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*affirmers” of the prograniq vorth, ‘"ventilators" who expressed
Jdistress, "irritated" principals who were far more negative, or
"presumably unaffected” principals who experienced less impact. The
survey report includes a copy of the interview schedule.  Comments on

the survey and the research problem aré by Dan C. Lortie; Van Cleve
Morris, Hannah Meara, 'and-Briice' R, Thomas.. The annotated bi;;iogrgphy
covers SeV ’ . ng- . 3o al
regulations, program implementation,'legal issues, and principal job
satisfaction. (Author/RW) o - )

oY

-

-~

3
:
.
-
3
?

' ’ 7 C { o
P LA . -
**j:i*****t***‘******.*****ﬁ****f*****?**ﬁ******ﬁ*f***************t***‘ E

*  meproductions supplied by EDRS are thebest that can be made . *

* "from the original document. *
ltttt'ﬁt?t,t*ﬁ*tttittﬁtttt*mt*t*tt?tttttttttttttttttttttt*ttttttttiittt




U.S. DEPARTIENT OF EDUCATION

- 4 A, i ) T ’ "NATIONAL INSTITUTE OF EDUCATION
| ] - | EDUCATIONAL RESOURCES INFORMATION-
. CENTER (ERIC)

y*rhi document hes been reproduced -a¢
A .received from- the-person or organzation
. - . 3 . . iginating it -
& ey T o B o U L CIMMcho.fmtls’lwboinnudotoiwm
- * Chicago Associates for - __ o guiy
N a & Points of view or opinicns stated in this docu-

SOCial Resea TCh ) . mant do not necessarily reprosent official NIE

position of policy.

:! +
|
| o
E‘ -T - \
, o0 .
f/ o~ .
—i * <
QY]
(=
AN EXPLORATORY STUDY OF THE FEDERAL
: ° IMPACT ON; PRINCIPALS
: ~ /
; - {
o
AN
{ Final Reﬁo;t to thg
“ ‘ National Institute of Education
' (Contract P-80-0111)
. |
* - N - %
9 | /
- S
. October 1981 ’
IT . )
-y
o -
(4] ‘ ~ ' i ‘ p -
[C‘&‘WAnnuc. Sulte 525 - ) cmﬁ%m 60605-1493




";‘

¥

AN EXPLORATORY STUDY OF THE FEDERAL ‘
IMPACT ON PRINCIPALS

_ FINAL: REPORT
L
This eiploratory study was commissiohed by the National Institute of
Education for tgg.foliowing purposes:

To assist in planning further research. in this area...To

review what has .lready beén written on the Subject, to carry

out initial inﬁefview57and»oBserVations with- principals in-

a range of schools; and to consult with knowledgeable

researchers, all for the purpose .f making NIE awdre of gaps

in current Xnowledge and how they might best be filled

through further research (NIE RFQ"July 1980, p. 4). T

-

. = ‘ -

Further, this exploratory study has arisen out of a particular context des-
cribed in the RFQ: ’ . .
EY

Observers have repeatedly suggested that there are severe
impacts on principals of Federal program requirements, legal
mandates, and general regulations. Some -say that the im-
pacts are out of proportion to the value of funds involved
in programs, or out of proportion in re-directing educators' ;
attention from key matters at hand in local schools which y
could benefit ‘children more. '

It has been our purpose to explore the nature of the Federal impact on
members of a diverse sample of-school principals in the Chicago metro- ) ;
politan area.

AN

The authors are grateful {v Fritz Mulhauser and to other staff of
the Natiohal Institute of Education for the opportunity to engage in this
research. Interviews weré done by Alicia McCareins, Hannah Meara, Judith
Pollock, an ' T . Pollock's and Thomas's insights contributed to

this analysis as did the couments of consultants Bernard Beck, nans:f—cfant7————————?,‘ -

. Dan: Lortie, and Van Cleve Moiris. We also thank the principals who gener- [

ously rave. us' some of their precious time to ask questions and become intro-
duced to the Federal impact upon their work.
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o THE FEDERAL IMPACT ON SCHOOL ancxpu.s ,
An Exploratory Study
Alicia McCareins, Hannah Méara and Marilyn S. Notkin
Ci\ic’ago Associates for Social Research

i Introduction i
- $ince the entrance of the Federal government into 1local school systems, -
a vut array -of Federally funded programs, requlations and mandates’ have _
becme part of the work life of ‘Mmany school principals.: This study éxplored
the Pederal inpact on the jobs of school p‘i’incipals and the ways in which
L Pederal programs, mandates and regulations are liabilities and opportunities
b ' for them. In so doing ve: leamed -gomething about the nature of the Federal
" presence from the vievpoint,s of principals of local schools and its place
4in the context of other changes that have affected principals in the same

time period. -
‘ A diverse saaple of principals was drawn from urban (ten), suburban

v

(six) and small town (four) schools in and around Chicago: The principals o

- . “varied in génder (14 males; 6 females), race and ethnic background (14 white, .
,5lbla'ck,' 1 Hispanic) -aé well as in job experience. Nine were principals i
- of high schools, one of a 5’unior hiqh and ten of elementary schools: ,‘ %
ol * - The data were gathered. ’prinarily through focused interviews with indi- o

‘ vidual -pr’incipils?’ Three principals were also observed in the course of . _“ji

= their work for one day each. The mll and exploratory nature of this study .
o ‘made it necessary for us to make greater use of‘ the more efficient focused - i

“ L . . k%
- mtm;-mfhmming—ebm;

/
/
/

T

“ ® A copy of the 1nterview guide is_ appended to this paper. j
li
;

A4

*+ Oné of the purposes of this projcct was to explore the value of partici-
3 pant cbu;vltion for ‘the study of this topic. We do so by considering the
3 efficiency #nd benefits of oburvation and of focuscd interviewing in this

: exploratory study. ' _ 4
E ) Focused intorvim were a very ‘eﬂ.'icignt method: of obtaining information ;
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The response to the Federal impact was as varied as the sample; no

- principal found the impact to -be totally benign and some found it to be
downright intrusive and negatite. Principals whose schools receive sub-
stantial Federal government funding were more likely than those with fewer
programs to, characterize the Federal presence ln local schools in a positive

manner and to be less negative than the others about ways in which it

]" - R ¢

L ’ .
about the principals' ‘perspectives on the Federal impact. The hour-long
interviews gave a full pictyre of each prinéipal's perspectives and, further-
more, most of the interview\was devoted to the focal topic of the research

|

|

A single interview limits ta. to thoughts which occur to a pr1nc1pa1 . j
. :

:

at a particular time. In(a more\major study repeated interviews over the
course of a year would help to broaden the topical data which could be
obtained. The initial interview would sensitize principals to the issue of
the Federal impact and make them better observers and reporters of its j
effects in subsequent interviews. . : |

A further limitation of interviewing, however, is that)data gathered - ’ }
are only what principals are able to report. Asked hla opinion on the <
-relative value of interviews observations for such a study, one black

urban high schoél principaI“said- . . . (

%

A 16t 6F what 3 you do is unconscious. “When yo.. don't intend
to take credit for doing somefhlng, you often don't remember it.

Principals are self-conscious about their work for they know that it w1ll -

be evaluated by district administrators. They "remember" to "report" to a

themselves, others in the school system, and researchers certain aspects of oL
1

whét they do: they "forget" other aspects»which they do not copsider impor-
tant in the scheme of self and system evaluation. We had observed actions 3
for which the above principal did not intend to take credit and did not ' s 4
describe in his interview but which in our opinion and his make the school -
run smoothly. It.is those observable actions which principals assume are
~unimportant and don't Femember to report which are missed: in .a study wh1ch
doés fiot include participant observation. )
Interviews then, by themselves, give an incomplete impression. They )

only include data which the principals have observed about themselves and
are willing and able to verbalize, A topic which arouses anger in some
principals, as does the topic of the Federal impact: of their work, might be
more fully studied with a combination of observations and interviews to

. achieve a more balanced picture about the work of those who use the inter- -
views to gather together and to ventilate all the negatives about the impact.
OBiEfVitIﬁhs_tcu—qtve*an“incomplete—impression andﬁneed~to—be_augmented_by_,\
interviews, for much. of the Federal impact is felt in “night work," that _
is, paper work taken home.




' ) . , .
! affected their work. This relationship between the level of Federal funding
and reacfion to it that our data suggest was found across the following
characteristics of the schools. location, size -of district, size of school,

grades included in the _school. - .
Most principals we contacted’ were willing to find time in their busy

work- days for an interview on the Féderal impact on their work. As .one who

-thought ‘our study had evaluative poténtial said:

o e

- . I'm personally gratified to see that people are interested
) in knowing what''s happening to the money they are spend- i
ing, and I think it's long overdue. The Federal government i
invests such massive amounts of money into its programs, they
. ought to be doing follow-up- to see if it's being used properly.

'Another,principal?felt the study could be revealing "to those who produce
and decide on the forms" about the _problems encountered by schoéol principals
and staff ﬁho receive Federal funding ‘ .

) I think that the. study as related to this purpose is quite

- - timely and should have been done scme time ago...it should .

" . ' be sofjethinu that's on-going. The regulations continue to
pile up and at the same time our staffing continues to be
reduced. Our resources are -reduced.

’
Those  few _who declired to be interviewed did so because of thé 'press of their

#

work. ‘
A principal who values the Federal programs in his schobl believed our

- study would,befvorthwhile\if it did not overemphasize principals' problems
with paperworki For, as the principal-described at length, the paperwork and

the funding are inseparable'

Yes, it's a lot of 'work, yes, it's a lot of extra activity,
but you’'can't run any kind of program without careful docu-
7 mentation. And documentation takes paperwork and paperwork
: " . is a necessary evil. If the respondents see the paperwork .’
. . ag, a barrier to effectiveness, then I think the purpose of
: ,,:EL research will miscarry...l hope it would not come out with
| ese kindi: of results, ‘that there is too much paperwork, too
| . ° much detailed introspection in Federal programs, and so we
f just as soon not be bothered with them. If that‘s going to

,.
 .

/

= happen, it will be counterproductive. >
E N While some principals we interviewed felt this way,.misy/did not, and it is

| the wide range of principals' reacﬁ.pns to the Federal impac¢t that we explore

in this paper. -
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our findings are of, two kinds. First, we learned from the principals

L3

the various ways in which tﬁe Federal impact contributes %6 the increasingly
complex nature of the schools they manage. Second, we observed that princi-

pals differed from one another in their styles of reactian to the Federal
impact. We report each of these findings.in turn. - \ -

T

) The Nature of the Federal Impact: ..

o Principals' Perspectives

Researchers have described how Federal programs complicadte the job of

. principal and the running of schools (Becker, et al, 1970;.Berman, 1977; Glasman,

1978-80; Hill, 1980). While our findings are ‘congruent with those of pre-

vious researchers, they also.support a change in emphasis. Most of\the prin~

vipals we interviewed find that Federal programs, legal mandates, and

general regulations provide essential support for their philosopliies of

' educatlon and of seryice to children. In important, ways the Federal impact

-

;
]
E

e s ~fe‘1'nforcers—pr:'rn’cipa];s in Atheirattainment of -goals—they esteem.. —Almost all . ——

, the principals we interviewed stated that they believed the concepts on
which the programs are based are valid and worthwhlle.. The much acclalmed
f negative impact on principals has to do, not w1th the programs and regula—
tione themselves, but, we find, with the hanner of their 1mplementat1on.
For the“;a;ger of implementation complicates their workday and appears, to
‘a degree, almost to. subvert the objectives. .
The\prlncipals we interviewed said that Federal programs had contri-
’ buted to the complexity of the principalship in the following=ways:
1. Principals’ resp0nsibility had increased without a
commensurate increase in power and authority.
2. \Principals had to discharge this responsib1lity without ;-
sufficient staff resources.
3. Principals experienced a ‘decrease in their autonomy and an

1
.
.
?

!

L?
"

- laersasc_ihma;:equiremen;_tglcoﬂféfm to others' rather than
 their own priorities. : ‘
' 4. Principals worked with the sense of distant surveillance by
and accountability to a poy;rful national government.




Some of our findings in each of the/aforementioned areas of impact follow. »
FIREN 4 . N . - 1

Increased Respon51bi1ity with Insufficient Power and Authori_x

.

1] Vi
" All principals expressed concern with the 1ncrease in their responsi-= '

bilities without an increase in power and authority. Past researchers

(Becker; gl:_a__]_._, 1970) concur. Glasman. (1978-80) examined how“t'he" tr;\dit;j.gnal

role, of sc%qol administrators as evaluators has snifted with the emergence\ ’

of governmental mandates. ,His interviews with school administrators, like

those with principals:in’our stud&, revealed that they consider their respon-

N _sibilities to gather information had increased while their authority to act
on the information had“decreased. Lorti‘s research on principals (1975) A
has a similar conclusion. He depicts principals as:

: pedple who must manage complex enterprises without extensive
powers... (who) must make many small decisions affecting the
social 1ife within the school...(and whose) responsibilities

outrun (their) authority X - .
T /,Iﬁ example of this imﬁact of Federgl”ﬁaﬁd;tes*Cbmesffram a whitg principal- - ——
- in an urban high school qho.talksfof his lack of participation in budget |

A » /

decisions affecting his school: 4 ) d

Money for my school is -channeled directly to the Central ' o
Office so that I do pot have a voice in the way the money
| is to be spent. My school is_ budgetéd for six million.
E * I have a voice in $30,000 and this money is for books and "
' supplies. In other words, of an entire school- budget for K
a year, I have nothing to say about how it is spent in my school.

i of the principal's role as "manager of a complex organization who has the
. responsibility without the authority and without the extension of power.’

Examining administrative as we11 as financial burdens placed on local »
- - education administrators, Hill (1980) found that the burde* of planning and ’

- negotiation is vef?ﬂﬂigh in some programs (for example, Puﬂlic Law 94-142)

and smzll in others (for example, Title IX),, He found that,all Federal

X ?‘*'*‘“eaﬁCItionai‘programs'require~specia1 arrangements-for:planningcand.admini-
| ¢ 'stration while none provides resourcéL for its integration with other programs.
;‘ One outcome of this situation is that it creates ambi itils regarding - l\;u
F ‘ . individual /hildren s entitlement to services. / g.% ‘

E ) . An urban female elementary principal echoes this position in her description
|
|
|

€




Increased Responsibility Without Staff Resources

i As vith any school program, Eederal programs cannot be implemented

i without the use of staff time and supplies, “Most principals we interviewed
PO reported working: lonvter hours than is expected of them in order to complete
ﬁhéir adminigtfative work. After-school meetings are routinely viewed as
part of the job. ' .

Many of the principals we interviewed felt that the administrative
aspect of thef; job was. the most time consuming and frustrating. Because
city schools are in a financial crisis and have beén forced to cut:back
personnel, principals are particularly hard hit at this time. Many of the

icutbacks have occurred among administrative staff, from assistant principals °

to ‘clerks, requiring the already overburdened remaining staff to take on
even more responsibilities. Most principals take this work requirement in
<7 stride, as in the instance of principals who work without salary over the

¢

' gummer months to keép up with the demands of the/ﬁob As one urban:black

———-— —high schoéol principal-described:—— - — -[’ S L«-,Lg —
We usually come in during the summer, when we're not paid
and we update the inventory. My administrative assistant -
and’ one or two of the clerks. Uslally department chair-
persons an't mind coming in. I don't get paid for. any -of
the summer, but it is in my best interest to be here. If
I'm not, it's all hére waiting for me when I get back and
I can never catch up. Even now I am working all day Satur-
+  day...12 hours a day...that's Just .something you have to do.

£y

Another black principal, from a large high school in a rural area, places
such value on the programs that ‘the attendant work seems almogt irrelevant.

