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ABSTRACT

*A STUDY OF ROLE ACQUISITION AND COMPETENCY DEVELOPMENT
JF FDUCATIONAL ADMINISTRATORS IN THE LOWER RIO GRANDE
JALLEY® '

Focusing upon practicing school administrators in
the Rio Grande Valley area and utilizing a competency
sased education framework, the purposes of this project
vere to (1) chart the processes by which an individual
secomes a school administrator, (2) identify competencies
the school administrator needs to perform his role effect-
ively, (3) develop a conceptual framework that lends it-
self to understanding the university's role in the overall
process of training school administrators, and its quest
for a competency based educational administration program
wvith applicability to the everyday administrative process.

Given the general performance based framework, certain
questions were asked and answered regarding new directions
taken by the Pan American University School of Education
in the area of school administration. Some of the ques=
tions were: "Bow are students Selected?®, "How are they trained?*”
and "What programmatic structure best enhances competency
attainment?"”

Intezrviews and questionnaires were used to gather data
regarding formal and informal modes of learning the role
of school administrater. A pilot study was conducted which
led to the larger research study. The pilot study for this
project involved structured interviews of sixty-four (64)
Valley administrators with emphasis on the formal and in-
formal processes of becoming a public school administrator.
A mailed questionnaire was developed and sent to two-hundred
forty-one (241) administrators in a four-county area. The
sample included principals and assistant principals at all
levels, superintendents and assistant superintendents and
central office administrators such as personnel and spe-
cial program directors. This questionnaire was returned
by one hundred seventy-one (171) respondents for a 71%
return. The researchers followed-up these investigative
techniques with twelve (12) non-structured interviews
with graduate students, practitioners and college personnel,
each lasting 60 to 150 minutes.

Participants in the study overwhemingly indicated
that their formal training at the university was of little
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©r no consequernce with respect to their performing their
adminigtrative roles. The particivants' perceptions are
that the role is "learned” both before and after role
entry on the job in the actual school environment. School
adminigtrators ‘develop their roie competencies in the
field—a live laboratory. Conclusions of the 3tudy are:

1. university training is embarrasingly deficient
and ineffective,

2. informal modes of learning,-anticipatory and
Jevelopmental socialization, are a more puissant
manner for competency development,

3. the best characteristics of formal and informal
modes of development must be merged-—classroom
technicues and theory must be supported by field
interuship experiences,

4. more university attention must be given to com-
petency development in areas of individual
improvement and human relations, and

5. more study must be completed for defining adminisg-

trative competencies as curricula are developed.

Pan American University should attempt to make their
new found school administrator's program (two vears old)
more relevant to students’ peeds for develoving role
competencies by moving more and more into a strong field
based approach. Additional strategies like gaming, role
playing, CAI modules, simulation, and action research
need to be stressed and combined with those proven tra-
ditional techniques. It is appropriate that internships
should be lengthened with increased amounts of responsi=-
bility and authority given to students., It seems likely
that in order for Pan American University to become a
more effective vehicle for school administrators to learn
their role, new programmatic and organizational struce
tures need to be adopted.
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PREFACE

It was not the intent of the researchers to add
superfluwus fuel to the fiery inferno ignited by critics

" of educational training programs. Fashionable though

it may be, criticism in and for itself lacks value as
Godiva lacked modesty. Of paramount importance is the
fact that evaluation and criticism must be followed with
serious dedication to finding solutions. This summary
can only highlight the general areas where attention to
solutions must be centered. It is most obvious that
piecemeal, "band-aid"™ solutions must go the way of the
dinosaur. Whether aware of it or not, university cur-
riculum designers have no divine immunity to the disease
of extinction. 1In order to bring themseives into the
society and needs of the twentieth century, they must

set themselves to the task of organizational restructuring.,
The present skeletal structure remains standing supported
shakily only by man's irrational obsession with main-
taining the status quo.
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INTRODUCTION

The Texus Educution Agency has recently emphasgsized
the implementation of competency based teacher education
programs in Texas, Ag‘is the case with many new prograns
pricr to their implementation, mény questions remain un-
answered reqardinq the structure, goals and implementation
process of such programs. All members of the teacher
aducation profession share the responsibility of addressing
themselves to these questions and attempting to f£ind
answers. Many educational Programs are designed in +he
“ivory towers" of our universities, or in the bureaucra-
tic offices of state and federal agencies. These sources
for new programs are far removed from the classroom and
the one-to-one teacher-student relationship, and are at
times not conducive to fulfilling the real needs of students.

This study inspected the training of school administra-
tors using graduate Students,pnuxdtﬂmums, and college
teachers from South Texas as sources of data. Because of
this study, new directions for the trainin§ p?égram of
8chool administrators at Pan American University are
posited. These new directions for the training program
represent tﬁe realities of the role of the school adminis-

trator to a c¢reater degree than are now practiced. It was

10



assumed that the knowleuges and experiences of graduate
students and practitioners would provide great insight
into the ijesign and implementation of an effective

competency based administrator education proqram,

PURPOSE. fThe primary'objectivé of this resrsrch
was to gain insight into how individuals bezrme cimpetent
school administrators. Others have studie: compe tent
school administration but have limited their span of
attention by focusing mainly on skills of the adminis-
trative role. As a result, they have found themselves
cataloguing and defining a list of skills considered
representative of adminisﬁrative competence. It was
the intention of the researchers to avoid this narrow
interpretation and to widen this research focﬁs to in-
clude the total process of.becoming a competent school
administrator. fTherefore, in order to inspect the
process of becoming an administrator not only must onn
ask "What is competence for the administrative role?",

~but also "How is the administrative role acquired?®
The two ideas are inseparablz. It would be intellectual
arrogance-to clajim an understanding of "role competence”
without also delving into the process of "role acquisition.”
Competence is primarily a by-product of the process of
acquiring and playing a role. It is this process which

ultimately defines school administration or, stated

11
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differently, it controls the rple behavior of school adminis-
trators. It directly determines which individuals become
and remain school administrators-—sometimes with striking
disregard for actual role competence.

A series of field research techniques, including
structured interviews, non-structured interviews, and
mailed questionnaires were utilized. The data were
gathered with the following specific objectives in mind:

1. to chart the processes, both formal and inforwal,
by which an individual becomes a school administrator,

2. to identify the campetencies a school administrator
must have in order to perfom his role effectively,

3. to develop a conceptual framework which lends itself
to the understanding of the university's role in
the development of school administrators, and

4. to provide insight and support to the university's
school administration program in its quest for a
competency based administrator education program
having applicability to the everyday administrative
process,

Within the general competency based framework, the
basic question of how teachers become school administrators
wiss asked. More specifically, how some teachers 1eafn to
t:«come competent school administrators was asked.

Additional investigations along this line of in-
quiry are needed presently to identify potentially pre-
dictive variables from the experiential and expertise
dimensions of school administration for Pan American
University's administrative students. These identifi-
cations will allow those in charge to develop theoreti-

cal constructs and relationships for direction of the

12
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administration program. This investiqation was designed
to meet some of these needs and to help the Pan
American University, Department of Secondary education
develop a competency based schcol administrator's pro-

gram founded on hard data tested in the field.

DESIGN. Two studies were conducted—a pilot study
and & followup study. The pilot study was conducted in
the fall semeste~ of 1973. The data, findings, and con-
clusions from the pilot study gave impetus to the second
and more compréhensive study.

The pilot study involved 64 structured interviews
of school administ:rat:ors.1 At the timec of the interviews,
which lasted approximately 30 minutes eacﬁ, the 64 sub-
Jjects were practicing administrators throughout the
South Texas, four county area. Besides providing des-
criptive and personal daﬁa, the structured interviews
enabled the researchers to construct a mailed question-
naire, to design potential avenues of inquiry for the
unstructured interviews, and to analyze the subjects'
perceptibns of competency areas for school administra-
tora.2 These initial interviews allowed the researchers
to determine the adm'nistrators' feelings, attiﬁudes, and
perceptions about the training they received at the uni-
versity and on the job. From data collected by these
interviews, a second study was launched. By design, the

second phase of the research depended upon two data

13
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gathering techniqueg;h First, a mailed questionnaire

was developed, sent, and collected. Two hundred forty-
6ne questionnaires were distributed to all school superin-
tendents, high school principals, elementary principals
and gsgistant Principals in the four county area. A 71g
return was realized. Second, twelve unstructured inter-
views were conducted. These interviews lasted anywhere
from an hour to two-and-a-half hours in iength. The
interviews were conducted by both researchers, and the
interviewees were graduate students, practitioners and
college teachers of school administration. The resultant
data from all techniques used wefe analyzed and are re-

ported later in this document.

