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I,respdnsible for such programs. The interactions betweeg the different roles

“the external envirormment or the interﬁal epviromment of the administrator. Hence

- .of looking at thls is in terms of }ey actors and stakeholdere. They are numerous.

-

- P -~

1 wall gtate my central propoeltfan briefly_at the outset and then devote

N | DN . .
the bulk of my time to dllustration and elaboration. ,

1. The professional preparation-of educators is intensely and intrinsically

politiecal. Thie can be ‘termed the external environment of the dean or chief .
. . L] ' . . .

/ L - . . . - . -

administrator. ., " . R

-

2. What is true in the broad field of p"ofe531ona1 educatlon externally

’

is direétly paralIeled in the 1nterna1 enviromment of chief admlnlstrators o

L]

. . » ,
and gynctlone each,of us is called upon to perform is a "who gets what, when,

vhere, and how" question, and‘what 1s being divided up is the administrator's

time, talents, and energies. . . ) !

:

3. Orderly ﬁolitics is impossiblie withaut~£mnmxﬂ3'agreed upon fundamental

structures ‘and ground rules. This is equally true whether we are thinking about

the concept of "constitutions." ' o o

I'will explore first the political nature of the preparatioh%of eéﬁeational-
professionals, or, as I have terqu 1t, the éxternal environment. ! A useful way

P .
uacn actor has speCJfled roies that 1t can be expected-—or is sanct1qned-to perfonn

J
and each stakeholder group can be expected to try and represent its interests in
. ) 6.4 . ’

- S we

some marmer. ‘Fbr example, the faculty in feacher edﬁcatiop'can be expected to

|

,\ .

e i L S l}
. . : - : , l
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assert their traditional resp?n51bllity for the definitiep of curriculum, the
development of criteria for aémission, and the establishment of standards for

graduation. v . \ Q

-

The chief administrator of a department, colleée, or school of education

will etpect to have prime even if not exclusive responsibility for budget and

~

perj’pnel and major input into policy development. Also lodged with the
chief administrator in all likelihood will be responsibilities delegated by
the appropriate state agency respecting certification requirememnts and the

standards in penvsAof which teacher educaté#n institutions in the States are

3
- i

approved o recommend students for certification.
"Officials ‘of the larger institution of which professional preparatfon
_progrars in education arg a part will play important roles, especially in

budreting but perhaps also in othek areas)affecting program (e.g. enrollment,
N . -

personnel, regfétratiqn, placement, etc.)

~

The State Board of Education (or perhaps a Professional Practices Board): "

. —

plays a key role in defining requirements for certification. The manner in
‘which the administrative arm of the State Board, the State Department of

Educatian, carries'out its responsibilities will also bear on program.

»

That interaction is not always direct, as in, for example, on-site evaluations
.of professional preparation programs. It may be indirect in terms of- the

\\‘ ~ . . . . 9
v way in which state méhies are distributed to local educational agencies (e.g.

are .special education funds distributed on a programmatic .basis or a classroom
' ’ A}

<

3

* ‘unit basis; does the foundation formula make provision fpr in-service funds or

- create expectations or incentives for in-service activifies, ete.) or in the

-

elaboration of curricular gexpectations which have a way' determining how

~ . "

‘school systems define thqir personnel needs.

te A

> The sfate body responsible for administering higher education in a statf.

- often plays an important role, primarily though not necessarily exclusivgly/in

ERIC . ~ X\
meKvn X | :3' . | ;\




the publiec sector, - The way 1n-wnich state subsidies ere distributed to the

campuses oI the state system can have a profound effect on program, for

.

exarple, especially 1f the subsidy models are based on the history of program .
costs and therefore constrained by the past value juagments of local administrators

above the level of teacher educators.