I  have no choice but {to be honest and candid with you. On

the basis of my expsnience, Federal programs are not so

cumbersome that one would not attempt to keep. the benefits of
) the program in perspective to the amount of necessary torms .
i to £il1]l out. ~

gevortheless, this same principal along with others, reports working twelve-
hour days, weekends- and during the unpaid summer months. A white male from
. a rural elsnlntary school sa d, "I have much more invisible work to do as

i

a result of the Pederal progtrams,” and another said wiﬁh resignation, "I
have often came‘in on Sunday just to do paporwork.‘ I never really catch

L4

up.” = : - ) =




The use ?f personal time for administrative work does not always tip \ -

e

.

the scale in favor of principals having the time to interdct 'with staff and.
students during the school day. One secondary school principal -described

FORET
s
b oaal

— this problem in the following. way:

The first year and a half I was here, I averaged- one ‘o two
~~._hours a day walking the building. I am now down to fifteen ,
minutes to half an hour maximum every day. Part of that is
- because 8f fewer teachers, but the amount of paperwork, all
—— the sérious problems confronting the schools, the amount of'
" paperwork is growing

Several principais talked about attending evening meetings that are }ften

R T B T T

§
expected of principals. In a rare instance, the administrative work had \ * 4?
Lecome the sole, accomplishment of one black female urban elementary School %
‘%

principal She said:

The demanfls of making sure teachers are in their right pos:.tion '

that all programs are opey that all the tipe lines are met

with special education...tMat the CETA people have their ‘
_assignments; make it difficult to get the_ educational program L

IR

going. 11 I have done since September is fool with govern-
ment £ inq and I think that this is what has brought about
the deterioration of educltion in the ghétto.

3 (This principal‘s experience had changed two months later whén we returned
- for a day's observation at her school. We observed her spending much time

T jnteracting both with stude_nte and teache’re ir the sqlution of problems and

_planning for the fiture. During the course of the one day— obsérvation

period, she spent one hour on work which was specifically related to a

‘Pederal program.) ‘ _ . : . ,
: . Another probleln pripcipals face is having the responsibility for _... .. .
; e inplementinq Federal programs. without ‘the kind of monetary support for

staffinq that would allow them to run smogthly This common feeling was

L apreﬂLed by 'a.black female principal serving an urban elementary school.

3 . Everybody ‘I‘a“'iiﬁ‘f’“"tly‘wm:mg—ror‘ﬁs?u—hm—that—kiﬂd of-
- * responsibility, but they are not giving us the wherewithal
to do it with. You are strigtly on your own. It's not the )

t-+m R S ——— requhtionmu:it_'_mth;_gherevithal to implement the regula- . -

tions. Nherevor this overhead is, I can't draw on it.
- Several share the difficulty of wanting to be caring and responsible for K
children. entrulted to them yet feeling \‘.I.ll-equipped to deal. w:.th the

ditultion. - |
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’ +
_'The school breakfast program, as-an example, creates ambiguities and
//préglems in implemenfation because of insufficient funding. An elementary
school principal in an urban. setting spoke to ‘this issue:

The Federal government provides us with the money to give
them free meals but they don't give me any money, to provide
‘ security people to watch théem. They say run the program
and they give you 'the books, they give you the . food, they
give you the equipment but they don't give you ‘adequate
support so that you can conduct it properly within the building.
I go through-hell just finding people to supervise those
kids in the breakfast program in the morning.

-

The structure of ceértain .programs unwittingly contributes to its complexi-

ties and draws upon the innovativeness of principals to implement them suc-
cessfully. . ) ST,

A difficult dilemma faced by principals in need of Federal funds is
getting the funds in the\first place. Some schools go without government

; money if the required time and personnel to apply for them is unavailable.
' / As one princip \1 said: - oot '
In order to qualify for any of these funds that come on
T through\the government you ‘have| to know what is going on

- and manﬁ principals are so bogged down with the minutia
of running the school, a variet§ of kinds of paperwork
that may ‘or may not be useful-to the school in terms of
providing\better education, that if you don't know about
the moneyl if you don't know how to apply for it, you nhever
get it. 1T hate ‘the massive amqpnt of work that's involved
but it doesn't scare me becauséyl've been through it
before. Most principalsfjust‘ en't 'going to be bothered
\ with it," even if they understand it. They ate not afraid
_of the work. that[s-involved, tﬂey don't have ‘the timé
that's necesdary, they just can't follow up.

7

-

~The—$rony—heze—i§—that—a&liaistering_already_obtained funds oftentimes
‘deters principals from seeking much-needed funds for the future.

‘ B
h Y 1Y
. »*
- ~
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Decfease in Autonony and\Increa.e in Conformity to. others Priorities
Several principaln \Fe],ieve that a negative inpact of the increased

bureaucratization of schoqls is that they have progressively less to say’
about establishing educati

constraints- about these policies. Wise (1979) examined the overall results

1 policy ‘and are confronted, with everiincreasing'




i
of educational pollcles and decisions-from all three branches of th"Federal‘
government and reached a similar+conclusion. He expresses the view that ‘
the decrease in autonomy threatens looal control of public education, an '
nmpact that could ultimately harq our society. .

A number of prlncipals we interviewed believe that one»of the most
serious consequences of Federal mandates and regulations is that they have
decreased the “autonomy of principals" who "don't have the latitude and
creativity" they would otherwlse have_if "they. (the Federal government) didn't
tell you what to do -and how to do it." A black female pr1nc1pal of an urban
elenentary-school believes tn:t contrary to the1r purpose, Federal govern—
ment has the attitude that: - ’ T
’\. “ Public school princlpals, you- are dumb, you are stuird, you

,\
T

\\ do 't know what you are doing.,..we are going to gsend| folks
in;to straighten you oﬁt, but you are stlll‘liable.

- school codes so: that schoo
_than State legislation. ’
Other’ principals mentioned serious concern about -the duplication of

Several of} our respondentsigelieve Federal mandates are suplrcedinq State .
ing is-.slowly becomlng a function _of Federal rathe;

paperwork that is rééuired of tﬁem for drﬁfnrent Federal programs and regula-
tions and for State and local programs and make it clear, how they feel "run

by the programs." Implementing programs that “look wonderful on paper" was
described as "something. else again” by one principal: Several believe that

the repetition in reporting-the same things to a varlety of people is the

"biggest problem and one that has gottehxuorse in the past five yeérs.

This. was expressed in the following way. one of the prlncipals +

* When you think-that you)\ are. reporting locally, tQat you T,
- are reéporting to the State, or that you are reporting to
the Feds, you are making, the same report to.different
departments. Take special education, for example. We )
-are doing for the district ‘6ffice which we did before for
the -downtown office, which we are going to have to do
"again. There ought .to be a central storage where they
can push a button downtown and get out #nything they want.

~—K1I this could-be-streamlined.. .- . e
While they agree that docunentation is 5ustified and nécessary, several

others suggested. a roporting sYaten that is streamlined. They told of having

[y

-
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to report the same things to a variety of people, on different forms with

a continual dgl:lcet:lon of !nformation on an endless atream of paper. (Some

R
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Pederal boutcee “and is not exclus:w‘ly the result of Fed&al :requirents )

.yeax." .

' pu!en:rs‘ access to informat‘:ion about their clu.ldren {The Privacy Act) both

. own way. -

personal views toward e :l.lplicdtiom of special placqnéut f6r their children.

children whan they are not equi

of this !us to do w:lth the nred. to report similar things to city, State and

Some: found it arduous to mplete t!m Same lengthy form year after year:
"I;E .I "culd just write 'No change' on the pages which are identical from last

EL . - -,

A Fedex"a‘ﬁj-‘-fﬁ_nded‘ pr‘dgrajn\yhich; mimdates perental ;:‘gghts to partici-
p.ite“ in, decisions about speciai education‘ assignments of their children
(PL 94-142) and a requlation wh:l.ch spells out procedures - for' protect:.ng

eet; limits on principals' abilities to direct school activiries in their
Several principals we interv:.ewed, referring to the ?;ivacy Act,
expressed concern about parenﬁs over-involvement in the schools. ‘P.';irents
w;re described as "looking over the shoulders of principals,” and of being
imrolved in school policies that they begin to believe they can make
policy and detemine the needs of children. One: principal e'xéreséed_this‘

3

¢

feeling in the folloving way: 1‘ ) .

The direction of working with barents has changed, so that’ .
instéad of talking with pax:ents about their ghildren's
progress. or behwior ir. school, we now talk about politics .
and ptoceed:lngs. Parents used to rei.nforce what- we did, but-
.that's not true now... . \

The principle which the Privacy Act defends is one in which the pnnc:.pals
also believe, _The law supports their own goals but the procedux:es for its -
.implementation make for, in their view, a ‘great deal of unnecessary work.

Public Law_ $4-142 also supports programs which principals value. But
its proe:edutel on occasion’ subvert their efforts to achieve its goals., The;(
fse] that in many 1nstances children are inappropriately placed because
parents have ruch power in tHe placement decision, and are swayed by -
Some principals me appo}! to e provision in the law that, as one said,
“allows parents to detemine the edeeat:lonal needs of special education ,

%
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,situation invariably force some principals to make decisions that ofé\en are
not, in thelr\view. in the best interests of the children in order to avoid

4
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legal entanglements with some parents. T

~ ¢

Distant Surveillance by and Accountability to"a Powerful Bational Government

One over-riding concern among all principals is the sense of being
under constant surveillance by various segments of the government /Z-:d having: .
insuffici/ent control over the cirfumstances of who visits them and under
what conditions. The programs generated by the Federal government are placed
g schools to benefit children who are disadvantaged in one way or another,
/ and in that Sense are benign and kindly. The regulations and sangtions B
/ which accompany ‘the beneficient stance and ‘which are ‘there tQ ingure com-
pliance, bring an add:ltionel factor of risk and threat to the principal's 3ob.
Several principals‘we interviewed feit that there was little recogni- ,
tion of their legal status as principals although the increasing bureaucrati- )

P T L 2T TP T
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zation of schools and legislation surrounding ‘their duties apply to them

and increasingly affect them. Some ‘Federal regulatibhns such as due proces‘s,t’/_ N

4 ' -

cjvil rights, sex discrimination and student records pose more problems . /o ;
{

- than do others. LThe literature is replete with legal advice for principals
(Ackerly and Gluc)anan, 1976; poldsgnith r 1979; King, 1979; McCrosky and
puff, 1975; and Nolte,l974)-. ‘\.‘Principal‘s' professional organizations are
* . also devoted to- helping them deal with those matters. The legal issue is
an_unwelcome but necessary part of the principal's job. It is_a link to
government‘ that most principals prefer not to have. . 0
T, - Several principals expressed distress that the Federal government was
- linking compliance, with nandates and regulations to funding for unrelated i o
" programs. They feel this ‘threat of non-support is counterproductive and ]
oontrihAtés _to m detlerjoration in the relitionship between principals and

S

L

P 'the_ govement. : is .view was expressed by a white male principal in an o »
urban high lci;ool: ) ) ~ ) ’

One of the things that I'm alyays a little leery about is

. -the manner in. which the'monéy is spent. When the Federal
= t govetn-ent f.iut began getting in education, it really was

' -back at ‘the sputnik time with initial involvement in NDEA,

where we had to bring the schools into a par with Russia

,80 we could get our own satellite up,_in the sky. The

.
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. ] :government at that time was saying, we're just. t;ylng to help

= . : you. We want'¥a improve the quality of schools. At that time
. everyone was saying, well, if we get Federal money aren't we. \
- | that -we have to :do- thls .and that? I agree totally in principle ]
' with the fact that if “anyone spends money they have to have ° U

some kind of auditing control. - Is the money heing used for

the: purposes it's supposed to be used? What upsets-me is that /

now the Federal government is going off is a: new direction.

If you don't do these things, which are totally unconnected .-
with the money that the Federal govermment is providing, we

will“cut off money for another arée So, if you .do not do

m3551ve amounts of work, provide us with massive amounts of

information about this or that aspect of your attendance, we )

will not give you any money for your science program. The two-- — = —-

are totally unrelated. They are using the money from-educa——- - =

f( + tional programs as a club to get information that has nothing- .
: to do with education. , /;,’/<f,/<’//’f

{ v ! dIiE“qoing“to~get~!ederalwregulaticnsv-more_and_moreumandates
|
I
|
|
L
j Two specific examples .of problems related to complying with mandatés
; are those concerning 1ntegr;tion and privacy. Some’grggcipaigfaer:'frustrated
‘{ .with the paperwork,. but more often.,wrth the complexities of the mandate on
i . ‘ " “8chool..(and _more .xrecently 1ndlv1dua1 classroom) integration.
The principal quoted above was quite vocal about his problems with the
means by, whizch: otherwise worthy Federal mandates are implemented locally.
i Hie large ‘high school meets Federal guiqelines for racial integraticn. When |\
¢ - “interviewed in the midst of the first tern, he was disturbed at a recent \
¢ . request from the central -administrative office that he examine the racial \
breakdown of each individual classroom and write explanations for the pre- X
» gence of any class thet does not have the same proportional balance as. the

total school. While most classrooms were balanced_apprqpriately, some 130

PR

- were not. He anticipates that he will spend 200 hours to- comply with this .
i request and is exasperated by the idea of having to explain why a black -
P studies class @id not have more white students. Further, he is corcerned ;

|

|

|
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!/ that the requeat-wiil be followed by a directive to reas3sign students to

L achieve the proper proportional breakdown in each of the 700 classrooms.

} More than the heavy administrative: hprden of sqéh a directive, he is con-

cerned about the disservice to the students in’ making them- "start all over
_hfor the second half of the year with a strange, new teacher" and the disser-
vice to teachers who "have to now learn the capabilities and the diagnostic

i




3
tests for’these (new) kids and so on." He is further disturbed becausé he

has uie of the few totally integrated high schools in the city yet because
e _ 8oz ot . .classes are not integrated, his school is now viewed as segregated. .
Most principals we interviewed agree with the premise of thefPrivacy

Act because ,it is designed to protect the rights of parents and children.

-

uvThé’legal/f;mifications of failing to protect records is a concern of many, .

however, for they see it as‘one other means of possibly being sued. Parental
conce¥n about privacy, in itself, adds a "small percentage" to a principal's
workday. . _ . ‘

‘Not‘al{/ptinéipgls expressed concern about this area. Those who digd,
worry about lawsuits. They feel increasingly accountable for 'things they
do, say -or write. (Two areas that *e become target§ ;Qr lawsuits by parents
are those of "due process" and civil rights. "There are money damages and I
think that's wrong!" was the view of one principal. Others feel their
effggtiveqess is hampered by thé gggginUing fear of légsuits. One femalg\\ ' ;
principal of an urban elementary school, who is cg;;enti?‘beiqg sued, is .. J
opposed to the pOSitibn-of the Office -of Civil Rights reqhirin; her to make i
the procgedings top priority. But the 0Office, she notes, is not willing to |
give Héi the information she requires to respond to éhe suit.

Some principals believe that "continuous communiCation" and more direct

contact between principals and thqge responsible for Federal programs and

requirements would be beneficial. Urban principals deal through the Central

Office for Federal programs and. do nog'have—direct éontact with Federal Pro-

gram stgff. Some suburban and rural school“princiQEIS'ha@e’more direct

contact. As one principal expressed it, "If you uhderstand the rationale

for a form or rééért, it becomes easier (to do it)." ‘
Commenting\qn reports, p:inciéals saia.thi:és like, fﬂho reads them?"

"what do they do with the informé;ién?" Priﬁéi gls féel ";yéertaih sense

of futility about éenerating detailgd information and sending if off when |

there (is) never éﬁy feedﬁack from it.f’ fhey inéer "if the process would '

be more accessible if a qechanism could be deviged wherein there was some ;

/
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School Principals: Styles . . e

\xof Reacfion té'ﬁhe Fedefal'IrpacE

Our brief encounters with twenty-one principals give the 1mpre551on

that there are geveral kigds of reactions to Federal programs end regula-

tions: ‘the Affirmers, the Ventileto}s, the Irritated and the Presumably ,':

Unaffeeted. ’ ' C

The Affirmers : - \ f
v tou-

' 0ne~th1rd of our sample are Afflrmers. They invite respect
because of the high level of their 1nvestment in £he qualit§ of education
for children and in estimable goals, in this case the éoais of Federal : ‘
programs and reéulaticn§1 Theyﬁgndertake their work with.a sense 9f equani- o B
mitf; competence, and excel}ehtrmanagement skills. Beyond. their -common

response to the Federal 1mpaét, there is little similarity between these

principals. They work at elemeitary, junior high and high schools in urban,

suburban and ;ure;_ageas. They .are biack, white and Hispanic, male and
female, and vary innlehth:?f time in. the'principalship.