[
[
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'REVIEW OF LITERATURE

From .he outset of the project a theoretical frame-
work -as sought that would lend itself tr inspection of

social processes of role acquisition within an organiza-

3

tion. In their studies on school administration, Miller
4 . .

and Ortiz recently utilized the concepts of ritualistic

ceremonies, observed in most cultures as part of custom

and tradition, to explain organizational mobility and

role acquisition such as moving from the teacher role to

the principalship. Their works are firmly based in van
’ 5
Gennep's Rites of Passage , as is thisg research.

A cultural anthropologist, van Gennep was concerned
with the manner in which social groups, such as villages
or tribes, adopt formal procedures to Symbolize an indi-
vidual's movement {passage) between high;y defined roles.
These procedures he refers to as ®rites,” and ‘.fines
them as rituals, or ceremonies performed according to
custom and tradition; their purposes are to signify
passage between roles by an individual. Three distinct
stages are recognized by van Gennep in the “"rites of
passage.” He labels t@em the "rite of_sepaiation,' the

*rite of transition,” and the "rite of incorporationm.”

The individual must {irst leave or separate from a familias

o

15



O

ERIC

Aruitoxt provided by Eic:

role, after which a period of transition occurs before
he assumes or incorporates»his new role, fThe transition
period is éeen as a stabilizer which serves to reduce the
straih, or cushion the disturbance an individqual experi-
ences as a result of the ambiguity of role change,
Three stages of movement from one role to another

are described by Chapple in the following way':

The “rite of separation” consists of a marked decrease

in the interaction rates of the individual within

previous gystems,

The "rite of transition® consists of a marked increase

in the interaction, often for a very long period of

time in the institution in which he is entering.

The “rite of incorporation® is when the pericd of com-
ditioning is over, and the frequency of events have

been built wp to a constant rate. Incorporation occurs
when the members of the group, ﬁnlﬁlﬁmlﬁ'&ualo:
- individuals directly affected by the crises, begin to
interact in their old systems of relations. 6

The concept of "rites®" are best envisioned as con-
tinuous processes unbounded by time and structure.

The process of separation initially begins when
the individual makes his first decision to leave his
current position (in most cases, a teaching position),
and seeks a position in administrat.on. As the indi-
vidual attempts to acquire an administrative position,
he is merging separation with the process of transition.
During this transitional period he begins to look and
act less like his previous role {that of teacher), and

begins to display the actions and characteristics of his



O

ERIC

Aruitoxt provided by Eic:

sought-role;(thgt:c:_aéministrator). Thus, while the indivi-
dual is eﬂgééigg ih activities designed to secure himself
ana&ninistr:tﬂke position, he is at ths same time, becoming
an administrator. The process of incorporation occurs
when the individual accepts an adininistrative position and
begins "to play” his new role.

The individual begins as a teacher, with the char-
acteristics and persdnality normally attributable to a

teacher, who as a result of a process; of transition and

internalization, then assumes the manrer and characteristics

of an administrator., It is readily apparent that there are

no distinct divisions in this prdcesa of change, that each
proce3s intertwines and merges with the others forming a
complex system of role evolution., It must also be apparent
that no two individuals will undergo this evolutionary
pProcess in exactly the same manner or order. Because of
these complexities, van Gennep's "rites of passiqe' was an
invaluable tool for conceptualizing, understanding, ana
explaining the informal processes which determine to a
great extent how an individual becomes a competent achool

administrator.

SEPARATION. The rite of separation-is the first
process an individual must endure in his passage from

the teaching role to the administrative role., The rite

17
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of separation begins when the individual decides he
wants to become an administrator. 1In most cases, (84%
of the sample) the individual was'a teacher when he first
became interested in an administrative position. Most of
the remaining 16% decided earlier in their lives (before
being awarded bachelofs degrees) to become school adminis=-
trators. One respondent stated "it has always been my
life's gqoal,” and another said "since a child, 1've
always wanted to follow in my father's footsteps {(as a
school admin;strator).' Separation terminates when the
individual leaves a teaching role and officially assumes
an administrative position, that is, he becomes pre-
occupied with the rites of transition and incorporation.
The process of separation can be viewed productively
in conjunction with March and Simon's "theory of organi-
zational equilibrium.'? Though these writers address
themselves specifically to processes occuring in the
business world and business-type organizations, their
basic principles of human behavior are apolicable to any
social situation. The authors call their ideas a theory
of motivation tetween an individual and-the organization.
They contend that the mqtivation to leave or to remain in
the organization is dependent upon a balance between
"inducements® and "contributions.” Inducements they define
as rewards given to the individual by the organization for

his participation in fulfillinqg organizational goals.

18
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Contributions are those activities dr sacrifices which
the individual makes for the organization. Of great
importance in understanding this balance is the fact
that the weight, or importance attached to each induce-
ment and contribution is determined by the perceptioné
of the individual, An individual'g perceptions are
not necessarily representative of reality, yet those
perceptions directly affect the motivational process.
According to March and Simon, when an individual per-
ceives his personal contributions to the organization
are consistently greater than inducements received,
he may opt to leave the organization. When the halance
swings the other way, there is small likelihood that
the individual would congider leaving the orqanizaéion.
In applying the 'inducemgnt~contribution' concept
to this study, an option for the individual is added
as to why the teaching role is left and an administrative
position sought. fThe original theory considers only the
alternative of leaving the organization wﬁen contributions
are consistently higher, while for this study it i3 gug-~
gested that many educatorsg do not leave the organization
but look "upward" rather than "outside.® Using this
framework, the teacher is viewed as an individual pondering
ﬁhe question of whether to move Oor not. He weighs the

dalance between his centributions to his school——the

19
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organization=—and the inducements he is receiving for
his efforts. Basically he is asking himself, "Am I
getting paid what I deserve?" Pay, or the inducements
in this sense, is not solely measured in monetary
terms, but represents a complex system involving such
factors as prestige and status, power and influence,
leadership, and service. An individual's contributions
are likewise multivariate and may be measured in terms
of such things as time spent, effort made, expertise,
experience, teaching and decision making. The list

of variables is limited only by the individual's per-
ceptions and imagination. When the teacher decides he
is being inadequately compensated by the school system
he may decide to leave the education profession, or he
may choose to advance himsel! within the system where
inducements are more compatible with his needs. Through
the equilibrium theory the processes occurring within
this first rite of paszage—-aeparation;-can be concep-

tualized.

TRANSITION. The rite of transition begins when an
individual,_usually 2 teacher, engages himself, con-
sciously or unconsciously, in activities which eventually
lead him to acquisition of an administrative role. The
trangitional phase is significant to this study of school

administrators because within this yite three important

20
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processes occur: (1) awareness, (2) administrative
role acquisition, and (3) informal competency develop-
ment.

Awareness in the transitional phase is closely re-
lated to the rite of separation. Once the aspirant has
become committed to capturing the administrative role
he becomes cognizant of rituals he must endure to iﬁcreaac
his chances for receiving the promotion. Awareness occurs
on two levgll. Pirst, there is awareness on the part of
the individual who is prepirinq to capture an administra-
tive pbrition. Clearly, some subjects (administrators)
did not consciously seek their position, as the following
statements indicate:

*I fell into it (principalship) unintentionally.”

*I was parfectly happy as a teacher when my

. principal asked if I was interested.”

*The cpening just ocowrred and I was asked to

£i11 the vacancy. I never really plammed to

evar be an administrator.”
There is ample data that indicate, on the other hand,
that some lubjectp were goal-oriented and consciously
.lought the administrative position. These aspirants
louaht administrative positions for various reasons
such as better pay, more power, and greater challenge,
to name a few, The point is_that thesge individuals con-
sciously engaged in activities that would heip aécure
their administrative position, thus learning their "new*
role and acquiring administrative competencies in the

informal organizational setting.

21
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Anticipatory socialization is a concent which
describes the process of an individual beconing posi-
tively oriented toward a second group and seeking
membership in this gtoup.‘ Anticipatory socialization
is most valuable for inspecting the decision point by
the aubjectmté enter the positive référence group.
Blood9 found that principals begar to learn their role
long before théy officially became a role occupant.

The aspirants who consciously sought theig adminis-
trative positions also distinguished themselves ‘through
their attempts to "get the attention of superiors®”
(GAS).10 Grifiths concluded, from hisg study of New York

City teachers, that potential administrators exhibited

a set of behavioral traits that were designed to GaS.

Much evidence of such activity was recorded from sub-
jects in this study.

