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1 always appreciate eurh a d%nerous introduction because of the variety of
’ uays I've been introduced kot 1ong ago, a school super1ntendent introduced me .
. to his boa;e by saying, "And now we'll. hear the latest dope frof NSBA."
I'm going to begin \1th three assumplions: First, you now know what we
mean by schooi board "po]icies.“ Second, you are totally cenvinced that your
board's po]icies should be written down in a compreﬂensive, up-to-cdate policy
. mannal) And third, they aren'i.” | |
' My goal is to tell you exactly what steps to follow to. create a syceewatlz -
_and.up-to-date district manual of board policies and adm1n1strat1v; rules. The
. ‘process I'm descr1ue can be used in any district, whatever shape your policies
- ) are in. It worke GQUally \e]] for dlStrletS with no policy. manuals at all; fef
. those whose manuals .are slzghtly or hopelessly out of date; aed for disiricts
which have nanua]s, but they contain such VdSt vo1ds where vital policies should
be that they fail to guide adm1n1straiops—%heeagh—erUCTa%—TSSUES‘

Now you might. expeéf this to be idle adv1ce com1ng from someone who is

nelther a school adm1n1strator nor a board member. And adv1ce is & thankless
\ -
usiness, as a fr1end of mine - a teacher - recent]y rem1ndeu me. We were

spending the eveninj looking over papers ﬁer fifth gnade students had turned in

P4 after a great books unit, - And 1'17 never forget the unconsciously profound

sumiation of one young girl: "Socrates,” She wrote, "was a Greek ph11osq?her

o who vent about giving people good advice. They po1soned him.” ’

.
¥

Actua]]y, the process I'm going to describe was deve]oped by the Nat1ona1
4
Schoo] Boards Association's Educational Po]1c1es Servmce - EPS - Six years
age. It has withstood the test,of time. " It h\s\proven aooptablf to the near.y .

-25 percengtn'the nation's 16;000 school districts that have subscribed to o »

Uy - - - cL . .. - - - - .- - . S e g, e - TSR S
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it over the years. P]edse’teep that berdéﬂtage in‘mind'as 1 coht;nue, When what‘ - .
1 déscr1be sounds next to 1mposs1b1e o ﬁ; ecze into yodr budget or yodr
schedule, remember that the impossible is-only someth1ng that Tooks 11ke what
nobody’can do until SOmebody does- it. - - s !' .
‘And policy manual projects, as we call the Erocess:’have been undertdken~
by mdny board hefdre yours. S o
How do you 'go abdut a policy manual project? f prefér to think of the
job as a seridg,gf decisions -;.deEisions which are preceddd and fd]]owed dp
by some good hard vork. It's a team effort. Both the board,and the administratign

play key roles. For those of yhu who are board members, you'l] be—gJad to know

‘ that you're going to be responsible for theldeeisibn-end of things. The hard
vork, administrators, belongs to your staffs. .
. : . ) ‘
It is administrators who are responsible for accoiplishing the eight perforniance

/
ob]ectrves we've.identified as stepping stones to the board's policy manUa] goal,

- They are: . ' ‘ 7 N

~

1. To 1dent1fy and cocde all existing explicit and Jmn]led po]1c1es of the

board. You'll need to concentrate on this objective ‘1f_you board S .

B policies -- besides being filed in" a manual -- also can be found scattered

,around in student and faculty ha'nd'boo_ks, negotiated agreements, board .

m1nutes and so on.

i
4

2. If the same is true for adm1n1strat1ve rules, ob3ect1ve two shou]d have

- _pr1or1ty; It is: To 1d§gtligggnd code all existipg adm1n1strat1ve rules, ..

- policy. - £

3. To separate- -board po]1c1es from administrayive rules. You should plan to

-

- ' . meet that obJectxva.lf sta:\yents adopted/hy the board or issued by the

vadm1n1strat1on overlap, if they'nbscurc the ro]e of the board as poliey-

4

i

" requlattons, and other-procedur;}\instruments designed to implement board | 1
. B Y |

. , » 1

|

I

|

1

|

|

maker and the_adminisiration aS_pO]JCy Jmp1ementer1_' e
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4. To identify and reconcile all govern{hg statqmgﬁﬁs vhich contradict each dbiher.