‘Here are two examples. of the ways in which principals express their
comhitment to educational quality and'Federal program goals. The first is o

a Hispanic female prfngipal of an urban elementary school., Although she is

not fond of bureaucratic red tape, her predominant‘approach to description
of the Federal impact is to ‘phrase it in‘terms of its benefits:

As long as it has a positive impact on my children, I will
£ind the tlﬁe and resources to aid in complying with the
demands, some of which I believe are useless,and indicate
either a lack of concern for the principalship or a good
deal of naivete about the demands of the job. I have
weighed both the pros and cons -of the Federal forms and 'V
have concluded that for my school the beneflts outwéigh the .
costs. I look at the forms as unnecessary means to a
valuable. end.

She views the vothersome aspects of Federally funded programs witﬁ a measure

of equanimity. This impression was sustained and amplified by a day of \\\
observation of thié:principal 9ﬁ5 her school. Her day was devoted to_the
children and the teachers. sﬁe gives the impression of a powerful person

who manages her urban’ elementary school very effectively. Other than speﬁding



) paperwork to work on later at home. o —

'some, time supervising the Federally funded school lunch program, she spent

nOAtime on matters related to Federal programs or regulations saving all

A black male ‘high school prxncxpal in a relatively economically depressed
area of towns that have both suburban and rural aspects talked at length ;
about the positive meanlng to him of Federal programs and regulations. Heﬁu L
clearly 1dentx£1e3»w1bh the goals of the programs, an- approach which is
evident .as*he talks a&bout Title One: . C ‘ - -

o
‘ Tltle One ‘provides remedlal servxces to the kids who have

been. identified as having an. educatidhal handicap of some ~_
sort, whether it's :because oﬁ the: lack -of -experiences. at - e ]
home where the parents don't "talk to the kids, don't read .

to the kids, don't travel. It's, in.more instances~than :
not,” a cultural phenomenon associated with socio-economic . S
- strata. And when we identify these kids who have the poten- & L

tial, the academic potential to be at grade 1eve1 or above,
but who are not achieving then we provide the Title One

- services which are supplemental to what they would’ ordinarily . .
receive. And, we've had great successes with the Title . -
" One-students. We're proud of that. " ’

Tltle One fits w1th1n the context of his most important goal for edé%%tlng

the. students at his school:

I'm happy to -say that we are about to do some changing in
terms. of expectations with the kids and the staff. And
even the parents, we've raised their levels of expectations.
I'm attempting to comminicate to them that they can make
their lives better if they're capable of competing in a
very difficult world. And the only way they can compete is
to-have the skills, tools, social skills...And we're getting
support from the program. .
He uses the program as he uses all other resources to build up the quality
of educatlonal acHievement of students in his school

The strings attached to Federally funded programs do flot cause him :
distress as his Hiscussion of Public Law 94-142 shows: -

It is cumbersome because of the rules and regulations T~
associated with 94-142 but by the same token, it's benefi-
cial bécause it -provides money to provide services that were
- not historically available to school districts. A lot of
times people bitch ‘about the necessity of doing certain -
kinds of paperwork. If they went out and did it it would
take less time than grumbling about it. Peéople who may have
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compla'mts -about the Federal government requirements in

- B

N ‘ ) terms of reports ahd ‘being audited and checked on, which .
} | they should. be 1f they're using Federal money,, they'd be .
:15, X moanin! and,groanin' if the government withdrew the programs. L
} . He gives the impreasion o{\wasting no time at all with moaning and groaning. , té
_:;*Whh . - Effective planning and/implementatiqn skills are - evident 1n the ‘
- app aches of “Affiiming"“principais ‘to their work.1 A black male.principal o \\ .
o . of axlarge urban high school expresses this capability. " . !z
-4 ‘The p01ﬁt*1s to. have.a_plan. If you caq get ninety to ° ) - -
; . cne hundred percent of that plan, you can make & succesg. .
Tl - I.don't expect,the Federal government tar/;om° up with a - 4
_ > -4 . 7perfect plan, ‘but’ they do have a plan. can' 't make
: N recommendations about the plan because I didp't start out; . )
_ - with the 1n1tial .concept. But givzh that theke was some . e
4ntelligence involved then if I follow-that phan, I can . - '
. meet with.the successes that the plan was des1gned to B 4
¢. < assist me in attaining. So I can live w1th that. - - @ e S
+ This man keeps the goals of the program 1n,mind while working w1th1n its R : e
associated constraints. He makes the good will assumption that pregcribed .. '
T work plans result in prescribed ends and, because the goals are his too, they ;
o . do. | g f . .
- e / . , . . N
) / During the day in which we observed this principal at work, he attended o
* a mé,ting of all principals in the citycalled to introduce them to a change
in/management*of some data which all principals gathetr. Confirming the
observer's opinion, he said: S )
You notice how many of them are complaining? It is beyond “’/)b
me why they are going. to Tiake these simple changes affect )
them and their whole ‘personnel staff. But they are. It is <

going to happen anyway. I'm sure you saw this kind of thing
from other, princi 1's you talked with. 'I find that pulling

o your hair out won't solve a thing, so I am going to do the
best I can to understand what they want and (find) the easiest
way to implement it. ~

He - took along to the meeting ‘a staffgperson who would be involved in imple-
menting the new system for, as he said: "Two heads are better than one...
Between the two, it shoyld hot be too difficultt" ; )
This particular observation gave a splendid opportunity for us to
-observe reaction styles of a large nuqber of principals to. a single event
yhich‘has‘mﬁch in common with. the sort\of~events which are part of Federal

*  programs and regulations. While principals around him reacted in terms of

g ,
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other styles, this‘principal reacted just as he had earlier described in an

. -

interview. _— . . N

Ancther urban highvschooi principal, a«ﬁhite—male,‘antioipates Federa; ;
mandates- and"pr;pares for-them—ahead of‘time.‘ Title IX presented him“witﬁA; o
.€o problems. despite loud- and persmstent complalnts by the boys in this school
which is _exceptionally successful in city-wide male sports competltlons,for
he started the process of integrating the phy51ca1 education program a full
year before it was requlred This year gave hlm an opoortunltyf;as he says,
"to know what we -were doing” and to deal with oomplalnts by students and

parents so that when the ehange was legally manaated ‘he could achieve it

%

T . <’w1th no problem. . R !
) o .Another high ’'school principal, a white male 1n Chlcagb, describes his
= 'techniques for,dealing with theclarge‘amount of paperwork he takes home. on
‘*Q nights and‘weekends:' Referiing /to-some forms, he said:‘

g

I use-these, it helps clear the stuff out én a hurry
‘because there are standard responses to many of these

things. I .just put these on. ' I havezndifferent forms
-depending upon #here it goes, how 1té§\?01ng ‘to be

used, how it's going.to be -distributed.. (Interv1ewer-

You made these up yourself?) (Nods,»lndlcatlng that he

did.) And,I staple it on or clip it on and then it goes

.out. \But.in so many cases; it"s to say to my- secretary L
-or through the forms: See me at such and ‘such a time,

He is organized in many aspects of his work, apparently, for behind hls desk
on i bulletln board is an organizing scheme for projects with deadlines.
These elements of management .capability are not exc1q51ve1y the prov1nce of

Affirmers, however, for the Ventilators and some others. share many of these

qualities. -

/

The Ventilators
Ventilators, making up almost forty percent of this sample, do their

job with much the same competence and sens¢ of the goals of programs and
regulations as do the’Afflrmers but with mfch more expression of distress
about the negatlve aspects of the Federal impact. We got their title name
from'the following statement by a black, female principal of an urban ,

elementary school: Ve '
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I'‘m 0ld enough in the business to have a gyroscope and that's

keeping me on an even keel., I .don't let any of these things .

affect my attitude towarad my job, even this matter of the ‘

restrictions- placed on me by the”Central Office. I ‘give them

Ce- - ‘what they want and then- ..I do what I think should be dcne.

: They know exactly how I feel about everything. What it does

for me is give me an Qpportunity +to ventilate so I can go
right oy aﬁead.- 'i

. Giving an 1mpression of competence and dedidation throughﬁut the 1nterv1ew,

this pr1nc1pal nevertheless, expressed extreme annoyance and 1rr1tation about

the duplicatién of effort and her perceived lack of control over the pro-

‘grams for which she .was responsible.
Ano principal a white -fekmale 1n an urban high school, expressed

exasperation throughtout her des ipticns of the Federgl,igpact on her -
school and’ ofi her work.. Shé said, for example.

when you get to Federal regulations. Yes, we've had a snow-
' /storm of Pederal regulations, We've coped. (She laughs)
, Actually, many of theﬁ?are right and should be- done.! .For’ o
' example, the right to privacy or the right to examine r ords.
;S It's never\been any problem, ever. The parent wants to/;ee
" - his child's records. Fine. But now there's .a PRO-CEDURE: ’
so many days for this, and so many days for that...And I° .
just skip the procedure to cut down...Follow the law without
getting bogged -down. And the parent is also bogged down
because ﬁhey have to make application in writing and do this
and do that. 1It's much'nicer when they come and say, ‘I'd
"~ like to examine Johnnié's folder.' Great. Have it out right
there...That they should apply in writing. I should respond
in writing. Why, when you can talk face to face?

We have the impression that this principal usesfmuch the same discretion in
‘hexr implementation of Federal‘programs and regulations as the Affirmers.

She- seemed quite affirming in her dedication to the effective achievement

of ‘the goals of programs and policies but, at the same time, she continuously

complained about the related headaches. ‘

The Irritated ,

-

Unlike the Affirmers and the Ventilators, the two principals (1}s of
the sample) with the stylé, The Irritated, were far more negative in their/’
. '4description of the Federal impact. A black, urban, female elementary school .
principal deécribed herself as highly ‘stressed, saying: "Most principals
go crazy at the mention of government funding." She described the programs

s

.
'
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* in ne ative terms and 'saw no benefits ac ing' from them. "I would 1ve m
: 9 its accruing oi ny

right arm i€ I could get rio of government funds and -go. back to basic -~

i e

‘schooling.; Some of her -complaints- were:, ’ b : 5

I believe government funds, contrary to their purpose, sup- ‘
,plant rather than. support local effort...They derine _the
local school rather than®the local school defining the
. support...this causes rivalry and power struggles and raises
R questions .about whé's running the ship.

»

L3

' She believed there has ‘beén deterioration of the quality of education which

is further -exacerbated because: . PR 1\\ *

[N
We have convinced teachers that they cannot work with poverty-’
level youngsters unléss they have a teacher's aide, or a | °
field worker coming to confer with them, or leave the buil ing
.and go. out for an in—service, or have staff development.

-
This principal's preoccupation with the negatives seemed to- have/

an éffect

on her perception of her -effectiveness.on the job. /
A white, male suburban high school principal also responded to the

Federal impact in predominantly negative terms. The interviewer describes

F
I
- :l

him as follows. : T .

...used words such as repugnant, ridiculous to deseribe ‘the
- way he feels about Federal forms. He spent most of the time
«talking about the forms themselves; not the programs,/because
he said: 'I have very little to do with them: ° Theylgo
directly to:Central Office.” -...he. treats most Federal forms -
"with aversion.-and disdain,' and believes many of his princi-
pal colleagues feel the same way. Active in other)Professional
organizations in the State, he and others, he said, 'wonder
vhat happens later?' -to all the paper and forms. ﬁhat'
ridiculous, he said, are some of the 'picky'’ things in the
reqgulations--like compliance deadlines and 'how many toilets
there are' because they do not have anything to do with the
standards they already have at the local level.

<

while he sees benefits in some Federal programs, when program requirements
" do not meet his needs he does not express the understa?ding, as do oothers,

that they may be necessary in other conteits{or in other places.

; -

The PreaumablxﬁUnaffected .

Some principals, making up seventeen percent of our sample, feel that
there is little Federal impact on their work becauSe they have few Federal

programs, or because Federal,programs are‘administered at a higher level.

4
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‘tions as. are any prxncxpals. In partlcular, they -assert tHat Federal
_programs had little impact on their ‘work because most of the admmn&stratlve
work 1nvolved in obtalnlng funds or wrlting proposals is done at the

: _dlstrrpt level. . ;o -

. .
Two whité, male elementary school pr1nc1pals, both in suburban areas,

disclaimed much Federal impact on their work. One pr1nc1pa1 talked of
éxperiencing an increasd in time workiag with parents and with students on
discipline, not as a -consequence of Federal programs but of his becoming

§ principal. The only impact of Eederal‘programs brought to light in the
interview is a slight increase in paperwork related to thé school lunch pro-
7gram The other heralded looal autonomyg saying: "Each principal is kind
of the ‘head of his school We run our own-show here.'

A white, male pr1ncxpa1 of an urban magnet elementary school told the
interviewer that he had little to discuss about Federal impact since there
were no Federally funded programs in hls school and minimal paperwork asso-
ciated with his job. - An officer of a principal's association, he was
acquainted with the problems of ‘Federally funded programs but had no problems
himself with them. Shortly;thereafter, he contlnued by saying, "Although I
have no problem thh such programs, I am bothered by the tremendous probilems
‘concerning Fedeéral ruLes and regulations regarding handicapped children in
my school." ) . ‘ ‘

Further probing revealed that this program is "disruptive, too demanding
of everyone's time" and at txmes, resqlts in school personnel "spending more
‘7tiae admmnlsterlng thls_prqgram than working with the majority of ordlnary
.children,” &n our view his whole eotool is a résult of Federal impact, for
it was desxgned to achieve voluntary racial integration for compliance with
Federal mandates. He, however, like some of his suburban colleagues, prefers
not to focus upon the Federal presence in his. school

Prxncipals hﬁ%e different styles of reaction to Federal programs, regu-
lations, and mandates. It would be convenient to find that each type of

reaction was characteristic of principals of certain backgrounds and locations.

5
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' ohe principal: . .

ﬁrgderai_pgggrggg_gﬁbggmmgtg“insure that these services are available to

evéry child who n7eds‘them.

]

Such was not the case in an overall sense. There are, however, no female,
> ¢ i

black or hiih school' principals among the Presumably Unaffected. There are

no‘Suburban_principals among the Affirmers. These trends are suggestive

but they arelthe only ones which appear.

The Principalship and the Federal Impact:

e . Implications and Conclusions

i ' Tne role of the school and, concomitantly, that of the principal has

been expanded. Although principals in our study varied in our view as to~

their effectiveness, they all felt a sense of being critical to the quality
of life in their schools. Berman (1977) found this to be the case in a

survey he conducted -of 171 principals on'thei?actors affecting implementation

and. continuation of Federally funded programs. In a later study of the

effects of Federal education programs on school principals, Hill (1980) came

to similar conclusions.

Several principals in our study pointed out that schGOIS*toda§'are

being asked to fill "social gaps" far beyond\education. Services which

were preViously provided by the community throug?ﬂfamily, church and youth

organizations are now seen as the responsibility of the school. “Now," said

many people still haye the idea that the parent ought to be
responsible foy the /child and I would agree except that the .
parent is not in falt responsible for the child. The child

is entitled tg certain therapy and that sort of thing, and

it Behooves society, and in this case society means the school,

to provide them.

{

+

Several of our principals expressed the view that the professional

preparation of principals should include leadership role training and 6
trai‘ing for}adapting to changes that routinely become part of their job.