Being seen by significant others is important
to aspirants who move from teacher to §dministrator.
Visibility is sought so that "elders", a la van Gennep,
are aware of the aspirant's existence and merit, Coaches
often receive much visibility. fThis may explain the
unusually high number of former coaches in school ad-

ministrative posts. Visibility for an aspirant :an

be provided by a sponsor,

22
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A second type of awareness occurs within the organi-
zation by those who are in charge (either the formal or
informal power structures or both). These sponsors often
call the shots when it comes to hiring pefsonnel for
the school district. Rose inspected the phenomena of
organizatjonal aﬁauéareer sponsorship, and defined it
thusly:

Sponsorship refers to the active intervention

of established persons associated with or members

of the educational administration profession

in the career lines of selected individuals who

aspire to be or are public school superinten-

dents. Such intervention is desinged to enhance

the career progress of the selected individuals

as they pursue a career in the public school

superintendency, 11
Miller found that individuals moved from teacher to
principalship through one of three routes which are:
(1) sponsored mobility, (2) contest mobility, and (3)

12 .
political appointment. Turner described sponsored
mobility as an individual's movement up the organiza-
tion based upor "who you know" and supposed merit,
while contest mobility is similar movement, but is based
13
on "the best man wine® concept or on observed merit.
In his novel, Serpico, Maas describes sponsorship among
14

the New York City Police Department. Sponsors are
referred to as "rabbis® according to Maas. Sponscrship
is an important concept that indicates awarenesz on the

part of the organization of likely candidates for future

openings in the adminiegtrative ranks.
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In sum, many aspirants are aware that they aspire
to become administrators, while others are not. It
is apparent that the organization too, has several ways

in which to operate with or react to &aspirants (e.g.,

. providing visibility, sponsored mobility, and political

appointment),

Through the social processes outlined above, in=-
diviéﬁals not only acquire their administrative-role,
“"but also begin to develop administrative competencies.
GASing, developing a aponsor-sponsoree relationship,
increasing one's visibility aid the aspirant in his

quest for administrative competency and position,

These rites as well as those outlined earlier consti-

tute the process of transition.

INCORPORATION. The rite of incorpofation is mani-
fested initially by entry into the administrative role.
The degree of incorporation does not seem to bhe s
positively correlated to length of time spent in the
administrative role as one might think. However, there
are definite changes in many of the subjects' views of
their role and their role competence as time allows
for job development. Ortizls in her study of profession-
alization of female physicians idertified the “"partial
incorporation® phenonena and delipeated role incorpora-

. 16
i:ion along a role-taker, role hreaker continum. McCabe
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noted the import of developmental socialization which
was shown to be a strcng mode for internalizing the
principalship once the individual captured the role.

A second construct was used to analyze the upward
movement from teacher to administrator. 1In conjunction
with the rites of passage, movement from role I to
role II was considered to be a function of formal and
informal routes. The formal route to the administra-
tive position is cle#rly related to the recognized
and accepted mode of administrative training. This
recognized mode of role learning and role acquisition
consists of the;aspirant taking coursework at the
uniéérsity, obtaining state cer;ification, obtaining a
degree, attending workshops, seminars, in-service pro-
grams, and participating in professional organizations
and their respective meetings and conventions. Although
formal role learning is necessary (certification), it is
not necessarily sufficient for role acquisition and/or
role competence.

The other type of role learning occurs outside
the formal structures &nd focuses much more on the
actual posgition in tne field. The informal mode, in
general, occurs during the day-in, day-out exchanges
between the aspirant and his 8chodl environment. Many

of the subjects interviewed suggested their superordinates
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Provided good ‘models for them as they observed and
formulated their definitions of school administration.

In general, this phenomena of learning the role outside
formalized channela, which are set by society, state

and profession, can be partialed, and therefore can be
better understood through constructs aucﬁ as anticipa-
tory socialization, contest mobility, sponsoread mobility,
visibility, anad GASing.
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FINDINGS

Data from the pilot study (N=64) and the mailed
questionnaire (N-l?i) are presented before the infor-
mation from the unatructured interviews is reported.
These data that are presented first provide descrip-
tive information from which an administrative prefile

" is developed. Statistical analyses are also present2d
which suggest significant and non-significant rela-
tionships between a variety of factors. Lastly, find-
ings are presented from interviews which emphasize and
contrast the formal and informal modes of administrative

role acquisition.

PILOT STUDY.  The average number z£ vears these
subjects had been in educaticn was 18.6, while their
mean years in school administration was 9;1. The mean
age was 43.5 years {This compares to 47 years from
the mailed questionnaire sample.). Of the 64 partici-
pants, 55 were male and 2 were fermale., Eighty-six
percené of the participants were male (This compares
with a 91% rate from the mailed questionnaire sample.).
Ethnically the makeup of the'ﬁémplé was 53% non-Mexi-
can=-American ani 47% Mexican-American (?his compares

with 61% and 39% rates respectively from the mailed
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TABLE I. The Number and Types of Administrators
Interviewed

Superintendency
Superintendent (2)
Assistant Superintendent (2)
Total. v v v v v v 4w e e . * ¢ e 4 e e s e . 4

Middle Management -
Higk School Principal (6)
Assisgtant High School Principal (11)

Total (Secondary) . ., . . . * e s e e e e e s . 17

FElementary School Principai (27)
Assistant Elementary School Principal ()
Total (Elementary) , . . T T S 1)

Other (Special Program Directors,
. Supervisors, Co-ordinators, etc.)
Total . ., ..., ..... * e s e s 4 e s o o 13

N = 64
TABLE II. Size of School (ADA) Represented by
Subjects

School Size (aADA) ’ N*
100 - 500 17

501 - 1000 24

100! or more 10
Total 51

*Thirteen subjects’ responsibility involved more
than one school and are not included in this tabulation.
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TABLE III. Years of Experience for Subjects

Group Female

Mean Mean
Ay AQCisescrcossvencaccncessces 43,5 54.0
B, Total Yrs. in Fd...eeeeeeees 18.7 26.8

C. Total Yrs., in Sch. aamin.... 9.1 ceesense 12.6

Difference (B — C) ...... 9.6 eeeasees 14,2

TABLE IV. Major Area of Study in Coillege

Undergraduate Major “N*

Elementary Education 13
Physical Fducation 11
Social studies 8
Business Administration . 6
Secondary Fducation 5
Vocational Aariculture 5

Total 48

*This total is unequal to the total sample be-~
cause other academic areas of major study, such as,
mathematics, Fnglish, and biology were reported by
respondents less than three times eath.

[xY

dﬁestionnaire sample.). Tables I through IV gsummarize

additional data from the pilot study. Interestingly,

it was found that of the 64 respondents' parents (N = 128)

only 7 received college degrees; 111 never attended
_.college; 90 received less than a high school education;

and 57 received less than a sixth grade education.
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Clearly, teaching and administration can be reen as
. —~
upward mobility for lower socioeconomic individuals as

measured by education level.

MAILED QUESTIONNAIRE., From the mailed question-

naire it was'diacernable that many administraéors are
place-bound. The mean number of years spent in the
present school district was ‘14. Interesting}x, the
mean years the respondents spent as teachers was 9.
Translated into the informal process of role acquisi-
tion, individuals wait roughly 9 years before making
their move toward the administrative role. 1In other
words, the aspirants on the average “ake nine years to
view and define the administrative role from the sub-
ordinate's perspective. The mean years the respondents
had been in school administration was 13.

Of those subjects who held masters degrees in school
administration, and who responded to the mailed duestion-
naire, 48% received their degruves from Texas A & I
University, Kingsvilie, Texas. Figure I indicates by
10 year intervals a percentage distribution of masters
degrees received. Table V provides an account of administra-
tive types and the degree of their participation in the
study. The usable responses number 115 for this as well

as other tabulations because of incomplete questionnaire
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TABLE V. A List and Frequency Distribution
of Respondents’ Fositions

Administrative Types

Elementary Principal
Junior High Principal
High School Principal
Other Administrators
Assistant Superintendents
Superintendents

Total

31

Number Percentage
Responding
52 45
12 11
14 12
? 6
? 6
23 20
115 100
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forms. Most of the respondents in both the pilot study
and tho follow-up study were elementary principals.
Approxiﬁately 20% of the respondents were superinten-
dents; thilnil surprising when one considers that

superintendents. made up only 8% of the original sample.