Szate' legislatures get in the act, most significantly in terms »f decisions

about the structure for administeriggpgie;e certification procedures and in
i /

buage‘*nL for nlgqor and low education, ®*(Qccasiocnally they may even dabblq in

prescr:bzng curricular areas or aims,

Tne Federal government plays an oftee s?rprisingly direct nend.ﬂ.Most ‘
dramatic;}Ty, we might refer, for example, té the passage of P.L.”94-142 vwhich
mandetes,eas t?e price of continued Stete re?eiptfbf Federal dollars for the
hendiEépped; theladoption of parent/professidnal conferences to review annual

individualized progran prescriptions,_tofyay nothing of the implementation of

the concept Knowr. as mainstreaming, ‘ i\ ’/’I\\s\

v -
I

Students are important elements in the y
(g’: 4
directly involved, for example, in the govern

itical structure. They may be

.y

e of program By participation

in representative bodies or in committee respon 'bil;ties. They may have
evaluatlon respon31b111t1es respecthg teachlng program, They are the -

| .
consumers, and, as‘a staxeholder group in the mos} primary sense, they require

careful attention to see that their interests are §erved and protected along

with those of e larger profe331on and its ultlma clients, children, their
parents, and other learners.

'Accrediting\bodies at the regional’ and national level also can be expected

- to have importamt roles. .This varies depending where one happens to be

as an institution ip the evaluation cycle, how much membership may cost, who's

- /
trying to change/the\accreditatioq standards, and on what basis,
) .\ . p

| 4
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of lécal advigory bodies to professional

education programs is another influence in the political matrix, These
bodies, composed of professional and lay representatives, constitute an,

independent source of programmatic evaluation and input.

» 14

While the enumeratlon could go on further, this illustrative listing ought.

not to stop without mentlonlng the real 1nfluence and impact of the cooperating
a4

schools-and districts without whom profe331ona1 training programs as we now

know them would be inoperable, Increasingly the conversations with cooperating
« .

schools take on the character of a careful negotiation where mutual benefits -

are properly ingisted upon by both parties before often quite formal agreemenur//

r. | _

\w:nated. . v N —_—— T
The point of this elaboration of actors and stakeholders whose interests

0
o

14

- impinge upon the professional preparataon of educators is only to 111ustrate

how diverse the groups, how nugerous the‘“reaasu and, therefore, how dlfflcult
{
the task. Whatever professional education is, it is surely’ the outcome of the ¢

complex interaction of diverse actors and jurisdictions. " The chief administrator

T T

\‘?ﬁm._;g.professional education rmust operate éffectiyely in all these environments, -
pnderstand the dirferent struotures.agd incentive§ gu;d;ng’the,diverse actors,
attend'to the néed to articulate‘barallel strategies appropriate to each element .
in the larger equation{ and orchestrate all the instrumerts to acﬁieve desired :
goals. It requires fine sensitivities, a‘sense of when to bid and when to pass, | \

//// together with a great amount of energy and a healthy capacity for enduring' ° - 1

4 - \

e, .
delay in encountering rewards. : . . ‘
— ) ' .
If the external enviroﬁmenn%of,the chiegfadﬁfgzzzrator is intensely and |

- . .‘ R . .
intrinsically political, so is the internal enviromment. The more one attends 1
to the parallel, the more gtriking it 13. .
rd "
There are dlfferences, to ve sure The chief adminiatrator ig not different -

’ i -
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» o : o R
people, but rather is the samé-individual called upon at dlfferont times .and in .

L - different places to play appropriate .roles and funetions. Complicating and

enriching the situatiom, the administrator is involved in a wide variety of

roles and responsibilities wholly distinct (although not necessarily-apart)

-~ from the resﬁonsibilities growing out of the administrator role. The cruciol

>

question, -however,‘is the same: which funetion or role gets what, en, ,where,

1

and how (the classical formulation of what the study Qf polities is about).