Schoeny and Ho (1980) discussed the need for training principals in

/
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these same capacities. They concluded from their research that success of
school progcams depends upon the, pr1nc1pa1's ability to be an 1nnovat1ve
organlzer, manager ﬁf programs, and problem solver of the complex inter-

relationships 1mp1ement1ng the program's cause. Their, research findings

‘ about how principals they studied described their jobs are similar to our

finaings, Like us, they found that principals Secure support for their
schools, 5evelop curricula andfstaff:and mediate human relations for the
school. /,,' . A \ ' '

Most of the principals we intervieued founo that the benefits to,

children outwelgh the work that Federal programs and regulatlons 1mpose.

A black male principal of a Ch1cago hlgh school summed up the more pos1t1ve'

of the responses in this way:

I think that it should be recognized that many of these
regulations were des1gned to require, if you will, an equal
kind of impact within the range of eligibility. And, therefore,
accountability must be demonstrated. Ergo the paperwork

So, I have no problems in somebody ¢oming in here to monitor
what I am doing or to .audit whah.happened to0 every penny or
what have you. Because I know that given so much individual
freedom, States' rights, local control, local autouomy and

what have you, everybody s not gonna get their fair share

of the pie. I don’t think everybody is exactly getting ,their

\\galr share of the pie now but they' re getting a héck of a .

lot more...than they got before we got into all of this...
the positives and the negatives if you want to add thém

*up. I think on the positive side that you got a "tower'.
And on ﬁhe negative side you got a 'small shot':

-Despite thelr often positive statements about Fedeial impact, even the most

enthus1ast1c proponents of the programs and regulatlons acknowledge that
their ;mplementatlon has consequences for them and for their schools.

The main impact on school principals of Federal programs, mandates
and regulations is an increase in the complexlty of the organlzatlons that
princlpals manage. While this is a trend to which princlpals would be sub-
ject. if there were no Federal involvement in local educatlon, the complexxty

is greater than it would be without such involveément. In particular, the

increase in complez}ty ig felt as a problem because of the assoclated condi-

tions which we have des¢ribed in thls paper:: thexr responslbllltles have

~
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-~ . * ingreased: without a commensurate increase. 1n the1r power and authority;

they have had ‘to discharge their added respons1b111t1es without suff1c4 nt

Some*Lr1nc1pals manage these,condltlons with greater equan1m1ty than do others,
: T they exercise management skills and have an approach: whlch encompasses the
) complexltles wighout undue trauma. Others,, at times, seem deeply troubled

by the management requirements the federal impact requ1res. still others,, A

find themselves . in situations where the. federal 1mpact is' not perceived to &

¢ N o Vo

be great or troublesome.” - s . .

All in all,»the Federal impact afld. its assoclated complex1 y is a\’
positive: condition \for most of the principals we stud1ed. Thes pr1nc1pa1sﬁ -
each. in their own'schools, find in Federal programs, mandates and regulatlons
an important kind of suppcrt, monetary and otherwisé, for equity ?ad’quallty
in, education. Because of the Federal impact, they are akle to encompass

within a, local realm some® aspects of their goals and values for which there

is not always powerful local sppport This very posmtive aspect of the

Federal impact was described’ by many of the principals we anterv1ewed——and i

it forms one important element 1n‘the overall complexlty. [

. . -
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Interview Guide

Introduction
The - Pederal government through the National Institute of Education is?
interested in exploring tha impact of Federal programs and legislation on
A sohooi principals. NIE has asked us to assist them in finding out from prin-
- . ) cipals‘themselygs nust what this _impact is and how their Jg§§¥are afchted

i by re&%ral programé> We hope you will.share your experiences with us for

f‘ - the purpose of uncovering the 1ssues whlch seem most important to you.
27 - - ) ©° . v«

1. What are your initial reactions to ‘the purpose of this study?

o~ - 3
.

2. What are the names of Federal programs in your school? (See check list -of programs) -
. r 2 R

Y

M -
N -

3. What are the.effects of Federal programs on your job? (Refer to check list
.. of recent findings) . oL .

A

i 4. In what ways are Federal programs liabilities and opportunltles for you in
. . your job?.

.
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- ‘70: Readers of the CASR report entitled "An- Exploratory Study o# the

- Federal Impact on Principals." /
- FROM: Dan C. lortie, Professor and;i;:::ab, Midwest Administration

Center, University of chicago. /

H
{
/
!

. Changes in the political and social climate of the nation h7ve 1mpor-
in educa~

tant_and pervasive effects -on the formulation of policy research
tion, particularly when that research deals Wlth .the actiOns of the Federal

government, A fow years ago manyvof us assimed that Federal support was a
,secure and growing factor on the educational scene and were gen inely con~
» ' . cerned about how that support was givén; we looked forward to 7inding
;.~ better ways to-use Federal tunds, better ways: to implement the policies.
which such- support was. intended to foster. Since the medicine; was relative-
ly abundant, we ‘worried aboutc he side-effects and how to conﬁLol them. .

Today things seem different\ Many wonder now whether the future will

support that qLestions of
come trivial. As sugh support»be-

bring such severe reductions in
howfbestito-organize‘such ‘“pport may
comes increasingly scarce,“ajpessimistic scenario would’say,Jits value will
become so high that it will be foolish to worry about anyth1£g but the most
severe side-effects.‘ Give the 16sses-in local and state sdbport, ‘one. can ,

7 argue, Federal funds will be\ablolutely essential to prote:t recent gains )

and advance those still ‘necessary in public schools; compl’ nts -about im-
- ‘ plementation under circunatances 'such as these might seem. ownright absurd.
) N Yet we -cannot know for sure what ‘the future will bring and I believe
it unwise to concede hope for the future by simply assuming the worst. Fed-
eral support mway continue to:play a significant role on tJe educational ‘

’ scene, and given a context of relative poverty for schools and other public

services, that support may beccme more rather than less crucial. The effec-

o tive :use of rederal monies will then become even more vital, as more :2}{
have to be done with less. Thus issues of how best to implement Federal

action in local school districts are not moot. But eveq if the bess nists
prove to be right, ve should continue to prepare for LhJ time when- ‘the polit—
ical pendulum again swings, as I think it must, in favo{ of humarn needs,

. f o
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The questions addressed by the CASR research group are, in my opiniorn, .
» -still important‘and‘much remains to be done in finding answers to them. .As S
s et I review the report, I see it .as beginning an undertaking which merits con-
siderably wider scope and greater resources in future research. The limits
of the research mandate have resulted in«some‘obvious deficiencies; for . a;
= example, sample size is so censtrained that one cannot, generalize to any o
lérger population or be certain about connections between the views of par-
ticular kinds d% principals and their work situations. It is to the credit
of the writers of the report that they show full awareness of these limita-

tions while providing us with some leads- for future research. LR

Perhaps“one-of-the-most-interesting_starting points for further research =
is on page six where the authors say:. . ' ‘ '
. 1

4 Principals whose schools receive substantial Federal gov- ‘ '
. ernment funding were more likely than those with fewer i ;

. proarams to characterize the Federal presence in local ‘

‘ schools<in a positive manner and to be less negative than . -

the others about ways in which it affected their work. S

Although one misses-tabular detail which would make. the relationship .
- " more explicit, ,that statement is indeed provocative, in fact, doubly sé.\ ‘
It says that those principals who have the most experience with Federal pro-
grams support them most strenuously, a rather impressive/Qote. That support
is even more impressiue‘when we realize that those dealing with the larg-
est number of programs encounter the greatest number of extra demands which
accompany Federal involvement in their schools...

I -said that the statement is doubly significant. Givenlthe high prob-
.ability that schools which are more heavily engaged with Federal programs
are those with weaker financial bases and/or the more severely disadvantaged

students, lt looks as if need is correlated with a favorable view of Feder-

al engagenment in school affairs. That 1s hardly surpr151ng, but haVing

- indication of its presence should inform +theé design -of future research on

‘principal assessments of Federal intervention. I suspect, furthermore,

| that at least some of the.ccmplaints heard from the more prosperous suburhan
E‘ officials may be put forward as justification for their lessereparticipation
B . iMegovernment programs; to the extent that is true, we can discount some of )
the allegations made against those .programs- and théir implementation.
My first recommendation for further research is, therefore, that the

next .stage of research include, as design factors, both the financial con-

N O
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funds, particularly when the grants are based on specific criteria, But

’ =3~

dition,of‘school districts and their degree of participation (where choice

i¢ possible) in Federal programs. The "demographics" of school officials™

complaints may prove extremely valuable in assessing their seriousness,
The CASR report pays relatively little attentdion to the -Organization

Within which ‘principals. themselves work as subordin?tes-—the local school

district.: Some of the observations imply, in fact, that one can assess the

-effects of Federal actions on schooii without examining the role of school

boards and superintendents. Now it is clear that problems of principal
augenomy preceded the emergence of Federal programs by many decades; it is
also clear. that 'school districts diffex in the degree and kinds of autono-

..my they permit principals. School districts might also be expected té

differ in how central office personnel handle Federal and State requésts
for information and décumentation, In my research, some principals praise
their superiors for doing-much to lessen the load of papervork theyhmﬁst
do: where others condemn them for the opposite. (One has alsc heard rumors
that some sdperintendentS«blame "the government" for information requests
they have_initiateda) It Seems most Iikely that the stance taken By the
central office is important in the experience of the principal., If a
particular district develops sophisticated computer practices which simpli-
£§‘thenﬁbrk of principals by reducing duplication, etc., is this not likely
to produce different attitudes toward iederal reporting requirements? If
one district is relaxed and considerate about deadlines (avoiding the hated

short deadline), is it not likely to engénder assessments of Federal pro-

grams.which'differ'frpm that which is not?
A second recommendation is that future research treat the school dis-
- ‘ ¢

trict as a significant unit of anaiysis‘in determining the effects of Feder-

al practices on the work life of ‘the principal. This recomméndation matches
the first which also impliea‘that school district characteristics be taken
into account in such follow-qp research. '

Finally, I want to turn to the problem of paperwork from the perspec«

ftive of remedial action. Por whatever the variations experienced by prin-

cipals inidiverse circumstanceé it is clear that cufrent Federal practices
use up scarce resources of administrative energy at a time when financial
cutbacks are‘i?lo straining- those resources. It is obvious that the receipt
of Federal funds obligates the recipients to document. the use of thosge

1 -
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need we assume that current practices--in detail--are the only way in which

that documentation can be handled?' Are we to assume, moreover, that the
local school district should carry all thevburdens of time and money re—
quired to fu1f111 Federal requirements? ) L~ y
A

It seems to me that NIE could play a very useful role in attacking

. these issues, Activity could ‘be of two klnds—-relearch could be done and

mitual ConsuItatlonAwith local school officlals undertaken, As part of the .
‘research, efforte}could be made t6 find schooliglstrlcts and pr1ncxpals who
vary in how they actually_ handle Federal requlrements. it may be, for exam-
ple, that some comply fully yith’Federal requirements bnt do so at éons;der;
ably lower time #&nd money cost than others; discovering the teohniqdée.théy

employ .could be useful--if dlssemlnated-—to other school offlcials. Federal

_programs ‘might différ among themselves in the number anq!klnds of demands

they make for information; is it possible that some Yave found effective yet

less deqending ways of monitoring their programs which could be dissemlnated

within the government itself? . .
' NIE need not, however, limit itself only to research as it attacks ,
these problems. I could see value in a series of well-organized conferences

across the country in which school officials, government officials and com-

_muication experts could work together to find less costly ways to meet Fed-

eral needs while redﬁoing the burden on school administrators.’ Is it con-
ceivable that under particular circumstances, the Federal government could
include resources to help receiving school districts to report on their use
of Federal funds? C6u1d pooling among school dlstricts :produce new re-

sources (e.g., centrallzed computer facilities, a corps of highly sk111ed
hool district or

clerical people) which would reduce the’load on any one
school official? ‘
‘These are some suégnétioné which I believe might help American public
schools and the education agencies work toward a fruitful cooperation in
the years ahead.x‘As I see it, the Federal government could and should :
employ both research and consultation approaches in tackling.gwhat remains

v

a critlcal problem area within our overall network of publlc educatlon..

Y
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Ms. Marilyn S. Notkin * _

Chicago Agsociates for, Social Research
410 S. Michigan C ’ . -
thcago, Illinois - 60605 _/

Dear Ms. Notkin: \ ’ " ‘ ’ . ——

Following up .on my earlier note of Juné 1 and our meeting. on the

15th, I am forwarding this commentary on the draft report so that

you may include it as a part of the total file to the N.I.E. .
. P ’ '

As I cbhmen;ed at the meeting, I believe ;heAaneral.impressioﬁ one géis
from your report is the lingering question as. to just how severe
federal intrusion is. As the four ‘types of principals are delineated

"late in the report, the reader could possibly draw the conclusion

that most principals are able to cope and ‘that, although there is

Affirmersy

_considerable grumbling and griping, the job. gets. done and the federal . .
purposés (equity, etc.) are somehow being served. If, that is,'the,

tie Ventilators, and the Not Involved represent a:gsizeable -

. segment ‘of the sample, then orie might conclude that what is going on

1§ a,rogcihg.gdjugtmqnt‘pf administrative behavior., .

Héﬁing,been-a dean of aicollege_of education in a public university
for seven years, I had to -conténd with some of the same harassments
currently ‘being visited on- school principals. Id my case, however, as ‘

with othets in higher education, the point of the federal .sword was not .

programmatic changes but.rather personnel policy. If I had been required v
to participate in-a similar study at that time, I am fairly sure that

I would have been one of t#f€ Ventilators. Somehow thé work got done,

but I was not one of=the'~ffitmers who believe that all is for the good.

This is an indirect way to get to my point, namely, that although the report
indicates that coping is going on and is fairly satisfactory, the long-term
damage being inflicted on school administrators may be more subtle, but,
perhaps even more pernicious than this Teéport suggests. I have in mind

the Chinese water torture éyndrome in which seemingly 4nsi§ﬁificant annoyarnces,

by repetition, gradually build to become: life-threatening tragedies. Every

" new fedetal intrusion; with 1ts mountain of regulations, paper work, and guideline .

calipliance, is by itself something that almost any school administirator can
deal with and adjust to. But there 19_225queat£on in my mind, but that the
cumulative effect of repeated sequences of this scenario- does have a weakening -

. effect on administrative resolve and managerial discipline. I1flso much of a

manager's time must continually be diverted from regular school concerns- and °
devoted instead to bureaucratic recordkedping and paper shuffling, ‘then- the

‘will to deliver a firs€-class educatigqgl product, as a personal commitmert -

.
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what I am talking about. . -

-of intrusion, and s

N -
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of the principal, begins to flag. The end result is the gr@duaT* irigg to
these bureaucratic behaviors in order to survive, with less and less time
being given to ‘the huma. ; person-to-person element so vital to a strorg

'S

) educational program,

"It is true that the CASR report does not reveal much. in the way of prircipals

shortchanging their personal duties in the school environment in favor of

—responding to federal programs. And on a Jtime-motion basis, I believe that
finding squares with ours in the study of principals on the job But what I-

am talking about is beneath the surface, a life of (in Thoreau's term) quiet
desperation among. principals_in personally being required to forego what they
consider to be the heart of education,. namely, persorial development of students
and teachers under their jurisdiction, and instead to direct their energies

to the nmachinery of institutional 1ife R
I have no suggestions at the moment on how one might go about studying this

more subtlé effect. One might look at voluntary retirements from administrative
positions, or perhaps conduct exit interviews with selected principals who

are returning.to the classroom or who are changing careers. But even with

this method, it would be clear that a quantitative finding probably would not
tell you much, so it might be necessary to turn to other procedures to verify

.
-

"“One -of my pet théories is that educational administrators are already turning

away from personal concerns and a sensitive regard for the ongoing educational
process, in favor of ah obsession wi)th operating the apparatus of the bureaucracy.
A case in point: most principals now have at their disposal a public address

system that can reach any room in the building. The mere availability of this

.meéans of communfcation urges its use by the principal, and one of the most

intrusive episodes in any teacher's life is to have the squawk box come*on °
in the middle of a lesson and interrupt the train of thought of the students
in a room.: Téechnology therefore provides the means of intrusion, gnd. since it

‘ is there waiting for the principal to use, it will be used

So likewise, my theory goes, equity politics has spawned hundreds of directives

from Washington an_ how to run a school. Since these directives exist, the

bureaucracy in'Washington must see” that they are enforced, and an army of
enforcers is in place to do the work. Therefore, the existence of the directive

becomes the primary criterion for its use. The directives provide the means
rce they stand waiting in the federal documents, one can

be sure that they will be used.