5. To identify and eliminate all coverning/statements of the board and administra-

tion vhich are obsolete, trivial in nature. or inadeouate as policy guides:. -

To Tdentify and eliminate all governing -statements which are contrary to
u;v .

»#*  state law, state education department rqgﬁ1ations, and attorney ceneral or

state edwcetxon CO‘11<S1OW°Y ru11nqq

7. To 1dent1ff v1t1] areas of concern which curnent]y are not cowered by

. e N 7

o ‘ o :
-8. TJo pﬁ!!ﬁre recormendations for board action regardigg nceded new policies

written policy and/or ru]es

and/or policy revisions.

', Those are the objectives. You may need to‘dect,éne or all of thcmxgo put
your policy manual in tip-top shape.
| 4 Vhat s _your f1rst step as a board? 1 am go%ng to sbend the féma{nder of
my time makﬁng two more li§t§1 The first covers the f1ve magor degy§1ons i
7schoo] boand must make to get a po]1cy man;arﬁprogect off the ground. The second
lists the ten specific “tasks. adm1n1strators muSt accomp11sh in Qrder to place

an up-lo-date pol1cy manual back in the board' ség;nds three to nine months.

later. That's about how Teng it takes, depending on what shape your policies o

. P

are in now. . ’ ) L \

3.

L

’ First, the board. [ . &'~ S .

The first dec1s10n the boand must come to 1s recogn1zﬁng the need for
\

a8 policy manual pFQJGLt I dbn 't need to prand on that po1nt You are here.

You came in A]tn at féqst some- 1nk11ng that your board' S po11c1es could stand a
o . S
] L . - \""«u ‘ . T .
]1tt e wor . \Q;NN .
* But how do you go about 2. Thqg,br1ngs us to vour second decision: Should
you hire somecone from 0ULS1de to do the Job, or assign the task to the | V

administiration? Once again, you signed up forc this clinic. I m assum1ng you wa nt'“

- HAre- {haﬂ a list-of ftﬂutabiv-tonsu%tTng‘fTrms a1fﬁbugﬁimgny do an"cxcelTont JOb.

fl ~

N . O . ,
3 r'y LA L YR
. ¢ . . . e . :
- ' . . ..
. ¢ 4 - -

. . .
. . ; . . f -
e .. .
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to the prgject, consultants are great. Of;coqrse_xou pay forltheir expent1se.

You know, 1 come from a medical fami]y. And,physicians, 0 a man

(or to e womany if you prefer) are a proud 1ot For good reasdn. They've been

‘ tra1ned to see and do things the rest of us know noth1nﬂ\abnyt, and we're

w1111ng to pay-for the1r expert1se. The value of expefts is well illustrated

fatal retribution. And a po]iéy manyal is one of them.~.I'm assu ing you're

,/,:::>*<:E§[S\i2; pointers on how to do the job yourself. You've already mike decision
: numbertwo. Now as a whole your board‘shou]q take some-&;tfon. Ydu should

approve the time and expense neqéssary‘for the\adninistfation to capry out

the project. +

. Part of the second dec1s1on, then, is to est1nmte your budget. | We recommend ;
figuring out five separate costs: - (1) the indirect sa]ary cost- forla- prgipct

director who can devote 20 percent to 50 percent of his or her -time tk thd/proJect .

[

" during its duration; (2) & full- t1me prOJect assistant for the project's duration;
(3) office space and sUpp11es, such as an'electric typewr%teﬁﬁ a doze or. so

.reams of paper file folders, and SO On; (4) binders for 671 copies of|the policy
manual so you can d]ssem1nate them w1de]y, and (5‘ photocopylng and du ]1cat1gg, .
the cost of which w1ll,vary w1th the number of dosuments«the phggeci dd ector '

w111 search and the number~of sheets to be 1nc]uded in a]] f1na1 copies & F .the manua1

\
Yy.* -
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I'& love to give you even baill park f1gures as to the average total cost
L \
of policy manual projects. But the factors that affect cost vary S0 widely from
district to district that a figure.wou]d,be-meaningﬂess. ' .