Crfief administrators are called upon td perform a wide variety of personal

and krofessional roles. I present here an illustratisfe listing of those roles' ~

~

» ‘and‘functions’'according to the traditional distinction between things professional

. and things personal. I do this to facilitate understanding even though I am

I

F
I Y
///// g deepﬁy concerned that the traditional and so often unyielding distinction between

one's personhood (personal .being) and one's role (professional being) lies at -
. P . % -
the center of our difficulties, - s

An important role for administrators, for example, is that of evaluator or

judge. Is a program adequate? Does it meet standards? Are its outcomes

v b=
‘warrant promo@ion apd tenure? All of those‘questions are evalugtivehand

% o

Qudgmental.

i
|
Justlfnable 3 Is this person worth hiring or reappointing? Does that person i
J

-

- '

q B
All oflthem have the effect, however, sooner or later, of "locating" the

administrator. They entail copmitment to'a‘QOSition and the possibility of

being held to account for that Judgment. Consequently, they raise the prospecF

’
I3

of creatlng stress and demands for time beyond that required in the actual “ ) j
making of the decisionm, timé that may be consumogyoariously in explaining or

Justifying the decision to various indlviduals or groups ‘or dealing w1th the

= ?

v conaequences of the decision. Thus, the role of Judge ‘r avaluator raises the
prospect of a SQueeze on the manager &s a ﬁmctioa‘rnf Mible opposition a.nd
- ,b | .
,resultant demands against tﬁe manager's‘tnme. ;"* et

{
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'

Anbther administrator role conflicts with that of judge. Marfagers desire

(or. may feel called upon) to nurture, _guide, or help others in their performance

N * ' .
and the improvement thereof. When functioning in such a posture, however, it

seems important to separate oneself as sharply aé one can from the evaluative

¥

role that may be called for at some. future time. The requirements of a

successfﬂly nurtura.nt posture seem effectlvely compronnsed by an overt \
ma.mfes't;t\ibﬁ—of a possible future judgmental stance. ’ 3’\ -

Administrators nEuét, from time to ‘t:uge, project proéram, needs,. resavﬁ?t‘ees,'.

’
¢

and staffing into the future, The responsibility for institutional projéc:tion .

' may cx?te conflict, psychologically or ox’-ganizationallx‘, with current prograin,

\ '

“the monitoring and care of which is also a managerial role of no small>conseguence.
. N . N )

The conflict is almost certain to arise when_ projected program appears/éif'fer:ent

from currelt .

Admmls%mtors perform informational and linkage functlons. These functions

are desugned to communlcate program goals and needs-’ a.nd also to provide

-

opportunities to elicit reactions which can then be weighed a.nd accorded whatever

attention may seem appropriate. When everything is fine, performing the pubhc

relations fuhctiogs is a delight, When it is not, however, doing it at all may

»

be close to fraud or it may be an open invitation to conflict. '

N °

Chief adminigtrators must be leaders and followers; they are generals and .
lieutenants at the same time. This can produce anxious moments to say the least,

This -is certairily not a new insight. It is ‘a classic: problem of middle manage-

ment. What may be in the best interests Bf thé larger- inéti'&ution may not be

* [

in the best interests of the component. What is in the best interests of the

.

.component, may be troublesome for the larger unit. What is. important in the -
. /

context of this presentation isj&t the two roles required of the WS‘BMWQ

delimit more stakeholders n eadarily resident in the igger/person of the / 4

’ K J 'f R C
admim trator. B o . ) * 2 -



: -7- ¥

' ' R . . s
The administrator also has a pérsonal'being. In that capacity, the dean
3 . : ‘.

is child and, most likely, also spouse and parent.> Almost all of us deal

with the inherent differences in those three roles; the conflicts between them

send adninistrator and administered alike to the couch, whether or not there

may be some connectlon with the pressures and anxieties of one's profe531ona1
*? -
l1fe.