-1 uould comment further on a tangential feature of the situation which is’

not developed in the report but which, because it too is a sub~cutaneous
response, is worthy of some attention. I refer to the fact that a steady
tattoo of federal (of other gevernment) “intrusions into the 1life of a scho

bave the overall impact of. exacerbating distrust of and contempt for governmént.

‘Not only are thé‘gov rament's directives bloodless and impersonal, thus\ clogging
.. the emotive, affective channels of interpersonal communication in the—exciting
and lively séhool, but these directives customarily generate material that

no one, least of all the bureaucracy, ever makes use of.- What are children

. !
N - . £y ' .
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'and .excitement .of sc
*principals don't give a damn about it themselves. And this attitude, I think,

. ple. With interest-~group politics
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to think when their adult educators who surround them every day are contemptuous
of the bureaucrats downtown or in Washi ton D.C. who~demand these materials
erely for the sake of demanding them? I think the nation's school children,
‘at least at the secohdary level, are. gradually turning away from the tension
ool work because they sense that their teachers and

can b€. traced to the fact that the buréaucratic (including federal) requirements :
of teaching and administering are taking over the foreground of our educational T
atten¥ion. My point is that all of t‘is is not lost on youngsters. '

s f v

A final point: Joe Califano, in his /new book on his experiences in the L
federal ~stablishment, makes the point that in our social legislation we )
have created. hundreds of lobbies eajh of which now demands its piece of the

. it is now virtually impossible to change

she course-of governmental action ince évery piece of legislation is evaluatéd

on how it affeéts me, not on how iﬁ affects the republic. WeL%, we know

Califano is right, -but we also know, as Califano seems not to remember, that
Califano was the chief architect 6f much. of this lobby-generating legislation.

If a perdon at the helm: of sociaI!action for so many years cannot see what

the pproblem is, is there hope for -statesmanship in the future? But my point

is sonething deeper. With. every new interest group, ‘there,is also born a

‘trigger point of protest when the interest group's special interest is' being

threaténed, Féderal legislatizn as it is delivered into the schools thus
lays open more and more nerve: gndings, i.e., more and more opportunities to
“feel oneself put upon by the system. The school is particularly susceptible
to this phenomenon since it. ﬂs the one institution. (with the possible exception
of the I.R.S.) wiich touches virtually everybody. The school therefore is ) ¥
the grouﬂd on which equity uestions are~most likely to ‘rise, and since .
‘federal ‘programs are largely ori!nted to t uity dimension, these programs
increase geometrically.theﬂpossibilities for social discord and inter-group
_unrest. - I think most of us are prepared to accept a large measure of this
* unrest as the price we pay for figuring out.what is equitable. But it remains
that every federal- intrusion into the schools tedrs another tip in the soc ¥l
fabric, .and provides thefincentive for citizen turning on citizen, either in )
overt litigious action 6r in covert hostile resentment.
/ . ¢

What I have touched. on abovssingg;haps eminently unresearchable, but I

~
\\\\\;hink my “hypotheses- are pla e enough to bear some sort of consideration

“Professor of Education

n the future activities of your organization, CASR,

Meanwhile, may I wish you well with the\completion and submission of thi¥
report and with your other -undertakings.
/

-
- -
\

Sincerely, . h *
( dMM o
Q- ]
Van Cleve Morris ) )

Y
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The. Federal Impact on Principals: : L, i
', . Perspectivés on Future;Research

Hannah- Meara, Director ' (Y
Chicago Associates for Social Research

1

We»have.explored the impact of Federal programs, mandatesz and regulations
. on public school principals. Our exploration has taken two forms: (1)
exploratory research, 1ncluding both focused interviews and field observations,
with a diverse. sample of”’ Chicago metropolitan -axrea principals, and (2) a
study of ‘the published :#nd some unpublished literature oﬁche subject. Our
report to NIE includes both a report of the results of our\Exploratory research
~-and an annotated bibliography based upon our review of the literature. It is
"the purpose“of this m:morandum to make suggestions for further research on the
subjéct of the Federal impact on school principals. . .

1 What have we learned about the Federal impact from other reésearchers?
There is a.small body of research which views the Federal impact on the school
principals. Hill and his colleagues at the Rand Corporation (1980), aid
telephone interviews- with fifty-five school. principals in six states. They

report an impre551ve list of changes which principals have experienced in the

past five years, changes -due, "in part, to the Federal impact. In short, they

find that the job of school principal has become‘a complex management task and

includes increasingly more accountability- tod -funding sources beyond the local

level.:# Lorti's (1975) qualitative study of schoél principals reveals how prin- o
cipals must manage thele more complex reéponsxbilities without a commensurate o
increase in their authorityr His findings are corroborated by those of Glasman
(1978-80) who finds a related increase~in informal efforts to obtain formally
unavailable authority. Schoeny and Ho's (l980) review of a sample of NIE
sponsored research on the principal's role~in Federal prograns £find that
principals nood leadorqhip -kin- to sanage the. canp’ sx tasks which result.

_ Principals - seen’ n yaving a major influcnce on the inpluentation and
continuity of ‘rgd \1 programs: (Berman, et al, 1977). The nature of their
influence 44 Yelated in part to their style of leadership (Ibid.). Studies

_ Of the principils’' reactions to Pederal programs and regulations offer contra-
dictory-findingi, possibly an accurate represantationrof the world they study.

. “nd
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. based on their different personal stylee of reaction to the Federal impact.
at

. *The question naturally and immediately arises as to associations between these
.. "individual differences” and other variables such as size and type of school

v

Abramowitz and Tenebaum (1978)., studying high school principals, find objections

to required paper work but acceptance of Federal desegregatlon requlrements‘
pecker and his colleagues (1970) flnd that elementary school prlnc1pals exper—
ience desegregation-requirements as usurpment of their educatlonaL,leadershlp«
functions. ‘

Mose of these studies, based on the use of survey research methodology,
offer complementary results. Changes in principals' roles related to a number
of historieal»erends including the Federal impact, have been d;scribed in »
terms of the variables wﬁich ‘the surveys offer for response. Lérﬁi'e and
Glasman's more qualitative research ofier a more dynamic understanding of the

MY

changeg in principals' roles. . .

In all of these studies the focus has been on pr1nc1pals as péople who

[T

-have experienced certain changes in their roles as a result of the Federql\

impact. Whau is missing in the literature, and what impressed us most in dur ' -
exploratory retiearch with - a diverse sample of school principals in the greater
Chicago arfea were the individual differences between principals in their

styles of reaction to the Federal impact and sometimes similar reactions to
impacts from the dlstrlct and the state. We classified. those we interviewed

as Affirmers, Ventllators, Irritated, and Presumably Unaffected pr1nc1pals

A consultant to our project who is a d;strict program admlnlstrator, former

-principal, and long-time obsexver of school pr1n01pals confirmed our desig-

nation of types; he recognized each one and could not think of reaction types

we did not identify. .. . . “

These types speak for a Eomplex mix of what makes up human beings who
: - ®
aré principals: personalﬁtiesr general life and career histories, personal
talents and acquired skills.* Beyond and surrounding these individual human

béings are the social and economic contexte‘?hich grant them opportunities

and limitations. B ‘ ) ‘ .

district, number of Federal programs in the school, type of school, etc. The .
"informal tabulation" and the thtree tables .attached to this memo show how we

‘explored this issue with the data at our disposal There is .clearly more vari-

ability within each category than there is between categories. There still 1
remains the possibility that a fiture, more large-scale study, will be able to
find associations between background variables and style of reaction to the

Federal impact.

~
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Principals afe in vertical;career_paths. 311 began as school teachers.
Some have reached a career peak in thé principalship, others afe s£111 on the
. h rise. .ThOSe who are categorically in the minority in terms of power in
,this‘country‘cherish their present and future careers in the special way of’
people xho could not a¥ways safely assume*tﬁey would attain them. This point
was brought home when one of us pressed anxurbag black high school principal
to giplain how it was that he continuausly takes such a pQSitive stance ﬁf&h\

“.- reégird to the Federal impact upon his work. He replied: :
R - . ya L 3

Well I didn't exactly fall out of the sky in a suit and tie, you
know. I've picked cotton. I've worked in the rice fields. I've...
I'm pretty glad to be a high school principal!

Not all who cherish their career attainments in this way are Affirmers, how-

© =~ eyer, for the strésses of the work fall differently upon different backs. It
gakeS'skill to manage the complex and 6fte¥ éonflictiﬁgltasks of ;he Prihci—
paishipi,haSks related to Federal programs are mSnaged‘ﬁyéh more skillfully

: . by some than by others. What accounts for the differences? Previous job

expeiiénces and training opportunities account for some of the gifferences

we' observéd between principals who manage well and those who don't. Psycho- |

logical, skillé and strengths may also be factors.

-

How +o study the personal styles of reactions to the Federal impact? We
Tf . would do much, much more of what we did to arrive at the styles in the first

place. We would spendNtime with the principals, gain their confidence, engage

- % -

them'in a research partnership. We would absoxb Eheir histories, pérsonal
R versions of on-going life events, styles -of management and of ﬁntgiacﬁion
gﬂxéwith the important variet} of “others. 'ﬁ§ ;ould primarily ligten put we would
also watch--for Fhe sake of what we would\see and for the sake of convincing
the principals and ourselves that we'undegﬁtand the context which they most
directly experience. We would pompile "dosgiers" on\;;number of principals,

‘ dossiers which would include the focal topic we have introduced but which
would always be directed at thé aim.of the investibation: how is it that
these individuals have~tbe pagiicular styles of reaction they have to the

. Pederal impact upon their work? ’ o

Such future research on the Federal impact on school principals. would
research on their job satisfactidh. Stﬁdies

-

a

be guided in part by some of
have- focused on psycholog{cal characteristics such as individual character= - .
_ istics and psychological npeds (Gross and Napior, 1967) anq' on theor¥imof
personality (Johnson and Weiss, 1971). Studies of styles of leadership (e.g.,

t
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S ' Fielt:er, 1972 and Mis}lel 1974) and of styles of decision-makind: (e.g., ' .
Johnson and Weiss, 1971) would also make a contribution. Results of studies o

_ of the effects of gender (e. g., Paddock, 1979) would also Be used.
\ We would also, on behalf .of the prihcipals we interViewed, propose a
. second area for future research: the problematic nature of communications to
principals about the, administration of Federal programs, regulations, and man- o

, dates. The principals, themselves, convinced us of the 1mportance of studies ,

Rkl

!

\of what we think of as communicatién among principals and district administra- 1
‘ - © .

ors and Federal of?icials about Federal programs and regulations. Mediated ) :

rather than.direct communication, éven w1th district administrators, and

certainly with Federal officigls, about the work tIe must do to administer
X to»principals. In the

»

Jprograms- and to abide by regulations is a big prob
large school systems they communicate only with district administrators and
sometimes not even with their faces or voices. Much&commqnication takes place
- by paper and pencil through filling out forms and thése forms are often .
//// _ mysterious to the principals both in the intent’ 6f their creation.and their
use once sent bagk. They want researchérs to study what happens to the commu- X
' ‘nications ‘they send back./’boes anybody read them? If so, what messages are
s - received? What, ‘they wonder, is the meaning of the questions on the forms?
c L And what are their 1mplications° T
! Often they believe they' have already suff1c1ently communicated the infor-
/ﬁgtioi\they are being asked to provide on yet new forms or in yet other memo-
: * randa. Then they ask.- .did not anyone receive their earlier communications?
. o . Were ‘they only checked off, filed, and not read? did no one do anything with
the information they already provided? Surely, some said, the information
which is now being requested is already on the computer downtown. We asked
a consultant if -that could be so. 'Oh yes,"* he said, 'it's on the computer
in*two or three places; kThe principals are right,, éut the system at that '
. I . level is sojoverwhelmed with the complexity of information management that °
. it will take (another period of time) -before it is possible to. obtain that :
information from. the computer rather than ask1n§ principals again and again.'* Z(

’ We.would do ethnographies of ;the communications, direct and mediated,

between principals and those who personify . the impact of Federal programsg and
reéulahions. We would follow a large number of messages of differsnt types,-
to and from different types of principals in different school districts, back

|
SRRV e )
“' . ——-,‘.—' - - . . o — . .

. *This quote is based on our memory and was not' recoxded verbatim. .

L a . N
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and“forth between the princ{bals and t, e others. We would document the mean-

ings of the messageés to senders and reciplents, congrulty and incongxuity cf
meanlng, open and closed awareness of congruity and 1ncongru1ty as well as a
-variety of other éoutents and qualities of the messages. We would track some
‘communications from Washington to the local school principals and back. We
"would carefully investlgate dlfferences among dlstrlcts in their communication
and admlnlstratlon of‘Federal,programs, policies, and regulatlons.
Commun;catlons seem to be the most serlous aspect of the 1mp1ementatlon
problems the principal talked about experiencing. They are not only myster-
ipus to most principals, they are constantly exasperating to some and pe- tod-

ically very difficult for a large number of others.

- - — ~—Reare-suggesting two promising directions for future reseaxrch.on the
Feder# impact on schoolkprincipals: (1) studies of‘individual diféerences
betweén principals in their styi;s of reaction to the impact and (2) studies
of Federal impact related communications between principals and school and
governmental officials beyond individual school buildings. In so doing

‘we have suggested qgali?ative approaches to‘t;ese'future research efforts.

N In short, we are'relating the ways research design affects research cutcomes.
Most of -the research to date, w;th some important exceptlons, has used survey
instruments which. assess the lmpact in terms of the variables which one can |

-, create a priori. What is needed is more 1ntens;ve study of dimensions of the
.gederai impacnghich have not been amenable to study by structured instruments.
The*impacts are complex, far reaching, and varied. Qualitative studies* that

can take into accounf contextual, interactivé, histor..;al, and psychological

. .. aspects of P Eﬁﬁéral impact on principals can begin to xe reveal processes
———"Which underlie and explain the survey results and which account for the cries

of pain from official representatives of the principals. R

t

- £
[

*This is not to say that qualitative research on such topics as this are
without difficulties. We found it difficult to focus research single-mindedly
upon the Federal impact on school principals without finding. ourselves also
¢ dying ‘its impact on school staffs.and students. This is because the school
prancipals by their vexry mature think in terms of their staffs and students
all the time. Researchers have to be vigilent and keep bringing pr1nc1pals
back to the focal topic: themselves. It is as if the prlnc1pals reactions
to beihg asked to tell us about the Federal impact upon themselves are: “"Why
just me? It's my staff, too, we feel the impact together, Come see the
students. They‘re the ones who need the programs. It affects me because it's
necessary for them.” Principals in some schools- tried to get us to obServe

. classrooms feeling very, strongly that the~1mpact was there with the students

. more than in their offices.