You've made the decision-to get the job done, and you've.commited yourself

~ financially to do1 it inhouse.. Now you're ready to choose a c'odificationc‘system --?

-~

"‘the director, you ]1

decision 3. The two most widely used are NSBA's a]phaoetical code and a numerica]

Ty
“

. “ . ' e . ’ ;
system (the 1000, 2000 series). Some districts\oeiiiz their own. You shauld . .,
evaluate as mamy systems as you can and select the om® yhich will best mpet the

needs of your school district. B : o
| I say "the one that fits best" because ﬁo system will @it perfectly. And‘—;
try1no Lo plug every sentence a particular schoo] board considers po]1cy 1nto a

universal .coding system ‘can be frustrating. Thé task calls to mind the tﬁb:greatt;
-rufes of 1ife, the one general and’ the_other particu]ar. The first, as ye3a11

know, is that everyone can, in the end, get what he wants, if he only tries%i-

That's the general ruTe. Then there:s the particu]ar rule: Every indiv%duaﬁ
‘is,/more or less, an exception to the, rule.

Actually I-was going to do-a sixty-second commercial here because i believe
your choice-of a coding system will greatly affect your satisfaction with the(’ -
finished manual. Considering my émployer, how can I not profess a strong .’ |

preference for one system over all others? But I'n put my persona] biases

aside. I don t want to sound ]1ke that pompous Church of England c]er1c who

ll[

work," he\sald ou in your way and I in Hyts

Dec1s1on four:\ Select a project director’and an assistant. ,In choosing
§
vant to look for those qua]1t1es I mgntwoned‘earller -- an

i (‘\~ ;u

I hgﬂ; the ab1]1ty ;

understand1ng of board/adm1n1strat1on roles; an *pprec;gtﬁén Qf the log1c of all

Ity

i

_the categorwes in the policy classification system yowr

IS

’ A

s

— not Yong ago remarked to,a ubn conform1st co]]eague "We are both doing God S .

1)

‘to"wx ite c1ear‘Ty"and conciseiy, and “someone Tﬁ‘th”SUfﬁﬁ{mt“‘t‘Ehm"E"m" e o
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the dﬁstrict to be familiar with its past policies and practices, 1ts traditions,

1 - AN

. problens and“aspirations.

" "And the assistant. That person shouid be d capab]e clerk-typist;who can -
do careful, reliable work w1thout close superv1s1on lYou']l want'someone

who'il have no d1ff1cu1ty becom1ng thoroughty acqua1nteo ‘with your cod1ng sys+em, and

who is resourcefu] lﬂ 1dent1fy1ng problem arcas * before taey get‘frozen 1nto

" final form But it's got to be someone who a]so won't nnnd do1ng all the cutt1ﬁg

and pasting of documents; all typing and duplication; proofread1ng, co]]at1ng, and )

..
P ) ¢

so on. | 4 .
- I -

. The board\f’final decision is to help the project director'fdentify*all documfntsd

to be searched for existing po]1c1es and rules. When NSLA s consu]t1ng staff 0025
L3
1nt5 a d1str1ct they rely on 18 basic sources. Curren district pract1ce usua]]/

can be d1st111ed from these documents: (1) tﬂe_nrggfnc board pol1cy manua] and the -

¥

. state educaé‘qggcode (2) _ the preseﬁt book of adm;n1srrat1ve rutgs and proceoures
¥ \ ——_ » ,
(3) the: Nast several years board m1nutes, (4) the current compensat1on gu1de -

rd

and contract with both profess1ona1 and nonprofes,1onal staffs* (5) currently  »
active aom1h1strat1ve memoranda;- (6) current annual- budget documents--partlcular]y :
is they incorporate program goa]s and obJectlves, as ln a program budget (7)

. current teachers' and students'’ handbooks, (8) board—aoproved staff comm1ttee
reports; (9) board apptoved citizens adv1sory and consultant t reports; (10) board- %
lapproved cooperative agreements with other d1;tr1cts, federa] proaects and foundat1ons {
these documents will have gu1de11nes‘ that have ch@’fbrce of pol1cy, (1)

board»approved bu11d1ng program and educatton spec1r1cac1on$, (12) copies of the -