A1l the psychological, emotional ¢pgnitive, and creative needs an individual
may have also f1nd expression in the varlety of roles played in one's yersona]

life. We’ may be athletes‘ car1ng about our phys:l.cal selves and struggling for |,

~

the tlme in which to.realize thaﬁ\portion of our chosen being. We may be

"avocators",that is, people who have.identified some interests beyond the//// -
professional or famalial‘which'give us satisfaction or creative release,
whether it be sailing, photography, gardenlng, or cabinetry, dirt blklng,
camping, stamp collecting, hiking or flshlng. We may seek further understandlng
of ourselves or others, the exploration of things sp1r1tua;_or‘temporal, or
attention to broader public interests or perhaps. those of a more humbly personal
nature.

. These‘roles, too, compete for attention in the ch;ef administrator. They,
too, need time anoagttention, consume energy'and give piomise'of restoring commi t- i

N 1

i

Tent, purpose -and meanlng, yet o§ten apparently at the expense of the reeolutlon,

more quickly or more ‘effectively, of problems and hopes in the professional domaln
A
s \

1
R !

of our ‘existence. . : . ' .

. ’ \ - N l

-\

. Y
_of the two domains, ﬁrofessional and-personal, roles conflict

and compete. , ions between the two domains is perhaps flercest of all.

- -
Yo

For whatever, ref%tns-.-and they are many, for example, ‘the fact that our eplture
virtually ‘fore 8 us to dichotomize work and personal life or that our professlonal

ard ‘personal existences tend to occur in places and times which overlap each

|

i

i

|

1

0

%

|

R 1
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|
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other littie-—the mayor role oonflircts which seem ﬂo oocur tend to group often -

around the profess10nal/personal tension.i In mJ Qun existence, for example, ’
l’ -

I find that tne expectations that I, ‘the instituticn, and others have of me in

the performance of mv\qufessional role are of such an extent and sometime of

7

'’ \ P

such a character t at they often appear to 1ay threat to mw most basic ‘sense of

-
o . -

self, X
The demands are such that I find I must struggle to find even modest amounts ’
. \of tine to spend with the most Significant other people in my life. Demands for

serVice to others are such that attending to one's own growth and deVelopment

* comes across as selfishness. Desires to be nurturant and supportive conflict
- 1 N

with the judgnental cHaracter of many of m§ personnel responsibilities. The °

. t ’ - // i ' ) ’
. litigiousnesszgf Anmerican educdtion at all levels appears to require a care in

~. ’ * H " B . 4 ’ N ]

: _data collection and analysis and an attentiveness to procedure which borders B .

\
L]

on cbmpu151veness, both of them so time consuming as to leave precious little

¥ [
time for carrying out what by rights ought to o;/the/cgntr!& purposes of the“/

organization. The instances when accountabilit demandiaare-made against me’ ;
- ' N ,;\ . . J:
1n-the absence of reciprocal serv1ces rendered to me which perM1t the denands . /i

LY

to be met are too numerous to me%?ion. They‘create a 31tuatidn where large: - .

portions of my time are spent trying to persuade, forde, or bbx people into \

dOing for me what their Jobs say they ought to be doing as a/matter of course,

'Institutional or managerial nonms which work against administrators displaying '5
the range of feelings ‘and emotions which ‘help to define ~the human animal further

+ delim#t our sense of 1dent1ty to say nothing of allowing7us ‘an 1mportant release i

. . - |
Y . v ' 1
.

which'helps to keep people whole, ’ . . %

— When all of this is con31dered together, when the different roles and fUnctions

.are examined and all the,p01nts of potential conilict understood and appreciated, .

— the nature of what I an calling the internal political environment begins to / ,@i

v




come acrosL. It will be hot, co fus1ng, uncertaln,,' ftense, and highly

'of accepted practice, just as well ee a fq?mally wripten and adopted document.