=
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Table 1. . : - | \g‘

e Principals' Styles of Reaction to the Federal Impact by School Type
%- . School Type Affirmers. Veh;ilators Irritated Unaffected
Flesientary/ 2. . . 4 1 4 :
o Junior ‘High - : o
High School ™ 4 s 1 0.,
Table 2. . : :

PR

Princibals' Styles of Reaction to the Fed;;ﬁl Impact b§ Location

i Location Ali\ffj.mers Ventilators Irritated Unaffected
: Urban . 4 4 -1 1 ©
Suburban 0 3 1 2
Rural : .2 1 . 0 1
‘ ~ ' rable 3. ‘ L e
- S < . R N
. [ ) Principals' Styles of Reaction to the Federal Impact by Background and Gender
) " Background and : o . .
Gender —affirmers  Ventilators— - Irritated . Unaffected
e ' Minority Female - 1 2 s -1 0 ‘
. Non-Minority Female 1 I 0 0
.Minority Male 2 . 0 0
, Non—ﬁinority Male 2 5 \ 1
\
- -
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Principals' Styles of Reaction to the Federal Impact

"an informal tabulation"

¥

sm‘é OF CONTEXT % POVERTY * ¥ FEDERAL PROGS7 RACE/ # YRS AS GENDER  MODE OF ENTRY TO STUDY
"REACTION POLICIES MENTIONED**  ETHNICITY PRINCIPAL :
‘ urban ‘HS 25% 7 white 2 male ' reputation for deseg probs
urpan HS 13% 10 white 20 male reputation as "star"'HS
urban HS 90% '8 black 19 male _  poverty area. :
A : ) . _ . 3
—55&5&25& rural HS 24 . 11 black 12 male rural poverty area :
urban ES. 89% . 5 Hispaniq% 30 _ female referred by formér DTA staff
rural ES 10% 5 white . (l female rural middle income: area ]
‘J-,ﬁ_-__- ———¥han HS G e =B —-— - yhite—— 15 female reputation for benign deseg - /
) rural HS 10% white 5 male rural ;middle income area ® '(‘
. . ! . ]
suburban HS 5% 8 white 9 male referred by school board memb
Ventilators suburban JR 3% - 17 * white 16 male referred by Ill.Princ.Assn.. :
urban ES 60% 7 black 15 female referred by Chgo.Princ.Assn. .
urban ES 6% . 3 black 15 female reputation as "star" ES '
. _suburban ES ,47% 6 white 8 - male refeérred by Ill Pr1nc. aAssn. -
suburban HS  10% 6 white 20 male referred by I11.Princ. ASsnyf
cIrpitated | pan ES 718 black 1 - 4 female  referred by former DIA staff -
‘ urban. £S 33% white 13 male reputation as "star" géjnet "
Unaffected  suburban ES 0 - white .18 male referred by Ill. princ.. Assnm
’ rural .S 19% white 6 male rural middle income area
e crn -.;“s_*v s — U [ . Ae,_‘

“These are probably not accurate comparative figures. Urban
suburban figures and to give them in terms of the percentage
g For some suburban or rural areas we were sometimes given the

prlnclpals tended to know the figures more exactly than did”
below poverty or the percentages receiving free 8chool lunches.
percentage with any school lunch subs;dy provided.

h1s is a rough count of programs and regulations to which they were subject 81nce some principals were more aware of

[:R\}: talkative about them than were othezy
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Poverty and Afflueﬂce° Reflections -
+

on- 'the Pederal Presence in Local Schools

Bruce R. Thomas

Intioductiog

The many and varied forms of the Ee&eral presence in American public
schools—express two versions of the national interest. One is a concefn
for the securlty and well-being of the nation within the global community
of nations. -The second is a concern for the security and well-being of

' particular groups of Americans within the.hationaf community of Americans.

The latter version casts ‘the federal government in the role of an agent of

Jjustice, acting on behalf of certain groups to rectify t'hg effects of past
ihjustice and_to ameliorcte tué impact of present inequalities.

. The growth of the ?edéral bresence in public education began as an
expression of the first versiou’of the national interest--the Security and
well-being ofxthc United States within the global community. The title of
one of the ea¥liest federal pieces of legislation is appropriate: The Nationél
Defense Education “Act. Since the 1960's, however, the dominant bent of
fgdéral -educational pollcy-and program has been toward the second form of
national’lnterest—-the assurance of justice within the Amerlcan communlty..

R The 1list of g:oupsusing{gd out as objects of Federal attention has steadily
grown; it now includes racial minoi.ties such as Blacks and Indians; economic
minorities such as the poor; intellectual minorltles such as the glfted;

T status minorities such as the handicapped and women. ‘What is common to an

otherwise varied ménu of programs and policies is the commitment to an idea

of justice. .
To a remarkable :(and reassuring) degree,. ‘the principals- we talked to

: . understood and aupported‘this Federal role as agent of justice. They rarely
_use the terms that we use; but the interviews, taken as a whole, affirm the
fact that the ptinclpals in our sample not -only perceive thé underlying and
;nim?ting‘purpose of the Federal presence*but also agree with it.

,
Vo
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.o We mlght then say that the Federal government possesses, ;n addltlon
to other Weapons in its arsenal, a stogk of moral capital derived from its
posture as agent of justice. What happens to this stock of moral capital .
as’ school principals.grapple with thé ordeal of\bringing federél intent to
life in the realities of daily preetice? Put anorher way: Does the funda-
mental moral valldltxlgf the Federal presence weigh in' any 51gn1f1cant way
agalnst the costs 1mpose§ by that same presence? To pursue such a question -
presents some 1nterest1ng avenue( into the meaning of the rederal govern-
ment in. the 1lives of local school ‘principals.

To pursue this’ questhn,and some others,~We have chosen three peré
ePectlves from which to assess the interviews conducted in our study.‘ The
first involves the influence of means on, ends: How does the manner of
Federal lmplepentation affect the achievement of Federal gbals? The second
involves establishing connections between the tine and place of implementa-
tion, on the one shand, and the nature of the objectives sought, on the '
othergf We call this perspéctive rne importance of .context. The third per-
spective f?guses on the issué of truet and its role in translating Fedexal
intent into local practice.

&he last section draws together  the major points of discussion and

frames a set of suggesttbné and recommendations. ‘ .

The Influence of Means on Ends .

Most of the principals with whom we talked understood and agreed with'

the intent of Federal programs. Their concerns and criticisms often focused »

on the means of implementation, and, of course, on the costs imposed by those

.
/

means. )

Papexwork }s one sdch cost. The Federal government has imposed paper-
work requirements that have cnmulatively come to weigh heavily upon school
aéministrayers. The ngrure of that weight and ite consequences Vary widely.
‘Some prineipalejhave been able to shift the paperwork to others .and do not
feel oppressed; otpers have accomnodated themselves to the requirements,

even if it entails the use of priVate time. Yet others complaln voc1ferously.

The paperwork issue is clearly a combination of the real and the symbolic.
<

-
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It is, at one and the same time, a very real problem and a symbplic problem - :
on which is V1s1ted emotions prompted by other forces and trends. t is 7
- clear that the~nature~of'the principal's job has changed a great degfl. over
the last two decades. Much of that change has been incremental origi-
<nates in social forces and trends that are more felt than understood. ln
the midst of this process of. inexorable’change, paperwork.is a daily, lpable
symbol upon which frustrations can be readily vénted. _So- the issue of N
paperwork turns out to be rather more eluSive than it might initially seem.‘
A more spec1fic problem, for example, with paperwork concerns the
propensity of some Federal programs to spell out in cons1derab1e detail
just what the 1etter of the law is to be. Such- specificity about the letter

of the law invites a response in kind: Adherence to the letter rather than

the spirit of the law. We encountered a number of instances where adherence
to the letter of the law brought about consequerices that were not only absurd
‘but. also subversive of the spirit of the law. A case in point was brought
out by‘a suburban jﬁnior nigh school principal who had been‘required to
resegreéate black children within his school in order to meet compensatory

A education requiremeénts, once they had been bréught.there as part of a system~

+
-

wide desegregation plan.
" *  This dame example brings to the surface anotHer point about the means . ”|

of implementation, namelyp the program mentality that is induced among local ’
\ school officials. Loosely defined, the program mentality is one in which
no initiative or responsiblllty is undertaken unless it is officially labeled
or mandated as.-a program and given special financial support. The assumptions
implicit in the program mentality are, when made explicit, a rather odd set.,
One such assumptiqn is that problems must be directly attucked; the universe
created by tne program mentality is not hospitable to subtlety, indirectioni
and patience. A second assumptipn is that the results of the pedple-changing
i process (which is what~most"Federaljprcgrams are about, one way or anothér;

they seek to change teachers and students) can be'brought in quickly, assessed

accurately and. rendered in quantitative proxies. A third is that the bounded
universe createq by a program is functionally equivalent to the full reality

‘of the problem addressed.

N . ’ 48 .
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These assumptiéns’prOVe out to be a fleet of leaky vessels that.begln
taking on wateér minutes after leaving port. So the undertakings predicated
upon these assumptions carry obvious consequences for ihitiative, creativity'
and ingenuity at the local leyel. At the Federal level,vsuch assumptions y/'

induce a state of mind in which the administrators of one Federal program .

tend to bevbllnded to the operations and effects of other Federal programs.

Such blihdness leads in turn to-the overlodking of what might be called
inter-program synergy: The interaction of one Federal pregram with another.
In the case cited earlier, involving suburban junioxr high.school principal's
struggles with. integration, one feéeral mandate meshed with another to prb:
duce an absurd result: black children brought to a formerl& all-white school

in the name of integration were, once in the new school, resegregated. 4

© PL 94-142 has presented similar problems; a numbér of principals expressed . /4

.concern about it's procedural requiremehts besqming so ‘burdensome  that

they had the effect of slighting the entitlement (to time and attention) of

other groups (some of whom are themselves the objects of Federal pregrams)

One Junior hlgh school -prircipal in a Chlcago suburb estlmated that he s;ent

close to 20% of his time on 94-142 matters and felt that such a purchase of

his time made it impossible for him to attend to the interest of gifted v s

children. L )
Fashioning a definitive set of remarks un the influence of means on

ends cannot, in the context of this brief paper, proceed much farther thah

a summary of the points. already .made. One point concerns. the superficial

“legalism of many Federal program implementation processes; such a legalism

inyites adherance to the letter rather than) the spirit of the law. A second

¢

-

peiﬁb\}nvolves the implicit assumptions (and therefore inadeeryent and

unexpeeted consequences) of the program mentality created by the Federal
approach to implémentatlon. Some problems are best approached indirectly;
Federal implementation for the most part requires a directness of approach

that is" in certain contexts either not feagible or positively counterfroductive.
One junior high school principle spoke ahgrily to. this point:?

[y
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Between nyself an my ‘school superintendent, we can usually
figure out .a way to get’ something ‘d6ne. He's savvy about
local politics and state politics. ‘But we sometimes get into
Teal. ‘battles with Federal people because all ‘they can see is-
| procedure and a tine'able and they wonder why in hell we
can't just follow that rocedure and. that timetable. Well,
ﬂthe ansyer is, if you! re\interasted in. achieving tne goal-~-
. 8ay, i egration--then s ;etimes you gotta édge into it and
. ;/ back- into it and do one thing in“the name of anothe} and so’

0N« .

Both-these points'atiseafrom‘problens fundamental to thé program mentality
and those pxoblens create pré?su;es,.QXustrationsAand other problems for

school principai%—%ang thus also creat a context in which ‘the issue of

paperwork becomes the symbolic villain upon which angers and frustrations T

. 1

can be readily visited.

-
”~

* . The Importance of Context

} Where and when a Federal.program is established works a s1gn1f1cant
influence on the nature of its impact on schodls and schopl principals "and
on the likelihood~of achieving successful résults. Context,‘in‘short, is
often ?ruciai;

- The nature of context can range from the broadly national to the

parochially locil. An example of the former is the state é} the national

necongmy; That economy was ‘healthy and producing growth div1dends when  ESEA
/

was en?éted in theinidileﬁo s; the gituation was altogether different when

94-142 came to the point of implementation in the late 1970's. The altera-

tion & context clearly shows up in the reactions that each engende:ed.

ESEA. was itself amply fundedcand the costs _that it unexpectedly 1mposed on

schools could usually be absorbed. P.L. 94- 142 was more leanly funded and the

~ costs that it imposed have been ievied upon school systems that were alxeady

e g

experiencing severe ‘cost prohlems. ESEA arrived upon a nation still convinced

rof the infinitude of ebundance' 94~142 arrived amidst growing. apprec1at10n

of the facts of scarcity.
This difference in context works some clear consequences upon the mnral

authority of the Federal government. To rectify injustices visited upon one

AN
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- assess precisely.

group without impairing the entitlements of other groups is OSL matter; to
subtract from one group 1n ‘order to give to another is an -altogether dlfFerent
matter. The 1dea of’3ust1ce for which the Federal government acts in 94-142
is a pa1nfu1 one. What is therefore remarkable~-and reassurlng——ls the fact,
not that 94-142 has promptea a great deal of complaining, but that it has <
engendered remarkably 11tt1e complalnlng, .given the change in context.
P.L. 94-142 poses a singularly difficult ¢hallenge to a nation's commitment to
justice,. beéause it calls for justioe at a time when justice costs a great
deal more than it did before. ) . ’ » coe
A quite different aspect of the 1nf1uence of context upon implementation
of Federal programs arises from an exam1nat1on of Federal food programs.
We were prov1dedlin the course of our interviews with a study in contrasts
in school lunch program administration. One case was an urban and largely
black high school; the other was.a rural and virtually all-white elementary .
school. For the principal of the urban high school, the‘school lunch program
was an affront; it exacted unexpected costs in supervision requirements and
was- seen _ to contrlbute‘to an ethic of dependency.' For the principal of the
rucal elementary school; the school luhch program afforded a splendld
opportunlty for the community to. participate in and contrlbute to the life
pfvthe school: For one principal, the school lunch program was a requirement

to be met; for the other, itAwas an opportunity to be-exploited. The

_influence in each case of the larger context was powerful, if difficult to

These two examples of the influence of context--one broadl. national,
!

the  other spec;fically local-~ra.se questions. Should the Federal dovern-—

; ment's approaéx to implementation~build on uniformity of approach or should

it strive towaxd -a flexibifity that fits more realistically with the variety

'Vlth which it must deal? Is it possible to shape implementation policy with

ah eye toward such powerful factors as the state of the economy and its

L
»

impact on both institutions and int viduals?

¥
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The Issue of Trust

As elusively ﬁnquantifiable as it is, the issue of trust entails cokt




e !
consequences in the execution of. Federal educational policy.} And it entails
other consequences as well, such as the deplétion of self-confidence, sénse ‘\\
of obligation, init1ative and.honesty. .

The issue &€ trust forces itself to the surface becauge the Federal
government oftenqtresenté itself as a profoundly distrustful entity. The
assumption implicit in: much .of regulatory procedure and program administra-
tion is that institutional actors at the state and local levels are prepared\\
and disposed to fiddle the Feds whenever ‘possible.

We are compelled to question the utility of this assumption by the
evidence uncovered iﬁgﬁﬁr interviews. Out of that evidence, three points
emerge. First, school~princ1pals on the whole do make their oﬁn separate
peace -with underlying program objectives end that peace-is~geﬁerallyman~~——ff-«-~
honorable one. Second, "the procedures and requi!ements born of distrust _ -
very - often do not work to aSeure the désired outcomes. And, third, the

distrust on the Federal s1de helps to create a culture of distrust that

‘ultimately entails a. c0nsiderable waste of human energy as well as mater1al

! L .

resources. ‘
In short, distrust exacts a very high cost. ‘Because local officials

are not trusted to understand and move to fulfill the spirit of the law,
mountains of forms must be f;iiéé'bﬁi} these forms must be duplicated, dis-
patched and disposed of; officials at various levels must be employed to

monitor and inspect. The sum cost of distrust is awesome.

%\-

- It strikes us, therefore{ as very peculiar that so llttle attention
has been paid to alternative approaches to implementation that build upon
a different set of asshmptions about individual behavior within local school
systems. The existing assumptions clearly do not work very well. They
call forth the behavior that frustrates achievement of‘the goals desired;
rote compiiance that diminishes the possibility of local competence will
elicit rote compliance and undermine local competence. Sublime indifference
to the'complex calculus of interests within which local school officials
must negotiate a careful course can erode the moral authority underwriting

Federal policy and program and narrow the close marg1ns within which local

school oIficiats—exereise—discretion. ) ' N
« i .
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Why then not.consider approaches t¢ implementation that involveqb
different jattitudes -about the trustworthiness and competence of local officials?