—~super1nteddent s and staff contract forms, (13) purcha51ng gu1des, requ151t10n‘
3_; forms, purchase oroers, and so on} (14) emergency operat1ng procedures ® (15)

‘ school ca]endar; (‘6) use.of Sch091 fac1]1tTes forms, -(17) -organization charis;

-~ - N "/,e
- . Pl

|
, |
and (18) job. descr1pt10ns. t . LT > s N o i

- .o o C - i 3

“With those Hocuments in hano’ Tzw/e “PYOJth”IﬁTEC’tOT’S “job reaﬂy begings— -~ ———
.;- .‘_‘ B . . 1 . - ° - .,’ - . f
A ) . Tt . ’}’:.“,7 . . . ; ) . A;




-list, -another word to the board members ’ ©

Board members--e1ther as 1nd1v1dua]s or as "po]1cy committees' --shou]d

-

|

|

I

|

‘~ |

e . |

He or she has ten distinct. tasPs to perform or oversee. Before I make. out that ‘1
|

1

not be engagcd in project act1v1t1es I m asK1ng you to d1scourage the eager
volunteers on your board who want to dig in-and-perform the function of project
"~ director or assistant. :VolunteerS“cannot be held accountagle for their work.
. In addition, it is very difficult for a board member to identify po]icies “as.
| they are“ and resist the temptat1on to try to create on-the- spot new po]1c1es

"as they shou]d be.' A]so,1t 1s extremely difficult for other board members ‘to

criticize or evaluate administrative work done by a fellow beard member. It is o
- - ' -~ . .

i

_ more important for board members to use ‘their time and energies id/lcoking’éhead,
planning ahead!? end'dea]ing constructively with current policy brohlems and
issups. - ) | )

- -Now what are these‘ten~tasks?

’Ihis will be very technical advice for policy administrators. And rather tian

_take notes--especially 4f you're board members--]et me 1nv1te you to ]eave one of

" your stickers W1th.me after we're through//and I'1 see that you get a repr1nt Qf\f

many of‘the points 1fm mak1ng.' .

We'll ca11xthe irst task "the search1ng and f1rst coding." It is the action

/

step the prOJect director must take to ach1eve the first three objectives we

" listed earlier: 1nding and codung board poli es and adm1n1strat1ve rules, and/// e

-

éeparating policigs from rules. The projeck director, in this step, should read

through all documénts, yith pencil in hanﬁ, and assign a preliminary code to f

each’ passage that s e]ls out govern1ng statement; from the board and central - -
adm1h1§trat1on. ATong with a code//he--I ni go1ng to use the mascu11nei§gnder

* in the un1versa1 sense from here on 1n--shou1d inuicate whether the passaqe 1s

the stuff for bbard poliky or adm1n1stratﬂve ru]ing Or whether it s ,f“

‘n

= - e - - LA AL — — - A - e mm i e - O p——

j ‘
o Merely supp]ementary 1nfornatron. (Explainse 1o¢ coding and "-R" and "-E".)
- .o . . iy :A - E . . .
' - vl . L . e # 1 . . . ’ .

-\\"
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{ask A2 has a name also: Ne cal] 1t "arr;ﬁﬁe;:nt\of source- documonts

Ahe asswstant, in this step,

It is a c]er%cal task for- the prOJect assistait.

shou]d cut out eaéh passage coded by the directory and p te it onto a separate

page. The code for each passage should be p]aced in the upper rlght hand corner

of each page, a]ong wath the.notat1on as to whether the passage is a rule or

policy Then, a]] pages shou]d“be put” Tn orderaabv'a]pnabeh—or»numbernzdepending._ -

on the cod1f1cat1on system you use. L

* Task 13-— techn1ca1«ed1t1ng and f1na] cod1ng»-- takes p]ace when all documents ‘

It is the act1on step for atta1n1ng obJectt//;/

aments.; e]1m1nat1ng obso]ete, tr1v1 1

have been arranged by the ass1stant

4 through 6: reconc1]1ng contrad1ctory stat

or inadequate po]1cy guides; and tossing oud. statements that conflict w1th 1pgal, | .