COMPETENCY AREAS. The respondents in the pilot

study (N=64) were asked to rank in terms of importance
certain competency areas. The resultant order with
respect to 1mportaﬁce for the achool adminigtrator

and the mean of each competency area are reported in

Table VI. The lower the mean, the more important it

was viewed by the subjects., The respondents were asked

to add other cdmpetency areas to the list if they so
desired. It is important to note ‘that 3 out of the top

4 competency areas (Staff Relations, Working with Students,
and Political Skills) involve working with people = human

relations. As a follow-up to these !indings, respondents

TABLE VI. A List of Competency Areas for
School Administrators Ranked in
Order of Importance (N=64)

Competancy Area Mean Score

l. staff Relations 1.7
2, Curriculum Development
3. Working with Students
4. Political Skills (PR)
5. School Pinance

6. Record Keeping

7. School lLaw

8. TEA/USOE Regulations

AL EWN
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. of the mailed questionnaire were asked (1) to indicate

in rank order those competency areas in which they felt
mos: skillful and knowledgeable, and {2) to indicate
where they developed their skills, at the university or
on the job.v Table VII reports the same competency areas
listed in Table VI, but in order of perceived competence
by respondents. Also, a percentage is reported to indi-
cate. the degree or extent of the competency areas developed
on the job or at the university. It can be easily seen
that several differences exist in the order of the com-
petency areas between Tables VI and VII. For example,
Record Keeping and Curriculum Development almost reversed

positions; that is, Curriculum pDevelopment is viewed as

e

PABLE VII. A list of Competency Areas
o in Order of Perceived
Competence and Where
Competence was Developed

Competency . Competency - .Where . Degree of

Areas Score Developed Development
1. Working with Students 4.4 job - 87%
2. Staff Relations 4.3 job 91%
3. Record Keeping 4.1 job 86%
4. Political Skills (PR) 4.0 job . 87%
5. TEA/USOE Regulations 3.7 job 91%
6. Curriculum Development 3.6 university 53%
7.. School Finance- 3.4 job 52%
8. School Law 3.0 job 52%
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they are more conpetent at Record Reeping which is viewed
a8 less important. Respondents viewed the human relation
areas (Working with Students, Staff Relations, and poli-
tical Skills) as very important and felt they were very
competent in these same areas. It is important to note
that courses at the university in School law, school
finance, and curriculum development fall short in terms of
providing administrators with confidence and knowledge
when compared to other competency areas. Only Curriculum
Qavelopment was noted as being learned mostly as the
result of university efforts (53%), However, the reader
should be aware that items 6, 7, and 8 from Table vIT

are all very close to a pear equal percentage split be-
tween on the job and at the university as to where the
Competencies were developed by respondents. All other
items (1 througn 5)., however, were clearly perceived to
have been developed on the job, which is a strong case
for the infermal mode of learning the administrator's

role and developing Competence.

STATISTICAL TREATMENTS. Several correlations were

computed to measure possible strong relationships. oOne
of these relationships was hetween administrative types
and degree of perceived,competencf in certain competency
areas, Significant correlations were calculated petween

Record Keeping, Curriculum Development, School Finance
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and administrative type for 115 subjects. It was found

that elementary principals felt much more competent at

record keeping than superintendents (r = ~.347). These

same principals indicated a higher competency level in
Curriculum PeVelopment than the superintendents (r = ~.230).
However, suéerintendents scored themselves to be much more
competent than elementary principals in School Finance

{r = +.190). Similar calculations on other competency

‘areas and administrative types did not result in signi-

gicant correlational coefficients at the .05 level.
Further investigations were made on those significant
relationships reported above through the use of t-test
statistical éreatments. A significant difference in
the means was calculated between School Finance compe=
tency scores for superintendents and eIemeﬁtary principals
(t =-2,07, p ¢.05). A significant t ratio (t = 4.60, p<¢ .01)
wa; caléulated for differenéés in the means on Record
Keeping.competencies between superintendents (X = 3.39)
and elementary principals (X = 4.35).

It was thought that lenght of time spent in the
office, or experience in the role, would influence com-
petency ratings. Also, ethnicity (Mexic&n-nmerican

versus non-Mexican-Americans) was posited to influence

.s}g&;ficantly the subjects' perception of their compe-

tence. Figure II graphically depicts the results of
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four Lt-tests. The graphs are labeiéd A through D fer
ciarity. An overall rating was calculated by summing
the gcores from the eight competency areas outlined in
Tables VI and VII. Graph A indicates that more experi-
encsd administrators perceived themselves to be much
more competenct than those with less experience. These
subjects (N = 30 for each group) were randomly assigned
from the total group 6f respondents. @ore experienced
principals were those who had 10 or more Years of ad-
minigtrative experience, while thoge labeled as less
experienced had 5 or less years of administrative ex-
periente. The ¢ ratio was calculated to be

2.27 which is beyond the 0.05 ievel of statistical
significance.

Graph B ghows a significant relationship (t = 2,1¢
and p € .05) between Mexican-American administrators
with less experience and Mexican-American administrators
with more experience with respect to their over-all
teelin§ of competence. The more experienced group of

Mexiéan-Americans felt much more competent than the less

-experienced group of Mexican-Americans.

Interesting contrast between ethnic groups is ap-
parent when the results of Graph B and C are inspected.
Among non-Mexican-American groups (Graph C) of less and

more experienced administrators there is not a significant
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FIGURE II. Overall Feeling of Competence Compared
with Respect to Experience and Ethnicity

t=2.27 t=2.16
31| pe .05 _ 34__| peg.05
g\ x=3°.63 o
5 30] 533
It et -
& 29 832 X=32,00
> X=28.47 >
o 28] g3l
g g
g 271 o 30__
c Eao | ¥
6 26 E 29 X=29.00
(3} T o -
25] 28
24 | 27
Less More Mexican= Mexican-
Experience Experience «-American/ American/
(n=30) (n=30) Less More
Experience Fxperience
(r=15) (r=15)
(n) (B)
t=1.01 t=2.24
31 | n.s. 33_| pe.05
2 | 2
.‘3 30__ . -‘3 32 X=32.00
g2 %=29.20 LT
> >
% 28__ | %=27.90 % 30__
27 L o9 | 22220
Q- — a -
; ;
S 26 S 28__
25_ 27__
24 26
non-Mexican- non=Mexican Mexican-
American/ American/ American/ Averican/
less More More More -
Experience Experience Experience Experiences
(n=15) (n=15) {n=15) (r=15)
(D)

(c)

37



difference (t = 1.06) between their mezns. Although

they are not included in Pigure IX, caiculated % ratios
indicate that there ware no dittoronce in the means be-
tween less experienced Hoxican-mricln and non-Mexican-
American adninicgratorl. These data sugges: that ax=-
perience in the administrative role has a qreater'intlnenca
on Mexican-American administrators than on non-Mexican-
American administrators.

Graph D depicts a significant difference in the
wmaans (¢ = 2.24) between two groups of more experienced
administrators. Over time in an administrative role,
Hexican-mericann perceive themselves to be much more
competent than their non-Mexican-American colleagques,

More investigations were conducted on the ethnic
dimension, ‘ The following t-tests were computed using
47 Naxican-American subjects and 68 non-Mexican-American
subjects, Por each of the three significant £t ratios
reported below, Mexican-American subjects generatad the
higl?er mean, which indicates a greater perceivad com-
petency lavel by these raspondents. Mexican-Americans
felt more competent in Political skills (t = 2.45, P £.05),
in curriculum Development (t = 2,09, P& .05), and in
ovarall competence (t = 2;81, P£.0l).
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INTERVIEWN DATA. Much of the data gathered through

the use of intarviews focuased upon the questions “How

did you beccme an administrator?” and "How did you devel-
op vour administrative skills?®" In the pilot study
respondents were asked "Which do you consider has been

moat valuable to You——practical experience or coursework?”

. Pifty-seven out of sixty-four respondents indicated that

practical experience was more valuable to them as adminis-
trators. On;y two sﬁbjects said university courses proved
to be more valuable, while five aubjecta rated aqual
important to each choice. An overwhelming majority of
the subjects (923%), agreed that the best teacher of ad-
ministration is experience. The mean percentage of the
responses to the guestion "What percentage of your skills
were acquired in university administration coursas?” was
34. Stated differently, one third of the samples' admin-
istrative skills were developed in conjunction with
university courses. In response to the atatement "My
university coursework contained too much theory.”, 49%
agreed. Finally, tabulations of responses to "Most of
what i know about my jcLt, I learned=-~in my university
coursework, since becoming an administrator, or as a

teacher, etc." were made. Only 4% of respondents chose

" university coursework; eighty-oms percent indicated

since becoming an administrator; and 158 rated their
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.

teacking exprrience as most nelpful. The trends are
clear. Uriversity training proarams are viewed by those
administrators sampled as ineffecttve and highly inferior
to their field experience with respect to competency
development. Through informal ch;nnels the normal ob-
servations of, and exchanges with the school environment,
and experiences in the administrative office are extremely
important to new administrators. Administrators are
trained in the field at their school as role occupants,

Because the informal route to the administrative

.office and the experiences in the office after role entry

are viewed as essential, much interview inquiry centered
on the social processes involved in moving from teacher

to administrator.