“is a hany faceted one, In this country, for exi ple, a portlon 1s to be found

problemétical. The - 1nportance of clear sense of 1den i3y and basic “purpose,
in polltlcal terms, a constitution, seems cruclal. * . *

Al » [ tetied Ce - e -

What do I mean by "constltutlon"? pr can I use the term in reference to

- ’ v

both external and internal environments as I have called them? e e
I use the term conetltutlon in a quite tradltlonal way to refer to the
basic purposes whlch gulde a polltlcal entlty)together with the dellneatlon
of the fundamental structures in terms of which those pprposes will be SOught.*
In tﬁbt broad sense, the educatlonal establishment - i;} any other major seclal
/
or hunan serv1ce enterprise) can be sa1d to»have a constntutxux but so can any

. -

individual.- The constltutlon need not be wrltten down- 1igcan be the accumulation ~

k] - ~ .

T U

's'" , . '
I recognize-}that it may see strange at first to apply the term "constitution"
o : . . . - .
to individualé. I Yhink it becomes especially important and prezgggtive,-

partlculariy for individuals possesslng'extraordlnarlly complex ex1stences o

-

as a congedience of the numerous roles and functlons they are expected to ﬁerform.

Let me speak first to the 1mportan&e of cmstitutions for the organlzatlons deans

4
h

are immediately resp for admlnls%/ylng, éhin’io the 1mportance of their: ‘

‘ L .

-

own ccngiitutmns as 1nd1v1duals. ' ‘ -y ' !

The constltut;on that ex1sts for the educatio establlshment wrlt large

.

. N . T

in the Constitution of .the Unlted States, Article X ‘of which reserves to the

\ [

states those powers not explicit1y~lodged in the Federal Govermment, Education,
\ - / - .

not assigned federelly, is dne of the powers reserved to the States.' But beyond .
' N ! 7 . )
that, and omitting consideratio# of the obvious Federal interests .and involvement

in‘educétioh (‘justified presumaﬁly uﬁder~the‘gengra1 welfhre clause which is giso

L
- T
i &
. ! P 5 vl »
L

:
;
1
1
1
L
g
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» there is deeper realization that the enterprise we are engag

& ’ ,s ’
T is Ubw1lder1ng. True, there a accepted practlces and arrangemonts, and at a |

certatn level of generality a high degree of .congruence in appropach,across the

nation as a whole. ' : e .

Given the large number of actors and stakeholders alre dy referenced above,

3 Il “re

however, how can a de rbnent, school, or college of catibn approach matters
constitutionally and why is this desfrable?‘ Obviously, no sfngle academic ' .

entity charged'with responsibility for professional education can develop or®

~
’ ¢

enforce'for the whole eddcation establishment a constitdtion in the sensg I'mn

‘talking about 1t here. What it can'’do, however, is devise one for 1tself/énd /

* '

/

4 hY

attempt to examine and relate t§§bther elements 1n analogous terms. In other

A 0
. ”

words, organizations with constitutions have standing %o ask other organlzatlons

i

to function in similar term$ according to their defined‘charters, Qn_to formulare

P4

{

such understandings;'or at least to operate in terms that are’roughly equivalent,

G T LN !
"It is to be expected that most ‘academic organizations responsible for

L

v ¥

€ L

'professional educatio’n have some %Of governance structure and that is &
. start What I am suggestlng here, however, is that the issue of constltutlon

or governance will be more fully considered and appreclated {f0 the extent. that

* r

) =

in is polltxcal
¥

and not merely aeademic.

b

Rec ‘l the long list of actors and stakeholders in

N

e political enterprise

cslled profes81onal education.. Faculty,

s

Board of Educat;pn, State Regents, the State Departnent/of Education, the

L)

-

leg1slature, professlonal assoc1at10ns, cooperating schbols and dlstrlcts, students,

]

‘ and others are all involved. The domalns, responslbllities, roles, fﬁnctlons/

{

/
and needs of each are dlfferent some»times d1st1nct,rsomet1mes overlapping.

. N £ ’

What an academic organlzatlon -responsible for training or re-tralnins profes31onals
. s

>
-

+ - . - -t
.