We will pursue this question in the final and concluding section.

.

- COnclusions . g
Acting to fulflll the national interest in an.ideal of Jus::cé\és an’
honorable task that is also vexingly difficult. We are struck, at the~end
of our short study, by the contrast between the moral affluence of Federa
. goals. and the imaginative pd%%rty of Federal means, ‘ ¢
To appreclate fully this contrast-between affluence of purpose and

poverty of means, we need to look at the implementation of Federal educational

policy-as—an-unstable. combination-of_the static .and the dynamic,
‘What-is:dyﬁamic about the implementat¥oi GE Fedefal progfams is the
contextsvin‘which\it is attempted. The state of the ecqnomy‘is one parti~

' cularly powerful element‘in the dynamics of context, The interactions-of
Federal educatlonal_programs and pplicies among themselves contribute to .
nith;‘dynamlcs -of context, as does the interaction of Federal educatlongl pro-

’gramg with othexr Federal programs and policies+*Thus, for -example, wh11e
educational policy attempts to reduce the 1nequa11t1es of American,lifé and

. to brodaden the opportunitiés for the excluded, ?ederél“économlc policies may
' be closing off opportunltles and widening 1nequa11t1es. The melody,_’ that
the Federal government plays upon the national paano is an odd cacop nyvof

N 1’ . .

‘dissonance and contradlctlon. ’ L § ’
‘Against this dynamic quallty of the env1ronment within which Federal
educatlon policy is implemented is posed a strangely stat1c approach to
lmplementation. The Federal government when it sets about #he process of
implementing a program settles back to a standard, ‘well—rehearsed routine.
The appropriate agency draws up proposed rules and publlshes then; the sundry
1nterests involved comment upon the rules, IEVISIOHS are usually then made
and the final rules then published. The rules create a particular klnd of
universe predlcated upon a set of implicit assumptlons about 1nd1v1duaﬂ
about institutions and about the 1nteract10ns between the two. ’ T
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viewed anthropologically, this ritual is ong whose authority can now
rest only'upon sheer aqe. It is clearly time to Consider alternative assump~

tions to guide implementation and to tesb sucp assumptions, if only because

: -the costs, human and financial entailed-in the present system are far too

higho . M o ” ¥
- It*might ll be possible to reckon up some dollar'estimation of the
costs of present pgactice. But what is more serious are the less tangible

costs such as the epletion of confidence and competence amgng lacal school

) officials and parents, the misallocation of scarce rescurces and, above 4dll,

the erosion of the mfral authority of the Federal government asan agent of

justice. . v : -

i

|
This last costp the er051on of the Federal moral authority, occurs for

a’ number of reaséns, most of them connected to the means of 1mplement1ng

Federal program and policy. Implementation often reduces the grandeur of
the moral position to a set of petty and trivial procedures. In so doing,
the chosen means of implementation forecloses the p0s51bi11ty of local
officials findlng their‘own ways to get a purchase on the moral enterprise--
and o] forecloses a fundamental mission of life itself, which is to work-
one's way through to a reconciliation of durable moral imperatives with the

-

obstacles and barriers of everda? life. o .

Is it possxble fo: the Federal government to Ye both a hard-nosed
agent of justice and an xmaginatlve guide ‘to the paths of Justice? We
clearly think so-—and think that ‘the attempts must be made. Some profound
dangers will attend such attempts, the most 1mportant of those dangers is
‘the possibility that present flaws, and: failures in implementation will be
used as an excuse to absolVe‘the Fedoral government from its role as agent
of justice. That is'the danger to which those who might alter present
schemes of iﬂplementation must be constantly alert. ?

. “How might such alterations in 1mplementation p;actice be initiated? :
- We have some beginning suggestions. .

The first is quite simp . To compile aﬁ overview and s§mmary of -
Federal educational policy an programs that explains the underlying intent

of the Federal role. Such an overview can impart a cohtrence--which is

}

-
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partly and‘importantly historical--to vhat now appears to be a helter-

skelter hodgepodge of regulation, policy and program. The coherence rests

upon- the moral postuie of the Federal government as an agent of justice.

A second step is to initiate a series of aemonst;ation projects in
which local sEh&ols~are offered several alternative ways to implement
Pederal program and policy or are given the disc;etion to devise their own
approaches to implementation. Demonstration programs as a rule have been
resexved to the progxaﬁ realm. Our research suééésts that demonstrations
may well be as useful in the réalm of implementation as in the realm of |

progzram.

.
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This annotated bibliography was prepared as part of an exploratory study
comnigsioned by the National Institute of Education for the following purposes:
.

“

To ~assist in planning further research in this area...To rev1ew
what has already 'been written on the subject, to carry out’ initial
interviews and observations with principals in a range of schools,
to consult with. knowledgeable researchers, all for the purpose of
makirg NIE aware of -gaps in current knowledge and how they might
best be filled through further research (NIE RFQ July 1980, p.4).

This blbllography was prepared by Judith Markow1tz, Marilyn S. Notkln, Judith

Pollock, and Hannah Meara. N

Literature on the following seven topics has been annotated:
B hY
1. Principals' Response to Federal Mandates and Regulations;

2. Advice to Principals on Implementation of Federal Programs,
Mandates and Regulations; . .

3. Legal Advice to Principals Regarding Federal Programs,
Policies, and Regulations; . .

4. Advice About the Legal Status of Principals;
5. The Principal's Role;

6. Job Satisfaction and Personal Characteristics of Principals;

' 7. Coﬁments on Policy. ‘

Literature anno:eted under the flrst heading are the primary references in this
area of concern. therature in the next three sections on advice to prlncnpals
is informative about issues of concern to the Federal 1mgact all of which have
not. yet become the subjects of research. Literature on the principal's role,
on job satisfaction\ nd personal characteristics of princ%pals;'and on policy

inform us about the context within which the Federal impact is experienced.

-

2



..

e - . ] Bibliography
- . )
T Studies Reportlng on Pr1nc1pals Regponse to Federal Mandates and Regulatlons
s .

X Abramow;tz, S. and Tenebaum, E. ngh School ’77- A Surveyfof Public
Secondary. School Principals. Washington, D.C.: National. Institute

of Education, 1978.

Based on interview responses from 1,448 high school principals the authors
describe the structure of Amerlcan high schools. They examine the com-
prehensiveness of the academlc programs, the bureaucratic structure of
the schools and the problems facing high ‘schools. They * found that,
according to the principals, most schools have comprehensive programs
allowing for individuwal instruction. The principals viewed themselves
as managers of a "loosely coupled" organization rather than a bureaucracy.
Few felt that Federal requirements of desegregatlon etc. were objection-
able but many objected to the paperwork involved in Federal programs.

. The authors suggest that the popular belief'abdut high schools are incorrect. ’

They propose several strategies for helping alleviate problems in high
schools. “ , ’

Becker, Gerald, et al. Issues and Problems in Elementary School Administra-
tion. Corvallis,,Oregon: Oregon State University, Centeér for
Educational Research and Service, February 1970.

”»

This is a report of the findings of a national study to determine the
problems of elementary schoolwpéipcipals. ‘The study employed 5
questionnaire and an interviewsfuide sent to principals in all 50 states.

\ ' Areas covered include: the school and -society; publ;c leadership;

. orgarizational texture; and finances and fagilities. With regard to
integrat10n,,pr1nc1pals felt they were being replaced as the educational

i . leaders of their schools. They report that Federal ‘programs have in-

’ . creased the pr1nc1pals record-keeping responslbllltles. The article

also deals with training programs for prmnclpals, and Federally funded
programs. - . . -

[ 4
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Berman, Paul, Milbrey Wallin McLaughlin, et al. Federal Programs Supporting
Educational Change Volume VII Factors Affecting Implementation ’

and Contihuation. R-1589/7-HEW Santa Monica, California: The Rand
Coxrp., April 1977. U

Thig document ‘presents results of a survey of 100 Title IV projects one
to two years after the end of Federal Funding, (100 :superintendents, 171
priricipals, 1072 teachers)..and shows the effects of principals on Federal

programs.
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Principals are seen as critical “to the quality of school life as well

as to project outcomes. heir support is crucial for the 1mplementat10n

and continuation of'przjéégs. They are responsible for establishing

the school's educational pdlicy and philosophy; ‘they provide orientation

- to teachers about projects, explain them to parents, coordinate class-
room changes (routines, use of volunteers etc.) run interference vwith
disapproving non-project teachers or parents.

The management stylegraf principals are explored: Peer, Moral Supporter,
Instructional Leader and Administrator. It is suggested that partici-
pation in educational programs of this type can enhance the overall
effectiveness .of principals as school managers.

Glasman, N.S. The Effects of Governmental Evaluation Mandates. Adminigtrator's
Notebook, 1978-1980, 27 (2). - ‘“ ‘

Based on a study utilizing” open-ended interviews with principals, teachers
and parents from school districts in Southern Callfornla, this article

‘ gsgines how the traditional role of school administrators as evaluators
h®® shifted with the emergence of governmental mandates. School prin- -
cipals said.they considered that their responsibility to gather infyrmaé
tion has increased while their authority to act on the information has
decreased. The decrease in authority and increase in bureaucratic rules
have produced an increased reliance on "informal" rewards to subordinates.
Other'effects.on“a@minisﬁrators are apparent indecisiveness and an

‘ increased collegiality with lay officials in the district.

Hill, Paul, Joanne Wuchitech, Richard Williams. The Effects of Federal
Education Programs on School Principals. N. 1467-HEW. Santa Monica,
California: The Rand Corp., February 1980. ‘

- )

This paper presents the results of an exploratory study based on telephone
! interviews with 55 principals in six states representing national regions,
school districts of diverse sizes and schools of varying size and grade
levels. Principals report that over the past five years their role has
‘e changed and now entails more demanding, complex work: more people to deal
with (specialists, aides, students, local district administrators,
Federal and State officials assigned to projects, parent advisory councils);
y instructional demands; non-instructional demands; and non-instructional
+ programs such as health, discipline and nutrition all of which are
1 . exacerbated by due-process rights. Many report less time for supervising
| teachers and dealing with students. Also reported: busier days, more
night work, less discretionary tiﬁe, more scrutiny and criticism and less
autonomy than five years ago, although not all changes are attributed to
the Federal programs. Many feel that low-lncome areas are most affected
by multiple Federal programs due to the requirement for separate parent
groups, administrative burdens and separate financial reports.




Jackson, Michael and Barbara Battiste. Illinois Principals® Perceptlons of

Title IX. IllaniS Principal, March 1980.

The article summarizes the results of a 23 question survey administered
to 820 high school principals. - Five~hundred and thirteen responses were
receivéd,(st of Illinois principals). They reported that the major
effects of Title IX were: increased expenditures and use of school
facilities primarily because of expanded girls' athletic programs; a
difference in the degree of participation of girls in athletic programs
appeared to be: related to the size of the school, the larger schools
having more participation; there were varying degrees of increase in
faculty responsibility for athletic programs; attitudes toward Title IX
weére ih part related to the size of the school, smaller schools tended
to have a less favorable attitude toward change. Schools with 1500 or
more reported favorable attitudes. /

National Association of Elementary School Principals. Survey Report.

Arlington, Vlrglnla, May 1980.

ThlS document reports on a survey of the 1mpact of multiple State and
Federal programs. Problems identified were: 1) ‘Regulations and

*objectlves of the various programs are 1nconsxstent and should be ,

consolldated. 2) They cause too much paperwork. 3) ?here is too much
parent involvement. _'#//; -

Schoeny, Donna Hager and Robert Ho. The Role of the Principal in Federal

"Programs. Report for National Institute of Education, 1980.

The paper focuses on a sample of National Institute of Educati on spon—
sored research relating ko the principal's role in Federal programs and
discusses the professxonal tralnlng of principals for the role of leader
and change agent. The authors maintain that the principal's job involves
the following: 1) securing support for the school, 2) governing the
school, 3) developing curriculum and staff, 4) administering the school,
5) mediating human relations in the school. They further state that the
success of new programs are related to school context variables and

that principals need leadership' skills for innovative organlzatmon and
management of programs and the complex interrelationships they cause.

60
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Advice to Prlnc;pals on Implementatlon of. Fede\aq Programs,” Mandates and

Regulations -

.

. . =~
Allen, Jo%., Jr. The Role of the Elementary School ﬁrincipal in Achieving

the Right 'to Read Goal. Address before the Convention of the
National Association of Elementary School Principals, Philadelphia,
 April 19, 1970.

{
.

" In this address Mr. Allen encourages principals to take an active role
in reading programs. He describes a plan which includes Federal fundlng
for the development of what he calls "right to read programs."

/

Barbarovi, D.R. and others. The Handicapped Children Act--P.S. 94-142:
Implications “for Principals, Paper presented at the National
Association of Secondary School Principals Annual Convention, New
Orleans, Louisiana, January 1977.

. H

This paper descrlbes three areas of school env1ronment which may be

"reshaped by P.L. 94=142: A shift of emphasis from "preparing children

to be societal members as adults” to education of the individual; changes

in the relationships among educational professionals and between parents

and educations favoring a team approach; and changes in decision making.
. School administrators. must oversee these changes.

DI

Callahan, D.W. Procedural Due Process Required for Exceptional Children.
Georgia Association of Middle School Prlnc;pals Journal, 1977,

1 (2), 37-42.

This article describes varjous'court cases involving exceptional
‘children and provides procedures for parental complaint. Although no
direct mention of principals is made, their involvement is implicit.

v

Georgia Department of Educatlon, Office of Instructlonal Services. Parent
- Advisory Coundil Information Handbook for Title I in Georgia.

Atlanta, Gedrgla‘ 1977. ) . -

This handbook is a gulde for parents and school personnel in establishing
and determining the functions of Title I, ESEA. parent advisory councils.
It is predicated on the fact that parent involvement has been strongly
advocated by both State and Federal officials. Areas covered include.
the role of the prlnélpal as the educational leader of the school in !
establishing and working continuously with the pdrent advisory council,
a5 well as information about how to establish a council, funding sources,
handling grievances and evaluating parent councils.

“

€1




: - : Y

a -~

Xeller, E. Principal Issues in P.L: 94-145. The National Elementary
Principal, 1977, 56 (4), 80-82. i ’
) 3

This article discusses the lggﬁslation regarding education of handicapped ;
children. The topics covered include: 1) the availability and cost of
education; 2) physical education, 3) individualized programs; 4) parental

. rights; 5) help for the principal in understanding and interpreting the

law. Help to principals refers. to. 1nserv1ce tralnlng of educa’ ional

personnel, detailed procedures to insure that all personnel are adequately

trained to carry out the purposes of the Act, and dissemination of materials.

National Association of Elementary School Principals. The Busing Controversy.
NAESP School Leadership Digest Second Series, Number 6. ERIC/CEM
Research- Analysis Series, Number 21. Washington, D.C., 1976.

This paper discusses the changing behav1or of each branch of the Federal
government regarding busing. It states that as a result local officials
are confused about how to proceed.
. ‘ . — X
Nostrand, P.R. The High School Principal's Role with Respect to the Present
" Mariluana Problem. Universitytiof Virginia, School of Education,
1973 (ERIC Document Reproduction Service No. ED 078 516).

This paéer outlines measures for dealing with and prevention of marihuana
use among high school students. Descriptions of Federal legislation .
regardlng marfhuana use are included in the article.

Salf, P.S. A Handbook for the Evalugklon of Teachers and Principals.
Bloomfield, Connecticut: Capital Region Education Council, September
- 1976. .

. N
Thls Handbook provides information about the roles of teachers and
principals and systems for evaluating both. It mentions that the
principal manages Federal monies and acts as a communication 11nk between
the school and ‘the government as well as between the school and parents.