statz, or federal laws-and regulations. ' In this step, the director first/ reviems, -
4 .- n

the®-22d sheets, looking for statements that might be combined, or furtherrseparated;

O

or ff*ss-refehenced or e11m1aated because they are, oi sccond thought,,neither v'

fanual. Second,

po]z“ﬁ=s nor ru]es, noz exh1b1ts appropr1ate for 1nc]us1on in th

='1els the pre]1m4nary codes he ass1gned to passages that remain. Once he's

to tne Best of his- ab1]1ty, he procz2ds

1 i 2 /!

he r

satis? xed tnat all documents are, categor1zed

»

to edit the sheets. *

His'goa] here is‘to impose the discipline of one writér t

He W1]

nay have been wr1tten by many writérs over rany yéars.

a conslstent wn1t1ng style and pattern of punctuation. And h w1]1 e]1m1n

He wi]l nake sure mean1ng always }s’clear.

redundancies, ‘cut out verbal fat |
/s

|

1

i

i

l

This is very 1mportant Schoo] board policies should be written for. the aud1ence /

who~w111 read Ne1ther staff sstudents, parents ror other c1t1zens wa]ﬂ

/
have an easy time p]owing througn rowvis of 1ega]°se and “duCot]Oﬂa] Jargon. L’ // .

"1 read a paper the other day on the. art ef orqan1zat1oral cownun1cat1ons

The author was trying to make he poant that we too o.tg; ass1gn a mnan1ng to

- - A ~ c - - —

o . Y N e e - J
.- . ) . : o . 4 " —~
~ v - ;
- - . . . i
.. v . . . ) , . .
. . 1
' ‘
o . - . ;
! . 1
R . - - . . S . ‘ - : i
L \ . ! f 1
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H ave som cxamp]e’ they ‘re messages a verterans hosp1ta] rec91ved 1n ]ett

fro vivey, husbands, nothers and fathers of pat1ents.

PL S

One nore: "IW accordance w1th -your 1nst

twins 1in the enc]osed e'le]ope.~

‘m

-So«much for“clar1ty

/.ww1th task #4: Setf1nq up th'

'

. size folder for each code/gmployed in ycur policy classification system. The purpose

cen+ra] f1les., You snould have a separate legal- s

- of theseaf11es is twofo]d One to hold the/ original copwps.pf«alﬂ po]1c1es and -, .

rules, p]us;whatever copies of each you might want for distribution. Aﬁd two, to «

“hold resource materials such as 531§72‘3;11C1ES from other d1str1cts, news ¢lippings,

» ~

and similar "policy background" informatign. Even thouch you won't- hdve a p0]1cy
< 1 '

in every,cd?e in the* classification system, you'll want to collect reference

-
041

materia1s:iﬁ‘thbse vacant" codes so that you "] _have p]anty of resources. should . *
you need to K\ow what the major 1ssues 1n‘a given, a{ca are in a hurry ‘ s
Task ”5 Txging. Another job for the ass1stant ~dhen the techn1ca] ed1t1ngf“//y;

s comp]ete, th ass1stant will txpe the master shects or stenc1]s, fo]]owlng

and superwntendent. Af*\{ s

by the project dirdctor

.
PP AU - . - o T — [ SUASR—
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L Task 16 tosscs the progect back to the director for what e 1t/pa11 the

. ’ ’

K director's review, research and necommendat1ons This step calls for q/;}dééf/

v Y

1nspect1on of the nearly comp]eted project. It will satisfy objectives 7 & 8:

Identifying.holes(in'the policy minual,-and ff]]ing thet. A1l documents should = _
' be reVie“ed wi%h department heads and other staff menbers as necessary. Dangerous -

k2

gaps n the manuatl shou1d be noted. _It is at this p01nt that the director will - =
~ e 4 ’

wapt to research what/k1nd of po]1cy statemeu the board should have 1n rmportant

f“ - areas not covered in the basic documen he research d. “Atthis stage the

P ":5 3 ) ‘
,Cﬂear1nghouse, Samp]e p"11c1es n v1rtua11y any top1c are ava11ab1e upon request