JdOoB ACQUISITION. Methods of job acquisition varied

among the interviewees. However, variqus techniques were
used repeatedly by aspirants to capture the administrative
role. The strategies that were most often employed by

the interviewees are as follows: sponsorship, political
appointment, visibility, and mastery. There i8 one

method to the administrative ranks that cannot be classi-
fied as a strht;qy, Sut it merits reporting. Some indi-
viduals claim to have become school administrators simply

through fate, fortune or destiny. These individuals
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unpremeditatediy were cast into the administrative role:
in fact, when they first accepted an administrative posi=-
tion they had no graduate coursework toward administrative
certification. -But, most of tﬂe aspirants who reach the
administrative positicn employ a combination of those
sﬁrateqies mentioned above.

Perhaps the strategy used most often to capture the
administrative role is some form of sponsorship as the
following quotes indicate:

"I was asked to take the co-ordinator's job by
(Jim) whamI knew (at the university)...sol
took it." (subject {/)

"My ~rincipal resiqned to accept a better position.
She recommended me." (subject #6)

~ The sponsor-sponsoree relationship is recoqnized to be

instructional for aspirants also, as can be generalized

from the following:
"The principal started training me and pointing out
things about the job-advice, reports-to show me
what its all about...” (subject #4)
*I helped the principal in his office on Saturdays
with records. I was gradually given responsibility
by the principal, and as a result got my job as
principal.” (subject #1)
Some of the interviewees suspected but could not show that
they were sponsored to their role by another organizational
member. Sorm:» respondents indicated firmly that they did

not have a sponsor. One subject indicated a sponsor-

‘sponsoree relationship which proved to be fruitless, and
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therefore was instrumental in the sponsoree's movement
to another school district, The SpONsSor-sponsoree re-
lationship does not end with role entry-—it continues,
as indicated by the following quotes from an assistant
principal,
r 4

"I would not move for another principalship

position. I will stay here, even if it means

moving back to being a teacher. I have reason

to believe the principal (the sponsor) may be

srwerintendent in two years, I'm looking

foxward tn being principal.® (subject #3)

Because stb’ol boards are made up of elected officials,
and because s~hool districts are political subdivigions
established by the constitution and 1egi§1ature, politics
pervades our educational system. It comes as no surprise
that political processes are institutionaliized :n
our schools and affect role acquisition. One subject
indicated he was "approved” by the board before role
entry. This ig significant becausge local political tur-
moil had recently created se.:ral administrative vacancieg~—
one of which was fillegd by him. Another subject became a
principal in a school district where he had been elected
earlier to its Board of Directors. Political appointments
do influence some aspirants' career patterns,

Organizational vigibility is another technique usged
by administrative hopefuls, Coaching provides high visi-

bility in school districts and in communities for mentors.

42



34

Many of the interviewees in the pilet study (44 percent
of all males) had coached prior to accepting an adminis-
tragive position. 1In order for some aspirants to become
visible, they GAS. These efforts are designed to "get
the attention of superiors.®™ Aspirants will take on .
added organizational responsibilities without pay. Acti-
vities which aspirants engage in to GAS and gain visibiiity
may originate through various means, such as by volunteerism,
or by special election. These types of efforts are indi-
cated in the following:

(As a teacher)...I never left before 4:00 o'clock;

if there was anything to be done, they knew I'd

take care of it. I never asked for any compensation

for it. I was doing these things as a teacher and

I'm still doing it (sic) as a principal. (subject #3)
Many other subjects indicated they had been involved in
GASing activities. One subject was designated as a
special functions supervisor coordinating carnivals,
science fairs, and the like. Another subject became known
as the school's "jack-of-all~trades,” for he effectively
tock care of office work, carpentry, plumbing and painting
in the schools. Obviously, competencies are developed
throuqh this role~-capturing strategy.

Several subjects indicated their capture of the

administrative position to have been dependent heavily on
vigibility qained through civic work. 1In fact, one respon-

dent claimed that:
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"If I had not been active in these areas

(civic work), I would never have been

askerl to become an administrator.”
As an aspirant moves toward his first administrative
position; he has sgeveral, if pot many, chances to indicate
to officials in the school districts.what he does best and/or
exhibit his newly acquired skills. Some aspirants depend .
heavily on their demonstrated Competence to acquire their
administrative role. This competence can be in teaching,
human’ relations, political skills, knowledqe 6f office
routine, knowlgdge of the community, or any number of
other areas. These competencies become contributions
that the aspirant can make to the school district. For
example, one subject indicated that:

"I learned that consistency is the word. I
learned also, how to compromise.” (subject %2)

It can.. readily be seen that "conSistency" and "compromise"
was something that was valued highly by the o:qgﬁization:

and that Subject #2 not only learned this, but incorporated
these qualities in order to be able to contribute to the
organization's wishes., One respondent said his superin-
tendent told him that the interviewee was hired hecause
he.was energetic, intelligent, enthusiastic, and fair;y

well read. Another interviewee indicated his love for the

classroom and kids, Also he feels that good administrators
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neced to be competent teachers first, as the following
quote indicates:
“An administrator should be a skilled teacher.
He should know how to handle himself in the
classroam.”™ (subject 42)

Still another subject spoke of a general competence as a

way to the administrative role. He indicated that most

administrators had proven themselves in the school and
community before they received their first administrative
appointment. Many of the subjects interviewed indicated
thnf they acquired the administrative role mainly because
they had mastered some skills. Their promotion was to some
extent hased on merit, or their mastery level of administra-
tive skills.

From the interview data emerged four major strategies
used by aspirants to acquire administrative positions:
{1) sponsor=-sponsoreec relationships (sponsored mobility),
{2) political appointments and support, (3) organizational
and civic visibility, ana (4) demonstration of administra-
tive competehﬁies (merit, or contest mobility). These
strategies, which are by no means céngiaered exhaustive
of the possible processes determining role acquisition,
are not utilized independently by aspirants but are more
often used concurrently in varying degrees. These strategies
are inter-related and success in role acquisition is often
dependent on the simultaneous utilization of several

strategies.
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COMPETENCY DEVILOPMENT. Derending heavily on field

encounters, aspirants become more familiar with the ad-
ministrative position, but not necessarily more competent
for that position. 1t is fmportant to make this point
because there are ﬁany administrators who have heen ex-
posed to similar informal and formal training, yet they
are deemed incompetent. The fact still remains, however,
that the competent administrators have hiqh reqard for the
;dministrative t;aininq, especially via the informal routa.
Therefore, it is of great import that competency develop-
ment for administrators be dissected, especially alonq the
experiential dimension.

Most administrative competency development occurs in
the field and not in universitv certification programs.
Competency development by informal means occurs at various
times and in é variety of circumstances. Informal routes
to job accuisition such as sponsorship, GASing, and visi-
bility represent arenas where administrative competencies
are developed. A sponsor is often directly involved in
competency development of notential administrators. He
may appoint the aspirant to an interim position, such as
departmeni head, whefe the asnirant is gaining experience
and being evaluated for promotion. As mentioned earlier
one subject indicated his learning a gqreat deal from his

sponsor and their relationship. By engaging in GASing
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activities and by functioning in positions which bring
visibility, the aspirant is alsc developing new adminis-
trative competencies. One subject began to uﬁderstand
working with and providing leadership for parents and .

PTA groups as he co-ordinated the school's fall carnival

(GASing). Another interviewee, in his GASing activities,

learned about textbook adoption as a member of the state
textbook committee (visibility), learned about Southern
Association Accrediation as a science evaluator for an
accreditation visiting committee, and learned about the
Texas State Teachers' Association as a TSTA representa-
tive. Clearly, competency development and job acquisi-
tion are inseparable, yet they represent two distinct
goals for the aspirant.

Just as there are strategies employed by aspirants
designed to acquire administrative positions, there are
techniques used to enhance administrative competency
development. The methods which emphasize the develop-
ment of administrative skills that were identified in
this study are: (1) modeling superordinates, (2) per-
forming administrative-like duties, (3) becoming ce;tified
for school administration, and (4) learning the job after

role entry.
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Several of the interviawees indicated that their
Principals provided modeling behavior for them to follow,
that is, they copied their principal's behavior. They
developed their administrstive skills by mimicing their
superiors, as indicated by the following:

"I think to some extent I modeled myself

after the high echool principal. I adjusted

my personality to what I learned fram hiam,*®

(subject #9)

"Most administrators follow {model) the

people they worked under and how they .

did it." (sibject #7) .
Along the same line, one subject, a graduate student, °
indicated his desire to be exposed to -a good model by
stating that:

"I would lika to be an assistant principal

to a really good principel to leamn from

him,®  (subject #2)
Subject # 4 recognized the influence of her principal on
her competency development. She states:

“The principa) started training me and

pointing things out about the job

(principalship), like advice, reports,

probloms with parents, staff problans,

and teacher conflicts. He gave me

Fractice in making decisiors to show me

me what its all about.” (subject #4)
The fact that nost respondents could describe their
superiors in datail as being a perfectionist, a good
thinker. and calm, Suggests aspirants closely qbserve

their asuperiors’ office behavior. 1In fact, several
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respondents indicated certain techniques used by their
superiors as being poor or inappropriate. Such observa-
tions, then, can show an aspirant what not to do, as well
as what to do.