A}

'
5




for the/lr rolcs in education req;ures is an unde ng of 1ts

w’, /

rst
wruch ‘will enable »t to rel \te approprlatefy to @Z;.vers

/ 4'/ :I
, which 1}) encounters, - 2 £
A A S ’ /’ - -
o It needsf, therefore, f1rst to be qleay}/its own fundamental purposes. ’
. P - 5 ]
. ,/'/. Defining 1nst1tutlonal goals is jt’ame co ng, confhct generating), and '
o/ PR -
P g difficult It will always be a poh);ﬂ/c_ai eﬁ’:cerprlse, for 1t will 1nvolv
/ / /

Ve
. presentatlon and exa'ru;natlon of daverse values, some ofo which

pd

w:Ll‘,l want to be rep;:esenteci./l’eﬁmam : ; .

vested therein vb’ill—inevitably e mpet'e wgfth concep'tions"pf

. the, orga.nlzatmn Ought to be doing. - C 4 DR

_ The dlfflculty with engag:mg in a basic
. , - A
- ‘such an effort will almost always have to
k - v e B

v

an activity in its own right. Since many w111 pe;‘ce:/ve it/ as an actlnty

0 ’ N

i . Yof high generality and a\].chSt by def:.nltlorr not* médlate ¥, usefu.l it w:xll

- . . ~ ,

wos . be v1ewed negat1ve1y »because of its competltlon mt{the m@diate press of -

Lt e 5, v - L.
. »payoff of suéh an act ity, however, is that ence it is done and @nqe,’some
. . ° ~ ' o_ © o . ,‘ .
‘ o degree of conSensus has beeri<arrived -at as. to what the basic¢ burposes of tl;xe~ .

.

| - ]
/e day-tof-day res 51b111£1es whlch we all have dlfﬁculty mee‘-t.lng a.nyway. The | .o 1

1 organlzatlon are, it then pmndes\a\backdrop wh1ch s1mp11f1es a raft of other - ) |
issues and deolsions Mbich from ‘time td tme/ll eonfront the orga.m.zatlon. . ) .
T AT A few exampleg may D&hel) L. Let us s‘ay.'the or;anj.za‘bxon chooses t@ - ;
,/ Hy 1 ) establish as 11:3 | 8O ‘ “ 2ing program." Thzs will allow it ) 4
- '" g /" to dispose relatlvely ‘ wivl/ehf entail getﬁhg invol‘ o " ) /1

kinds of. act1v1t1es.
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e, agai with new realities or desires. A~ a somewnat different level, nowever,
-
‘e e - asreemert about purpose may contrlbute measurablv 1o aay-to-ca'v 'nana?emen ™
‘ *

Y

Tne Orranizatisn mignt establlsh as a basle bperatmg premse tnat.,stucents T

e

. ‘willf vave access to altemative-routes 1o achieve program ainms, - Once that

3 v

. . criter:a is edtablishecd, it beco.«es a ruch simpler 'na».ter 1o e‘a. ine and . /‘

* ‘
- s - » ’
) "nold prozra'w to tnhe accomplishment of that end, ” It 1s no longer simply 'a‘,' N '

[

matisr o7 3Gns,u&tat,1ve sugges ulon, but is now ins‘titutlonal"' policy.

~
D2fin purpose is one el’(e:nt of an' organizatifn‘ conflditution. . The

.’ N . . . ) . ' /“
sructures, temporary-or conc}'xul‘ng,, on t"\e basas .of which ¢ carries out . . :

’ . Y
.

its responsa®iiities,- 1nc1ud.1n5 1ts c,overnance, are equ 1ly importa.nt. A . - :