+ to'schaol districts subscr'

i

‘ h1s proposed revised and/or new p011c1es and--wherd necessary—-the companion rulés .
for pncsentat1on/f{/aough the -superintendent--to the board

e

Task #7 As the superintendent's rev{ew Once the proaect d}rector 1s

ing to th1s serv1cev Then, the director shouLd draft'

sat1sf1e(/w1th his own work, he should present a draft of his proposed "finishead"-

.to the super1ntendent fqr his eareful reView and eva]uat1on The manua]
¢
's sugcest1ons have been

\
L

*

1ncorporated into the manual.

®

Jcture. Task #8: preséntation

At this point the board comes back intO‘the

A
-

fo the board and board or]entat1on The superinte

manua] (1nc1ud1ng only the no-problem po]1c1es and u]es) to the board x

.

~ .

ent will present the eomp] tcdﬁ

dec1s10ns vhJch.do not rethre new approva] The recommended
, - .

subsequent action. Sotie port1on of this presentatlon snoqu aim a or1entﬁna

-all board members L0 the rat1ona1e purposes, and character1st1c of the manual

'system being’ emp]oyed ST A -
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Disseminatiop® of the completed po]1cy manual compr1ses task ‘#9; A mechanicalt‘

step, but a very 1mporcant one. The board's policies won 't' have much effect if no

Y
o one knos about them, We recommend copies for each board mewber, key eentra]
oftacerstatf; principa]s, emp]oyee assoc1at10n-1eaders, schoo] 11brarqes, and

.

possibly. the press and cownunlty ]eadeus. ) o ,

of course even after a]] that uorL, you m1oht -have troub]e mak1ng peop]e

»

aware of board po11cy. I haven t seen a p011cy manaa] yet on “the bestse]lers

-list. The probdem was apt]y depicted by a new. EPS subscrlber n C1nc1nnat1 not
ﬁ
;10ng ago. e vere satt1ng ]1stenang to N1111am Saf1re ta]l at the A A.S.A.

.\‘

» cbnventlon ]ast February, and he handed me a note w1th his. adaptat1on of° a Hi

. 1d com1c strip: It went like this:
Page: Look Stref JThe royal scrjbe has bound all of your

e beautlful volume. /; . o

_King: You ninny. JJts bougd on 411 four s1des‘

Page:» Strange, S]re. It wag published a year ago and'there has not been.g

~ : N 4 ) hd

S one complaint yet! . . . o 2 B
Leb's see. Ne 've got one more il ' haintenaﬂce. A1t will have been ':

}or naUght 1f someone on the’ staff isn' t(made responglble for keeplng the manda1 v

- and central files up ) to date’ Thatl h‘?hgagd a]so‘take charge bf codvng o

P v

L - and d]ssemanat1ng hew m 1a1s to- al manuaf ho1ders, and reca1]1ng the nwnua]s -l

» -t
. . < Y -

ear to- check them for accuracy. R e e . o,
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that s a po]1cy-manua] pnoJect. BUt your manuaJ w11] never be comp}ete.

aty]east‘once

» LD S

process of po]icy develogfizg.goes on...and on. and On... '2i‘
. - ‘ 0 - " .
T L Aﬁd sQ apparenf]y do I egan by say1ng I d give you adV1ce, and I 1] N )
v end up by 1gnor1ng somg: As every speechwr1ter'knows“ 1f you can t say 1t 1n o :

)
20 m1nutes, you shou]d 'go wr1te a book I m go1ng to 1gnore that adv1ce for one

e s —]
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reason: All that I've said has already been written down in handbpoks for boa(df
« : P
‘ . ‘. N . p g - ' ®
rembers: and administrators. The handoodks:, th2 cleari use -I!ve weéntioned,
the coding system -- and more.~- are -all part.of the Hational School Boards
N . . , - Ed . -~
- Asspciatior{,‘s Educational Policies Service.  If you want to knoWPmore about this:*
ron . ° . A . : - -
service, see re after the meet'\g; at NSBA's booth toporrot, or call me whep' we .
all ‘get home. o . B * .
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