Many of the subjects picked up some of éheir skills
by performing certain adminisi:rative-like duties. For
instance, several qf the interviewees hat been department
heads, committee ehairmen, and officers in professional

ved helpful to most

of the subjects with respect t mpetency develop-

ment. Many of these administrativ b duties are the
result of the aspirant being placed in/or volunteering for
a temporary position. Some of these temporary positions
reported by respondents are director of a summer recrea-
tion program, department head, one-half of an assistant
principalship, co-ordinator of the annual staff barbeque,
assistant director of a bilingual program, and a partici-
pant in a teacher corp program.
Subject #7 as a program director for a summer re-

creation program indicated that:

“I did a little bit of everything. I

halped prepare hudgets, student scheduling,

and belancad financial books.® (subject #7)
As a member of the teacher corp one respondent “...learned

about all the aspects of the school hierarchy by working

with principals, supervisors and directors.® Still another
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interviewee was given an assistant directorship in a
bilinqual program at her school, and she indicated that
it helped her vigggbudgetinq, program evaluation, and
writing reports,

Subject 95 worked with the Texas Education Agency
one summer and had a chance to work with many superinten-
dents, regional directors, principals and teachers. asg .
& resulc he "...got to see the overall program from top
to bottom, "

These informal field experiences not only provide
for Competency development for the indiviZual, but also
function as a “testing ground® for the organization,
Thus, intarim positions guch as thqse outlined above
offer sponsors, personnel direcéé%s, and superintendents
many opportunities to evaluate the aspirants' performances
in administrative-like roles,

A third and formal method whic‘h\:‘“atfords the aspirant
¢ chance to acquire 8kills for the administrative role ig
attending the university, Through coufsework, workshop,
and inservice programs, aspirants learn about their pros-
pective roles in school administration,

One respondent went to graduate school as a full-time
student, Occupying the role of principal i a lﬁrge high
school, he indicated *...college helped me in planning

mostly, you know, the systems approach." ' Another respondent
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indicated that once he’completed his masters deqree pro-
gram he asked for the job (assistant nrincipalship), was
prepared for it, and qot it. Subject 27, on the other
hand, indicated that the most important aspect of

his university’experiences was the people he was exposed to
and that he often learned as much from informal conversa-
tions with the professionals as from the coursework.
Several respondents considered course projects done in
group situations with close peer interaction as extremely
valuable.

The respondents indicated that the university's

‘greatest influence on their competency development was in

the following areas: (1) the development of thecories of
leadership whick enabled them to form quidelines for
practical decisicne, (2) the clarification and formation
of a philosophical .;ase from which to work, (3) the
opportunity to share techniques and methods of solving
common problems, (4) role-playing, (5) peer group inter-
action, (6) on-site visitations and field research, (7}
the opportunity to learn from the experiences of pro-
éessors with extensive backqrounds in school administration,
and (8) positive reinforcement concerning practices in
which they had already heen enqgaged as an administrator.
There were somé negative comments ahout the certifica~

tion process that are worth noting. Some aspirants and
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role occupants parceived their certification processes
Q: worthless, a waste of time, hogwash; too repetitious,
too theory orignted, and not practical.

A fourth method of competency development emerged
from the interview data. This process prévioualy re-
ferred to as developmentzl socialization, occurs ;nce
the aspirant captures the administrative position. No
matter how well he has been prepared, the amount of past
exposures with the administrative role, or the amount

of completed course work, this process of developmental

socialization will cause the new occupant to make various

role adjustments., These adjustments and modifications
will result in the formation of new role competencies
and behavior.

One respondent noted that after two months in his

first administrative position he was just learning how

things really happened regarding political pressure,

parental involvement, and similar aspects of the role,

Another interviewee confirmed the idea that many adminis-

trators, as they take their first job become more serious,

arrogant, and not-so-easy-going. He roncluded that it

“e..must be the influence of the job on the individual.”

Perhaps this influence is best manifested by the following:
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“Adrinistration is the hardest job there
ever was. When you go into administration
thinking its going to be easy, you're in

for the hzssle of your life, unless you're
Just deadweed.®  (subject #7)
The s8kills one learns or refines once he acquires
his firsﬁ administrative office varies, but those most
often mentioned by interviewees are: teaclker evaluation,
cafeteria services, budqeting, staffing procedures, keeping

attendance records, and making teacher duty schedules.

ADMINISTRATIVE COMPETENCIES. During the recorded

intervi.ws, the respondents were quizzed to determine the
criteria used in their selection as administrators. Most
respondents had obvious difficulties p{npointing or de=
fining specific criteria by which they were judged com~
petent for an administrative position. The general trend
indicated that human relations skills (getting along with
people) are considered as having most influence in their
aavancement. Mentioned most often as a necessary adminis-
trative skill is effective communication with others, such
as with students, teachers, staff members, colleagues,
parerts, and the general public. Respondents mentioned
other skills and personality traits, all of which enhance
an administrator's ability to conmunicate; self-awareness,
self-confidence, common sense, a sense of humor, fairness,

underatanding, patience, diplomacy, compromise, and
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committment, Also important is a.democratic leadership
style embodying delegation of responsibility and authority,
and thé.ability to gain the dedicated involvement of
subordinates. Other crucial administrative skills imentioned
were staff recruitment, evalﬁatiod,'and motivation. only
a Yew feapondents mentioned the more specific technical
competencies guch as record keeping, master scheduling,
preparing and administering a budget, and curriculum
development. The competaent school administrator is sSeen
as a statesman, or %iplomat, able to mingle and function
g&fectively with all seqments of the population.

Besides a professional in humanarelations, the school
administrator is also seen as a decision-maker who must
respond effectivelv to both minor problems and potential
crises on a reqular basis, He must be able to recognize,
analyze, and solve a wide assortment of problems., To in-
Crease his success in making effective decisions, the
administrator must have the ability to concept;alize the
whole organization as a sum of its individual parts., rn
the movement from teacher to administra;or, the individual
#ust broaden his perspective to visualize the total spec=

.trum, the overall progqram, and his actions must'benefit
the whole rather than individual or special interests.
The data suggests that in addition to meeting certain
selection criteria, aspirants to administrative positions

must also satisfy a requirement which seems universal
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throughout organizations and bureaucracies——zspirants
accepted iato positions of leadership »ust "guarantee"
system maintenance and perpetuation of the established
order. The aspirant, co be accepted, must not repre-
sent a major threat to the established members and pro-
cedures. As a maintenance-oriented person he must
demonstrate not only his committment o organizational
goals, but also his dedicaztion to play by the accepted
"rules of the game.” The fcllowing quotes emphasize
the importance of this maintenance mechanism:

“They chose me as suverintendent because

they knew I would perpetuate what they

had going, which we3 good, rather than

chance someane coming in who would change

things.” -

*The previous principal...probably picked

me because she felt I would contimue her

programs...” (subject #6)

*"When you get a job as a principal, if you

don't rock the boat too much, you're

quaranteed a job."

The control of recruitment and selection zllows the
inner fraternity to minimize sources of conflict and
strain and maximize sources of organizational stability.

In summaticn, 3urvey responscs indicated that the
successful aspirant must not only be skilled in the general

" areas of communication and decision-mzling, but he must

also represent nho threat to ong&nizational stability. This

evidence ntrOngly auggests the hypothesis that the selection
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criteria tor school administrators is far more pre-
occupied with general individual personality-role
characteriatics than with demonstration of highly spe-

cialized. akills or competencies.’
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CONCLUSIONS

How do school administrators become éompetent? How
do school administrators internalize adceptable role
behaviors, attitudes, and expectations? school Administra-
tors learn "to play” their organizational role throuqh a
socialization process in which the role plaver merges
his strengths and WeakﬂéSSes with influences from repeated
informal exposures to his school environment. Despite
what many might think or hope, university traininqg has
played but a small role in the competency development
process,

TRAINING RITUALS., A comblex network of soéial

processes exist as organizational avenues for aspirants
to attain administrative positioans. The. social structures -
are better viewed as career rites fér administrative
aSpirénts and administrative personnel. As some of the
aspirants pass through a sgeries of these rituals they
acquire role competencies as well as.the position.