N

) moment azo 1 madz2 a dlstlnctlon between political and academc enterprlses. .
= ~ e - organizational and adzmin: strauve stru"'t:ure that is polltlcally o*‘1ented - :
." ~ Y s /‘ 4 . :
o vO Trne ed: sedtion o- '.)r"o‘».eﬂs1 ona"s le be one, w‘uch is capéf)"e of enco**nass’n, ‘ |
. . 44. ¢ /,/ -«

in fluences W 1ch will o=

ofe deliberate, dnd af‘coum:able way the m

e .
v ‘4 »

LG

> “brougnt *o Year. It would be a- ture where “he rol-& of the Var:l.ous ﬁ,
. i "9 . .
.+ actors within the organizalaon are defined arnd:.lnierrelit!d,- where the access - .
. \ - - ess
‘ l . pol"‘ts *“or dive¥se c'oncer'ns to different structural elements are specified, a.n..‘
. . ' N . i
T w‘pere" the totality Of concefns which may impinge upon thé organization. can be -
. ) L 4 -

L]

seen to he encompasse@ Who are the actors in the College° Who are :zt,s
{ »

e . -

- s@?e‘colders" How dd *they .£ain access to pollcy develo;xnent a.nd :.:zzp].ernentzrt:mn9

-

.

v’l’ereare what kinds \T\Pohcles ,fommlated’ How are they to "be admlri:wstered"

at are‘ the cqnvent}ons applled° How ca.n determ\:.ned pohcles be easily accessed

.by thoge wno have .a need”%o know? All of -these #nd more are the kmds of questlons
L ‘g.- . whichr need to be a.nswered‘ ) - ' : . . . ’ ﬁ
o* . ‘ % +There is “no one format for doing X Different inst:imti'ons e.nd (liiffez:e'ﬁu :
e env:.ronments and dlfferent people wil pro&uce ;l;fferent stmctures. mt I wbuld |
‘ -.‘ . submt Jhat the basm premse, fhe pohtxcal cha.racter of the enterpri.se ;xee,ds ’
.‘—;.: SRS . G to ": I ‘ vd T
' O el . ’ . . .o s e ' . )
-. \ o " 13 ,. A , P
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full rocog;'ntion in tever’ finally gmerges. . ‘

T 1s time no?. 70 t..l;'n to tqé application of the concept of constl Tution
o

.

to the personnooc of the dean. While much of w"xat I have Jjust said about th

Lwoorta:ce of const1tut10ns for organizations will seem sens:.ble and perhaps

b, ¥ 4
‘even o’*vzous, the usé of t"xe tetm in reference to mdlv-lduals may seem str nige.

5 . - N [ Y . k.4 \/
1 say trat because I sense an awkwardness myself, even while I am convinced
. . ’ .

< )
. ’
-

trat it is ap:)osif-e. - ) . ..
£ cnief admimistrator combrehends in his or her person a wide variety

) It . .
cf’roles,/q&ny of which hold promise of potential conflict. Among tHese may be

!

" fousd suchfroles ap child, planner, evaluator, spouse, program monitar, paren’él

~— -

- f - Gt . ‘
leader, ~!‘.’oca‘cor follower, figurehead, hnknr, and so'on. All of tlese roles

co*rpe+e "ar,tme, attantlpq, and energ. 'All spY’“g from' real needs and
: o -,
interests residen*'in tho\admlmstrator at dif? erent times and in different

L hd

¢ . .,

- places. ' ¥ Do : . X

o

s

T Iv’;;l’a*‘ DOSlth““ is that unleﬁs the admlmsi:ra‘tgr has at some leve'l a sense

’
’

of con*musness ab®ut purpose and structure which ¥s parallel to that

¥{ations also. require, the, admlmstrator mll ‘sooner or later encounter

’

dszlcultles. In the current a.rgot what 1 am talking about 1s a more

. \ . e
4

osyncraues anc; the envuronment mvﬁuch we find otrselvesa It demands a
nacious wllllngness to perzodically set as:.de scarce’ resources of time an&
er@ to undertake that kind of-searching ‘self-examina«tibn,- the courage to

.

