the district officés ahd central
admihistration. Finally, since the schopl that would last three years, there
would probably be special ‘consideration given to the individLals in the
'ﬁrogram. With this 'place bound' ‘entation the author embarked’on a

vear of residency at Pennsylvania Siate University.‘

3

The Battle of Jericho

)

After the first few months of residency at Penn State, the author discove;ed
that the other eight members in his group had basicallyv the same aspirations. The
doctorate would serve as a means to speed the provess of entering administration.
How:-.t, , two unique features of being a fellow in the program served to ,/
start the chi-ge of the author's perspective to 'career bound. !

Seminars were held once a week by the co-directors of the program. This
enabled the author to share not onlv his academic experience with the

F

fellows in the program, but to talk about similar professional problems

EN

in the city school system. As his conceptual basis of administrative
problems grew, the author began to view administrative decision-making,
aot onlv in terms of solving the dav-to-dav problems, but placing even
ronutine decisions 1ﬁ a larger framework of policy procedure . and social
system's analysis.  These factors broadened his horizons of possible
alternatives to administrative decision-making.

At the same time the fellows in the program began to discuss these

iooucs in the same light. The seminars became an arena for the d'scussion

LAY
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of conceptual solutions to problems, and the ways to apply’ these solutions

in practice. The academic experience was a stimulating and rewardiné one,
above the 'place bound' perspective it originally offered. The author

came to a belief that the reason administrators shy away from hard decision-
making to solve problems stems from the fact that they have 'place bound'
perspectives. If one views his career as unalterably tied to one organization,
his lovalty to that organization will overwhelm other considerations in

the solutions to problems. Mainten &nce of the status quo is the by-werd

for 'place-bound' decision-makers.

The other feature of the program was the encouragement by the co-directors
to write and give professional papers at national conferences, either
individually or as part of a symposium. The author became involved in
this portion of the program and was exposed to professional opinions from

¢
all sections of the country. This experiece broadened aig nerspective
concerning educational advancement outside of Philadelphia.

The program at Penn State also gave tpe author the opportunity to interact
with administrators from across the state. The author shared ideas with
rurual, suburban, and middle sized city %dministrators. He quickly had the

) ,; . N
myth destroved that the only place where the real educational challenbe l#es

-
%

%

is in a large, multi-racial, multi-ethnic school system. The challenge is
not the only one, it is simply a different one.

During the final term of his residency in the summer of 1973 the
author returned to Philadelphia to apply for two positions, the principalship
and administrative assistant. Although he failed to make the list of

principals, the author did secure a position as an administrative assistant.

The Walls Came Tumbling Down

i

somewhat frustrated with himself at not reaching the principal's list

he applied for principalship in districts around the state. He received one

\

3
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in a district close to the university. This appeintment put him under cross

pressure.
tle was, naturally, haj,.. to become a principal. On the other hand,

the Philadelphia School District” had invested time, money, and other

expense to train him in educational administration. This problem was
/

coupled with another anxiety. Although his residency was completed, the

author would have entered an internship upon his return to Philadelphia.

This would have placed him, for at least six months, in an upper administrative

level. in the school district. He would have had an opportunity to view

the diéirict process at a higher level before returning to work in a

school building. This, of course, was an opportunity not easily discarded.
The final decision, based on a career orientation, developed after his

experience at the university. It enabled the author to embark on a career

pattern that he was not considering before his admittance to the program.

Tt should be noted that the training received at Penn State, although geared

specifically to urban education, was broad enough to provide the author

with the prequisité skills to work in a rural principalship.




Summary
By

Frank W. Lutz

The above positions reflect several prospectives of our university-

urban district cooperative leadership program. These in:lude students
now holding<positions ofhz a high school assistant principal, one elementary
principal and an assistant principal, one administrative assistant to the
district .uperintendent, a special program director, and one who left the
district now returned and one!@ho returned to the district but has now left,
have expressed their views. In addition the central offices d{fector of
staff leadership and the university's co-directors present their perspective
as well as a district superintendent who workéd with many of the students
\ as administrative interns and selected several as administrators in his

v

‘ district. All agree on the overall general success of the program. This

\
\ "

conclusion of course, could be spurious - thev are all our friends and co-
partdé&pants, We the project failed cach in part had a hand in the failure
and of course if it is a success they, tc large measure, each contributed
to that success. But there are othor‘criteria to evaluate the success.

Seventeen persons in the program have finished doctoral programs. At

least ten more will complete in the near future and of the forty-five

who have been or are in thg doctcral program another five to ten willl;¥bbablv

complete. This is a good record. Of the approximately 150 in the various
shases onlv nine had to he dropped without achieving either degree or
principal certification. This is an outstanding achievement. As pointed

out in lLauer's section most individuals have bettered their personal-

professional situation. This is a good record.
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There have been problems however. These are pointed to through out

the papers.

1.

Thev include:

lLack of organizational or institutional committment (either
university or school district) in the perception of money.

This leads to the notion that such programs rest upon the
individual committment of a few in each organiation. This
was the consensus of 100 % of the five directors of city-university
programs funded by EPDA at a recent meeting in Detroit.

While generalized leadership training is necessary, leadership
for solving specific proglems is also useful. The first step

in this process is identification of problems and ordering in
prioritv. 1If individuals having some skills are then identified
and the skills additionally needed specified university-city )
projects would be more meaningful. University courses, internships
and research could then be directed at solving specific school
district problems and returing fellows could be placed in
strategical positions in terms of the probiem solving plan
developed by the district and the university. If correctly
handled, outside funds might be secured to assist in the

problem solving either in terms of research and demonstration
grant.

The failure to even establish much less accomplish this
process was the major failure of our project. There are many
reasons but in my view the major reason was the refusal of the ~»
school district to cooperate, even in terms of problem
identification, toward which training might be directed.

[n summarv, the evaluation report of 1972, the brief report
of 1974 and an addendum to the current status of students
where applicable is attached to this paper.