Pagsage from one situation to another, or from one
social position to another, has been outlined LY van
Gennep as a series of rites. The rites of passacde are
subdivided into the rites of separation, rites of transi-

tion, and rites of incorporation. According to van Gennep,

it is important to understard the transition process from
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one social rqla to another as ritual patterns and ritual
dynamica. FHe stated these ceremonial patterns to be com-
plex, as the fo;lowing quote indicates:

*All these rites which have specific effective

aims, occur in juxtaposition and cambination

with-;itea of passage and are sometimes oo’

intimately intertwined with them that it is
impossible to distinquish whether a parti-

cular ritual is, for example, one of pro-
tection ar of separation,"l?

The ritualAdynamics involved in the movement from
teacher to administrator were analyzed in this study.
Indications of the existence of ceremonig} wholes—
rites of separation, rites orf rrunsition and rites of
incorpora..sn=—were identified easily from interview
data.

Equally discernible were data that represent ritual
dynasics. Those rites th&t were identified from the data
which provide support to role acquisition and to role
‘competency devélopment are the rites of administrative
anticipation, rites of political support, rites of
sponsorship, rites of organizational visibility, rites
of merits, rites of certification, rites of modeling,
rites of novitiate, and rites of internalization. These
ceremonial patterns are the genese§ of administrative
competence. This career advancement model and its rela=-

tionships are represented schematically in Figure III.
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Order is a very important part of van Gennep's

“rites of passage,” that is, separation rituals occur

prior to transition rituals, and so on. He

does, however,

indicate specific rituals related to the three major

passage rites are dynamic and often are intricately com=-

plex.
“ FIGURE III. Schematic that Relates the Findings
of School Administrators' Career
Advancement Rituals to van Gennep's
Model. :
RITES
Rites “Rites Rites of
or of Separation ef Transition Incorporation
PASSAGE
(van Gennep)
RITES (McCabe _.and Compton)
OF Rites of Role Rites of Role=-
CAREER Aquisition Competency Development
ADVANCEMENT
RITUAL Rites of Administrative Rites of Novitiate
Anticipation Rites of Certification
PATTERNS Rites of Sponsorship Rites of Modeling
Rites of Vvisibility Rites of Internalization
Rites of Merit .
Rites of Political
Support
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The data presented suggest that there are two riteg
usad by school administrative aspirants to advance their
careers, Evidence has heen presented which s0ggests the
use of rituals for role acquisition angd role~competency
deveiopment. Thest two rites are inherently made up of
many ritual patterns which enhance career advancement
from teacher %o school administrator.

The rites of role acquisition guide the aspirant
in h}f'queat for an administrative position., A Secondary
function of these rites is to support those rituals
mainly concerned with competsncy development. When the
data were scanned for ceremonies which .offered the aspirant
increased chances for job acquisition, five ritual patterns
{see Figure III) were clearly identified,

Much interview and questionnaire data pointed toward
rituals which involved anticipating and desiring an ad-
ministrative position, thus symbolically separating from
their teaching pésition. Ceremonial patterns involving
sponsorship, visibility, merit and political support were
outlined earlier. It should be noted that these ritual
patterns, although collectively defining the rites of
role acquisition, form numerous complex interactive
systems for both role acquisition and competency develop-

ment.
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Other ceremonial patterns were identified from in-
formation collected. Many aspirants develop their
administrative skills by performing administrative-like
duties as department heada, and the like. These rituals
are designated as the rites of novitiate. The_practices
and methods used by administrators to refine their skills
once they are on the job are named the rites of interna-
1ization. The rites of certification and modeling were
outlined in detail earlier in the text. These ceremonial
patterns interactively form the rites of role-competency
dévelopment. These nine ritual patterns are not considered
exhaustive explanations of role acquisition and role-
competency development, but they are considered major and

significant.

COMPETENCIES. Seven hroad areas were identified
as important characteristics or skills that greatly enhance
one's ability to administer a shool program. They ares
human relations, communication, knowledge otvlei!, knowledge
of role, a cohesive value system, tolerance for amﬁiguity,
and high level critical thinking. These competencies are.
not listed in any particular order, nor are they considered
thb‘gglx.lnportant skills nesded by administrators. The
competencies, which emerged from the'coliected information,

are briefly sumnarized below:
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1. Human Relations - This includes skills that

promote” diplomacy, getting along ‘with others,
acuity for others® feelings, and being an .
effective representative agent for others.

2. Coﬁmun{gggigg ~ The art of communication and
its import to any organization for getting
the job done is well documented. This art
includes the ability to listen, as well as,
speak and write with clarity. Communication
exchanges which result in uncertainty can
be disastrous to any administrator.

3. Knowledge of Self - Not only should schonl

" administrators be aware of their personal
strenqtgs and weaknesses, but they should
also be aware of their personal goals,
Self-awarenesélenables one to use his
strengths to greatest advantage and tc
find adequate compensatory devi:res to off-~
set nis weaknesses. Self~awareness also
produces self-confidence and a positive
.attitude.

4. Knowledge of Role -~ In ordes for one to per-

form his role in an écceptable manner, he
must know the demands of the job, he must

be aware of role expectatic ia from his
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role set, and he must have the specitic
administrative skills necessary to function

effectively in the role.

Cohesive Valuve System - This concept refers to that

foundation of one's being which influences
their behavior from a value orientation.
What are your core values? Where and how
were they developed? Who had the most in~
fluence on their development? Those indi-
viduals with a cohesive sy;tem tend to
exhibit directionality in their behavior;
they are consistent and have more confi-
dence in their decisions since they under-

stand the basis of much of their behavior.

Tolerance “or Ambiguity - This concept refers to

the ahility to operate under extreme pres-
sure over extended periods, especially
under circumstances which are uncertain or
poorly defined. Often the administrator
is thrust into unfamiliar situwations which
are not easily understood with respect to
his past experiences. Fear or avoidance
of the unfamiliar stifles creativity and

innovation. The school administrator must
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operate comfortably in unfamiliar situa-
tior.a ‘and should eagerly conaidet new

ideas and philesophies.

7. 1igh Level cCritical Thinking - This concept can

bast be described, as did the respondents
in this gtudy, by abjectives such as

intelligence, synthesis, analysis, evalua-

— éion, reasoning, inference, induction and

deduction. This competency enables the
administrator to analyze problems and
situations realistically, to synthesize
various options for action, and to select

the best possible alternative,
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IMPLICATIONS

The rbsﬁlts of this research demonstrate clearly
that university training programs are highly ineffective
in the competency development of school administrators.
Certification requirements satisfied by university course-
work represent in many cases more of a barrier to role
acquisition than a mechanism for competency development,
Since the informal modes of learning dominate the develop-
mental process, and since some of the acting administra-
tors are igpompétént, the university must atﬁempt to merge
the best characteristics of the formal and informal modes
of development. Classroom techniques and theory must be’
supported by field internship experiénces in order to
optimize quality coﬂtrol of sound and proven training
techniques. Suggestions from respondents and analysis of
the formal and informal rituals indicates that concentra-
tion must focus on the following areas:

1. University Courses - Present course offerings

need to be reorganized sc that the curri-
culum follows a natural order. Course
additions and deletions should result in
more continuity of learning, with definite
objectives and prerequisites established.

Repetition of course material must be
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eliminated and more relevance must‘ﬁe
added, Courses must concentrate more on
the practical agpects of administration—
the "how to do.". Also, more course atten-
tion should center on personal 1mprove@ent
in the seven competency are: 3 outlined
previously,

2. Teaching Strategies - Additional teaching strategies

such as gaming, role playing, simulation,
CAI modules, and action research need to be
stressed and comﬁined with proven traditional
techniques. Peer-group intersction must be
emphasized throuéh the use of group ais-
cussions and group projects. School visi- .
tations, participant observations, practicum
courses, and field-oriented action research
should familiarize the student with the.
demands and realities of the administrative
role. The limitations of the traditional
classroom must be overcome by continuous
innovations in teaching téchniques, methods,
and practices.

3. Personnel - Teaching and administrative personnel
should be profession:ls with extensive

public school experience. They should have
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frequent contact with the public schools
to keep abreast. of current developments.
Students of adminiztration should be
exposed'to active-schoql administrators
and to visiting professors with special

administrative expertise.

General Suggestlo:s ~ Those who design the uni-

versity curriculum should keep in close
touch with the public schools, aﬁd should
remain familiar with curren:t developments
and advancements made by their:professional
colleagues around the world. The university
should also attempt to provide a "community
atmosphere” for graduate students in super-
vision and administration. More opportuni-
ties for socialization and interaction with
pesrs, professors, and profesioﬁils should.
be provided., Guidance and counseling should
be easily available for students on a
continuous basis. Facilities and instruc-
tional materials should be made easily
accessible to students. Thé'pfesent'library
facilities heed to incluae:more resources

specifically relating to ‘school administration,
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especially in the area of school law. The
faéuity should also promote greater use of
the ERIC system currently available in the .
main library. and finally, professors and
university administrators should solicit
ideas and suggestions for improvement from
graduate students and practicing school

administrators.