‘ qeqk help when one needs it and to ask for .tt even whgp one-dgesn't "feel the

’

n¢ed for it, and the frame of mind to dwell q‘-]:i-ttle more on the cosmic co:ped;r'

o

Y 'S v

s
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» A cnxef dz1qlstrator ooerating acdording tb-constitutional principle  »

4
- . [
»

ir in2 sense tna* I am talvlng aoout tnen nere woq;c be recognlzable on ‘the

follomn~ scores., One would flnd, for example, the ablllty to answer when asked

L

,what the two or’ tnree most 1mportant guldes ‘to actlon are, to be able

[

.

to identify a relatlvely small number of primary goals, and to have some notion

\ - -

£ the lexacon of managerlaT strategles and tactics which personally feel most

_ easily accessible, ‘comfortable, and effective, Absent the above someone who
wouli oe willing to exam1n7 the questioﬁ fairly intensively would aiso be a

. . ’ *

prime candidate.

. -
Trese tdeas are too new to go much beyond what,I have ‘set down here
\

. L)

how to go considering persoggl constitutions. I am

I have few suggestions
s

1

sure trnere must

L2 . -

-

be chosen ang shaped by thew. - K 5
- ‘// ) * ~ . ~ ) ‘,. .r - l )
1 am copsiderably morg sure of the importance of this conception, 1. T,

many ways and that the r?t ways for given -mdividﬁals must
. - i
)

N : ) vt B ‘ Lo .

tnink-that the corteption of internal political conflict between roles as a
) e

L -

framework for understanding the behavior, perfefm

.of administrators-ma;‘prove Y. considerable value.
_be helpfu%.’ One consequence -of this view is that it
- arQitnary distinction between.tpe'professfonai ;nd personal dimensions of Y
acdninistrators' existence in fa.vbr of, a more complexzbut realisftic interaction '

1lps to dissolve the

4

of a wide variety of roles and the exped&ﬂnonsand requirements attendant oen each

That helps to d1ssolve one more of the rather arbitrary dlchotomies

¢

cohtemporary life whlch togethezl_igjglllz__ﬂaiemn hasg suggested, constitute

problematlcal premises which contribute so mueh to the problems faced by

the contemporary world. _ - o ‘. '

A second illustration may he found in what it suggests about why ,) .

IS 4 N . -

S .
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administrators fa:l or why they turn over their posts so rapidly. The failure
- - ' .
“isn't becagse’dly;preSSure" per se, or because of accumslated injuries or
LI 4
. M A . .
‘ embitterment at norisupportive or negative decisions, and not because their:

- energy gets used up. These, I would submit, 4dre all symptoms of the real

problem. The real problem lies in the accumulated internal stress resul ting

from an i1hadequate consideratiorf, understanding and prioritization of diverse
, ’ - I

and sometimes contradlctofy roles. The behaviors which result, behaviors which

' finally must be owned by the'managen because they did in fact get emitted,
[y ! : : N
either produpg problems of sufficient magnizude .in the external epvironment
. - . ) .+
to lead to removal by others, or they produce so mgch internal stress that sthe .

-

.

individual exits more or less voluntarily to‘eséape that which has become

v

° psychologically untenable, Whether or not that circums celis consciously

- v . - 4

. ) ~
rgalizea or not., : .

I1f my‘analysis of the internal environméht has any measure of truth to 3

s it, then the dzily realzty of. the 6hief‘admiﬁistrator‘is ane of a eontinual

~N .

coping with the cospetition between roles. That press, as I have said, is "

' intense, highly personalized,~idiosyncratlc; and ‘hot, It begins to suggest

why'so many‘of'ué find-the cool, .highly generalizéd, crisply rational ‘character *

..

i
v |
1
|
v, ;—///gf the bulk of fﬁé researéh on administration and panagement so singulgrl} |

— . unhelpful. . ’ foo ‘ . ’ ..