Swartz, Stanley. A Recommendation for Competency Testing and the Handicapped. -
Illinois Principal, September. 1979. ‘

Reviews major provisions of P.L. 94-142, The Individualized Educational .
Program (IEP), and the components of minimal competency testing.

’
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Wldmer, Heéii§;. Crltlcal Tasks for the Pr1nc1pal in Implementing the ’
- . Least Restrictive Environment Mandate of P.L. 94-142. TIllinois Principal,
* ' March 1979. W . \ R
: . 7 \\

The author: states that the pr1nc1pal should view spec1al education as an
integral and not supplementary part of the total school program. The
principal, as instructional leader, determines the outlook of the staff
and is the key person in deveipplng a phllosophlcal tolerance among the
participants 1n\a mainstreaming. scheme., Factors toxbe weighed in

\\ executing P.L. 94-142 are: legal concerns, suff;c;eﬁt funding, community
support., adequate staff and facilitation of faculty ggowth Due to
94-142 the pr1nc1pal is propelled into an active pOSture rather than
~react1ng 16 problems-as has been traditional.’
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legal Advice to Principals Regarding Federal Programs, Policies, and Regulations
I \ ) » ‘A
Ackerly, R.L. and Gluckman, I.B. The Reasonable Exercise of Authority, II.

Restong Virginia: ~National Association of Secondary School Princi-
pals, 1976. ) . .

This document provides principals and other administrators with basic .
and general legal principles of due process and suggests approaches to ,

the use of authority. Topics covered include: 1) due process; 2) freedom

of expression; 3) civil rights; 4) codés -of behavior# 5) discipline; and

6) student records.

Goldsmith, A.H. Discipline, Discrimination, Disproportionality and Discretion:
A Legal Memorandum. Reston, Virginia: National Association of
Secondary School Principals, November K 1979.
¢ |
The practice of leaving discipline to the discretion of the administrator “
allows individualized treatment, but invites discriminatiqn. This \

-

v article describes current laws which apply to jj7cipline and explains L

how to comply. .

»

v

McCrosky, Cherie LeLeure and Grace Duff. Legal Aspects of Sex Discrimination
in Education. Illinois Principal. May 1975.

. w

-

The authors summarize legislation regarding sex discrimination and
describe cases of sex discrimination in education. Highlights major
controversies -surrounding their enactments. .

-

&+

Nolte, M. and Chester, E. School Communications: Duties and Dangers: A
Legal Memorandum. Washington, D.C.: National Association of Secon-
dary School Principals, April 1974. .

- This memorandum discusses legal risks involved in oral and written
communications. The focus is on Federal court cases of libel and stresses
the increasing need for principals to monitor what they write and say.

National Association of Secondary Scﬁogl Principals. A Legal Memorandum.
Reston, Virginia, April 1976.
LN g -
This memorandum discusses current regulations regarding bilingual )
education and indicates that the courts have not yet made clear the
applicability of this legislation. )

-, N -




D , National Association of Secondary School Principals. Concerning the
‘ Confidentiality of Pupil SChool Records, Reston, Virginia,

September 1976. .

i ) This memorandum discuSSes“the majé v legal issues related to the confi-
dentiality of students' school records|stressing in particular the
requirements of the Family Educational |Rights and Privacy Act. The

* principal is required to ensure compliance with the FERPA and State
laws regarding the proper.release of documents. Principals and other
administrators are admonished to exerc1se great care both as to what
is placed in student's recoxd and to whom the material is communicated. *
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Advice About the -Legal ‘Status of Principals

»

King, R.A. Litigation, Legislation and the Principal. Paper presented at
the Annual Meeting of the American Educational ReSearch Association,
San Francisco, April 8-12, 1979.

A study of recent litigation and legislation indicates that the legal
status- of principals has. changed in the past five years. Legislatures
and legal decisions have récognized the unique legal status of princi-
pals and have stipulated their duties and responsibilities which. include
supervising facilities and perscnnel and assuming leadership in all
phases of educational programs. Other mandates have Specified due
process rights of students and teachers, collective bargaining rights
and certification requirements. Future litigation and legislation,

the author contends, wil@ continue to alter the role of the principal.

4

McDonnell, L. and Pascal, A. Organized 'Teachers in American Schools.
(R.2407-NIE) . Santa Monica, California: The Rand Corporation,
February 1979.

This document describes the le&%l status of teachers' unions.. The -
school principal is mentioned with regard to collective bargaining.

3

,National Association of Secondary School Prinéipals. Concerning Statutory
s " Protection for Principals. Reston, Virginia, November- 1976.°

Tpisfpaper discusses State laws regarding the principalship. Only
eight States have codes which specifically describe the principal’'s
b role and identity. Other States have legislation which refers to the
" authority and responsibility of the principal. ' B
¢ * N -
National Association of Secondary School Principals. The Legal Status of
the Principal: A Legal Memorandum. Washington, D.C., September

1973. o .

»

This Memorandum examines existing State laws regarding school principal-
ship. In 15 states principals have the basic elements of legal status
and in 6 othexs they have specific¢ duties-.apd xesponsibilities.

) *
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Studies of the Principal's Role

Barraclough, T. The Role of the Elementary School Principai. Educational k

Management Review Series Number 19. Eugene, Oregon:: Oregon

University, July 1973. (ERIC Document Reproduction: Service
No. ED 077 127). . i

s
]
H

This document contains a review of articles dealing with the role of
elementary school prinripals and job perceptlons of pr1n¢1pals.

- -

-

Fishburn, W. Differences in Tasks of Elementary Principals in Rural and
Urban Areas. Las Cruces, New Mexico: Mesilla Park Elemtary Schobl,
May 1, 1978. (ERIC Document Reproduction Service Nod ED 153 753).

This paper reports on the data obtained from a questionnéire sent to
16 rural and 16 urban elementary school principals. Questions dealt
with professional duties and interaction with teachers and other personnel.

+ Jarvis, 0.T., Parker, C.A. and Moore, A.A., Jr. A Status Survey of the -
Elementary School Principalship in Georgia, 1969. , Athens, Georgia:
The Georgia Department of Elementary School Princ1pals and the
Bureau of Educational Studies and Field Services, College of
Education, University of Georgia, 1970. b

This paper describes the role of the elementary school principal in
Georgia.. Areas covered include: 1) personal traits; 2) professional
preparation; 3) job satisfaction and working conditions; 4) administra-
tive and supervisory practices; and 5) relations with the community
and professional organizations.

Lortie, Dan C. Schoolteacher: A Sociological Study. Chicago: The Univer-
,8ity of Chicago Press, 1975. . ¢

_In reporting on this study the author depicts principals as people who
must manage complex enterprlses without extensive powers. As the head
of the school they make many small decisions affecting the social life
within the school, but changes in their traditional role have made them
people whose responsibilities outrun their authority.

Melton; G.E. and others. The Principalship: Job Specifications and Salary
Considerations for the 70's. Washington, D.C.: National Association _
of Secondary School Principals, 1570.

This p;Eex presents an updated job description of the secondary school
principalship as well as an approach to evaluation of job performance

-
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and a statement concerning salari's for principals. In assessing the
job of principals, the authors destribe the principal's duties as
educational leader, admlnlstrator, communicator to the outside, mediator,
and_professional. ' .

o

.
¢ [

Reed, R.J. School_Principaléz Leaders Qr Managers? July 16, 1977. (ERIC
_ Document Reproduction Servicé No. ED 145 158). -

This questionnaire study exanxnes how prlnc;pals vieWw thelr role. It
.covers the following areas: 1) the charactenistics of prlncipals an&
their schools; 2) the attitudes of pr1nc1pals regarding career preparatlon
_programs; 3) job satisfaction; 4) dutiés and responsibilities; and,5)
relations with teachers, parents and other individuals. . The flndlngs
suggest that the principals view.their role as primarilye that of an
educational leader rather than a managetzcx\ )

»

® 9'#" * . . N '

Rock, D.A. and Hemphill, J.K. Réport of the Junior High SchooltPrincipalshiQ,'

Volume II. Reston, Virginia: National Agsociation of Sgecondary
School Prznclpals, 1966. - .o :
A

This report presents the datra gathered from a survey of 4,500 junior high
school principals concerning: -1) personal and professional preparation;
2) duties, activities and compensation ‘of principals; 3) principals’
attitudes on current educational issues. Intexview questions include
principals' attitudes towards forced integration and the Supreme Coux*

T decis}on on prayers in the schools. « \

Thomas,'M.A. A étudy of Alternatives in American Education, Volume II:
The Role of the Principal (R.217/2-NIE). Santa Monica, California: \

This paper“aescriées the role of the principal in alterxnative schogls.’

%

Wenrich, R.C. and Shaffer, E.W. High School Principals' Perceptions of the y
Roles and Responsibilltles of ‘Persons Who Would be Charged with the
Responsibility for Leadership in the Dévelopment of Occupational: 1y
Oriented Programs in High Schools.. Lansing, Michigan: Office of
Research Administration, State Bo#d of Control for Vocational

Education, September 1965. . \ .

-

\\v Principals in 106 large high schools were 1nterv1ewed about how they

would use an assistant who would be in charge of developing occupa-
tlonally orlented progfams. . -

-

-

~ The  Rand Corporation, April 1978. - ) C- \\\
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- West, E.L., Jr. The Co-Principalship: Administrative Realism. The High
. School Journal, 1978, 61 (5}, 241-246, . ‘
» . ' . .
’ This article discusses the demands placecx upon secondary school princi-
pals which make the concept of co-principalship viable. One principal
becomes the principal for Anstruction and the other becomes pr:.nczpal
of administration. Their duties and responsibilitn.es are describé'd. —
!" )
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Studies of Job Satisfaction and Eersbhai Chéracteristkcs of Principals

Gross, Neal and others. The Level of Occupational Aspiration of Men School
Prinecipals. National Brincipialship Study Sexies, Monograph 6.
Final Report. Haxvard Univeraity; Cambridge, Massachusetts.
Graduate School of Education, August 1967.

Based on a statistical analysis of guesﬁionnaires administered to 382
male principals nationally, this study examined socio-economic status,
soclal,mobility, organizational climate,grole pexrception, self evalua-
tion, career opportunities and job satmsfaction. ’

AN
“r

Gross, Neal, David A. Napior. The Job and céreér Satisfaction of Men
School Principals. National Principalship Study Series, Monograph
5. Final Repoxt. Harvard University, Cambridge, Massachusetts.,

» ° Graduate SchobI of. Education, June /1967.
I

Utzlizing factor analysis of questionnqires administered to 382 male
principals, this study focused on thelr career choices, individual
characteristics, interpexsonal relat%znshlpg,(psychological needs,

job satisfaction and rewards within the framework of role theory.

[ - ’

Feilter, Fred C. A Study of Principal Leader Behavior and Contrasting
Organizational Environments. Paper presented at the American
Educational Research Associatign Annual Meeting, Chicago, Illinois,
April 3~7 1972, y

Utilizing various measurement instruments and typologies, this paper
reported on a study which invesiigated the organizational climate,
democratic values, leadership ? yles, teacher/administxator relations -

and job satisfaction of elemenffary school principals.

K4
€
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Johngon, Dale A., Donald J. Weiss.I Middle Management Decision-Making and
Job Satisfaction: The Relationship Between Participation in
Decision Making, Personality Characteristics, and Job Satisfaction
of Building. Principals. Educational Research.and Development Council
of the Twin Cities Metropolitan ARea, Inc.: Minneapolis, Minnesota,
1971, . .

™ .AS paper reports on research on principals of elementary and secondary
schools studing job satisfaction, teacher/adminigtrator relationships,

+ theories of persgonalities, and styles of decision~making incluiding
collective negotiation. . .
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Miskel, Ce¢il. Public School Principals' Leader Style, Organizational
Situation, and Effectiveness. Kansas Univegsity, Lawxence,
"Kansas, 1974.

This study of the effectiveness ef public school principals, their
organizational seitings and individual chaxacteristics examined job
satisfaction, leadership styles as well as organizational climates

and performance factors. i

-

Paddock, Susan C. Careers in Educational Administration: Aie Women the
Exception? Oregon University, Eugene, Oregon: Center for
i _Educational Policy and Management, January 1978. -

>

Based on an occupational survey of school principals, this paper

. presents a comparative analysis dealing with such subjects as: race,
educational attainment, careers and career ladders, the characteristics
of administrators, marital status, role conflict, attitudes toward
work, sex differencds in occupational achievement and sex discrimination.

. .- . "
Paddock, Susan C. Male and Female High School Principals: AvComparatiye

Study. Paper présented at the Anpual Meeting of the American
Educational Research Association, San Francisco, April 9, 1979.

> ot 4
2

This study employed,questionnaires to assess differences between

- female and male high school principals. Areas covered include
background, job satisfaction, career aspirations and minority group
membership.. . .

N RS

_Poppenhaven, B.W. A Comparison of Elementary School Principals to
Junior/Middle and Senior High Principals on Perceived Job Related
. Tensions, Participation in Decision Making, Job Involvement and
o7 ' Job Satisfaction. College of St. Thomas, 1977. (ERIC, Document
~ Reproduction Service No. ED 144 226). ]

NN This study was concerned with the possibility of differences in job
satisfaction between junior/middle school principals and high school ~
principals. The only area of difference found was that of the degree

. of job interference in family life which was greater for high school .,
principals.
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Comments .on Policy

~16+

Elmore, Richard F. Complexity and Control: What Legislators and Administra-

tors can do BRbout -Implementing Public Policy. Report for National
Institute for Education, August /1980 (NIE P 77-0070) .

The author maintains that influencg can come only if policymakers rxecog-
nize that the most important part of impiementation takes place at the
bottom of the system and not at /ﬁé top. The more control exerted at
the top, the less likely the degired results at the bottom, where the
client is. If more hierarchicgi control is exerted, agencies are more
likely to get compliance, but At will come at the cost of greater ‘
complexity; A programmatic %pproach.relies on delegated co rdI/;hd an
emphasis on raising the delivery capacity at the of compliance.
The first approach sees local vargeggéity«as”é‘threat.to uniform program
guidelines; the latter capitalizes on the inventivensss of the people

who are actually delivering the service and treats diversity as the

best way to improve local programs.

f

Hargrove, Erwin C., Scarlett G. Graham, Leslie E. Ward, Virginia Abernethy,

Joseph Cunningham and William K. Vaughn. School Systems and
Requlatéry Mandates: A Case Study of the Implementation of the
Education for All Handicapped Childfren Act. Institute for Public
Policy Studies, Vanderbilt University, August 1980.

In this case study the aufhors state that the law is implemented in
phases. Phase I involves sweeping regulatory strategies in the beginning
to secure groes compliance with rules and lasts a long time. Gradually

a stable Federal regulatory pattern emerdes in which formal rules are
supplemented by informal norms. "Eventually & second and more difficult
stage of implementation begins which involves identifying effective
strategies for achieving intended goals. 1In thig phase Federal and
State strategies should seek to foster local institutional capacities

to cope with difficult delivery issues and strengthen them. Federal
officials are more comfortable with regulations and compliance monitoring
requiring uniformity across jurisdictions. Uniform rules from above

may engender pro forma complaince in which people go through the motions
with fear that invention will be "taken as failure to comply. The

authors feel it is important for all concerned to be watching, learning
and revising regulatory strategies. If the first stage of implementa-
tion is a top down strategy in which rules are imposed on localities,

the second stage is a bottom up strategy in which rules are revised to
foster elements of strength in local settings. .
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- ' Wise, A. Legislated Learning: The Bureaucratization of the American ,
- Chagsroom. Berkeley, California: University of California Press, -
> 1979. - - '

This book examines the overall results of educational policies and 4.

decisions emanating from all three branches of the Federal govermnment.

After examining the-policies, Wise describes their effects in terms of
increasing bureaucratization of schools. He concludes that independent
private education aad local control of public education are threatened. .
Local administrators and teachers will have an increasing number of
constraints on their ability to establish educational policy., Wise

contends this will ultimately harm onr society. |