5. ZInternships ~ The researc:. indicates strongly that

the im:lementation of “some form of® intern-
ship program would have éhe most significant
influence on administrative competency dével-
opment. Respondents favored an apprenticeship
situation where on-the-job experiences ~ould
be coordinated under the guidance and super-
vision of teams comprised of professors and
practicing administrators, These experiences
sheuld not be dominated by the tedium of
routine administrative chores, but shor:ig
offer the intern chances for chailenge,
responsibility, and duthority. Consideration
should be éiven to the possibility of a
work-study program similar to thos2 already
instituted in other disciplines. A special

task force of university professors and
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administrators, public school adminis-
trators, and graduate students should be
organized to determine the feasibility
and design of an internship program in

public school administration.

Further Research - Research-oriented individuals

might give attention to the following ques-

" tions: (1) Are there additional ceremonial

rituals than those identified? (2) what are
some of the stronger relationships between
these rituals, that is, which set of rituals
tend to mutually support career advancement?
(3) Which rituals tend to interact and what
is the nature of these interactions and.their
effect on career advancement and competency
development? (4) wWhet specific influences
do some ritualistic patterns have on compe-
tency development, career advancement, role
perception, and personality? (5) Are there
identifiable sub-catagories of the ritual
patterns described in this study? Finally,
continued study is- necessary to determine
how universities can i;corporate strong
informal modes of skill development with a
balanced practical-theoretical program

geared toward major acceptable competencies.
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INTERVIEW SCHEDULE

I. BACKGROUND INFORMATION:

1, To start off, I'd like to ask YOu A xentions about your
present position, :

A. What is your exact titls?
B. Briefly, what is the nature of your work?

C. How many teachers do you supervise?

D. Appraximately, what is the ADA of your school district? -
Of your school?

E. How are most people in your camumnity employed? (For
example, construction, faming, etc,)

2..NwIm1d1ﬂceboaskymmquestimsabout}ourbad(qmum.

A. First, where were you born? SEX M F
TCrcle one)

B. In what year?
C. Where did you grow up?

D. What was your father's occupation?
Your mother's?

E. !bvmmdmumdidﬂnymive?
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F. How many years hava you been living in the Rio Grande Valley?
*Note: If arrival to RGV is recent (1 to 5 years), then

find cut where he came from & how he happened to
choose the RGV.

Now, for some questions about your education:

A, Where did you go to high school?

B, College? '

C. What was your major area of study in college?

D. What professional certificates/credentials do you have?

II. CAREER

1.

Now, I have same questions about your career in education.
A. How many years have you been in education?

B. what positions have you held in education, startinqwiﬂl
the fj.rgt?.,‘Also, how long were you at each position?

e L ) ( )
( ) ( )

I'd like to ask you same questions about how you became a
principal.

A, Wwhy did you became a principal?

B. Hatuyuxouuutrmllecﬁmotbdmimmuw
in becaming a principal?

74



In to teaching, what other achool activiﬂea were
you involved in justbe!o:embac-ea'prh\cipnl?
(For example, club sponsor, dept. head, office duties

D. Inmt:wect,didﬂteeeactivit_iehhelpymaneym

F. what did you learn about being a principal from v former
principal? (For example: on discipline, public relations,
etc., also whether the experiences were qood or bad)

ITI. PROFESSIONAL TRAINING

I'd like to turn your attention to your formal training as a
principal.

1. How do you feel about graduate courses in school administration?

A. What were you doing when you took wer £lrsl greduate
courees in administration?

B. Have you taken university courses iri el ration since
you became a principal? Why?

o



C, Which course(s) have besn most helpful? Leas: helpful?

D, Do you feel your university courses pre.sred you for
your administrative position? Why?

2. Huttnlpnn-.qqudmndo‘ymhwefa:"mwmﬂem
adninistrator's program?

3. Which of the two ~ practical experi=nce ' coOuraswork = Hiag
proven most valuable to you as a print{;il? Wy?

a3
o
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QUESTIONNAIRE POR ADMINISTRATORS

SECTION I

BIOGRAPHICAL DATA
e of Current rosition

School District (optional)

School District ADA  School ADA (if assigned to a school)
Me  Sea M F__ Ethnicity: Mexican-merican Other
Highest Degree Held Granting Institution

Year Granted ' Major Area of Study

Father's Occupation Mothers Occ&mtion

How long have you lived in the Rio Grande Valley?

PROPESSIONAL EXPERIENCE

you 2 Years as a teacher?
Years as a ooach? Years as an assistant principsl? ‘
mlvearsananuﬁdnistratm? Years in this achool district?

PROPFPESSIONAL ASPIRATION .
Do you have either short or long range plans to change positions?
If yos, what is the title of the position{a) desired?

In approximately what year did you first begin to think about becaming
an administrator? What was your position at the time?

In what year did you assume your first administrative position?

What was/is the title of your first administrative position?
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Section II

PROFESSIONAL DEVELOPMENT

A, Inozdertomthequesdm'ﬂhydomirﬂividualsbecme
administrators?® the following statements are offered, Examine
ttmandplaceacl‘nechmrkh/)intheblanknacttottnsetlmt
you feel apply to you, There are no right or WIong answers,
Ploase feel f'metoaddothermasmsifymdesire.

1. Ih\ewlcou.ldkeepthesmdmta, parents, the cammmity,
’ arﬂuleadrdnistrattonashamyasthewctguy.

2, Idscidedtobecm\eanadrdnisttatoronmyom,tlutis,

4. Iwastalkedi.ntotakingthepositimbyapractmg
administrator. Until then I never seriously considered
an zdministrative positicn. Actually I was sponsored.

S. I felt I oould contribute to the goals of education more
as administrator. I felt I could keep the school or
school district running smoothly and on target,

6. I wanted a leadership position, where I could implement
my ideas and programs, Qn-schoolsneedtobec}unged
in SO many ways. .

7. Imsattractedbyﬂxesalary increase.
8.. Classroom teaching was not for me. I like children, but

Ifelt:aaanadninistraborlmldhelpallthedlildrm
instead of a few.

9. Better educational pmgmarﬂmt&‘ialsamalyaysbeim
develwd,alﬂlfeltthatlmldimmethedoptimof
ﬂleaaideui.nmyachoolorsdmldistrict.

10. Other:

|

——————

=]
=)
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ROFESSIONAL DEVELOPMENT (Continued)

. We at PAU are interested in how you, school administrators, feel
about training programs for school administrators offered by
wiversities. Flace a checkmark ( ) at tre beginning of each
statement that indicates yvour agreement or disagreement,

Agree Disagree

Generally, ny university administration courses
were most helpful.

My university coursework contained too much
theory which really has not helped me all that
much on the jaob.

My coursework tended to consis of the "muts-apd
tolts® of administration, that is, memorization
of check lists, good administrative principles,
scheduling procedures, and the like.

The school administration courses were very
challenging.

The courses were good; it's the professors that
nced to charge.

The best teacher of administration is experience.
Same courses have réally helped me.
'« What percantage of your administrative skills were acquired in
university administration courses: (Circle one) '
0 10 20 30 40 50 60 .70 80 90 100

)e Most of what I know about my job I learned....
(Check anly one)

1. in my university ourse work.
2. ah\celhavebecuuemministram.'
3. in the public school setting befcre I became an administritor.

89

O

ERIC
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SECTION IIX

PROFESSINNAL COMPETENCIES

The following is a list of competencies with which school administrators
are concernod to varying degreecs, HeatPAUamconcernedwithmtmly
how oxpetent you' feel you are in these areas of administration, but also
where you actually loarned the skills which accompany’ these areas of
aministration.

Place a "J" in the blanks on the left if you feel that the degree of
campetrncy you have attained is mostly on the account of your “on~the-
job experience.” Place a "U® in the blank if you feel your campetency
level {s due mostly to your "University training,.*”

M the right side of the list there are choices that range fram “Very
Competent® to “Not Very Campetent.® For each campetency area listed,
bloase -ircle the "X® which you feel most nearly represents your idea

of how you ratc on the given topic.
There are no right or WIong danswers SO answer as you feel and believe,
Frel free to add other aorpetency areas,

U/3  List of Competency Very Samewhat  Nct Very
Areas Competent Competent Campetent Competent

Staft relations

X
Rocord keeping
TEA/USCF. Rogulations
Workina with students
School law

CQurriculum development
Public relations
School finance

Other:

—— T e—

X. x  XM OX X X X X X
X X X X X X X x
X X X X X x X

X X X X X X X X X

o0
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ERIC

Aruitoxt provided by Eic:



