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PREFACE

The events leading to the writing and publication of this book began
with the involvement of two ot the authors, Nolan Fstes and Richard
Foster, in the development of an approach to re-education, or seff-
traming. for urban superintendents, Both are experienced seheol ad-
ministrators. As the book itself makes elear, the modern superintend-
eney requires full attention, often more hours than there are inthe day.
The responsibility for explaining the Superintendent<” Network and
PROJECT OPEN was given to John Merrow, a writer on education
whose doctoral dissertation examined the role of the U.S. Office of
Fducation in teacher training, including the TTT {Training for
Teacher Trainers) Program. g forerunner of the systematized interac-
tion of the Superintendents’ Network.

Without the assistance of Dr. Eugene E. Slaughter. Director of the
Oklahoma-Texas TTT Project at Southeastern State College, Durant.
Oklahoma. this book eould not have been written. We have benefited
from the editorial suggestions of Harold Cohen, Jack Culbertson,
Norman Drachler, L. D. Haskew, Harold Howe 1, George Kaplan. H.
Thomas James, Wiiliam L. Smith. Dustin Wilson and especially A,
Bruee Gaarder, J. N. Hook, Richard W Lid. and Seymour Sarason.

Research for this book was made possible by a grant from Southeast-
ern State College Research Foundation.,

Portions of this book have appeared in National Elementary Prinei-
pal, Phi Delta Kappan, Educational Leadership, and The School
Administrator.



FOREWORD

By Sesmour B, Sarason

This is an ftmpottant book tor anvone whoe is interested in new
ditections in education or concerned about the disease of profes-
swomabie, s impottanee resides not only inits topies or stthstanee but
i the tact that two of it authot<, Richard Foster and “volan Fstes,
have been among the most contreversial, innovative, and suecessful
school superintendents Lhave ksown, an opinion shared by practically
evervone wha has known or ~orked with them. They have been
conttoversial precisely hecattse they have been innovative and out-
spohen, and they have been successful beeause they have been able to
power their clear coneeptualizations and explicit values with conrage.
interpetsonal skill=. and an unusual degree of fairness and administra-
tive sophistication. They are not missionary zealots or muckraking
mudedleheads who, espousing the fatest version of virtue and truth,
tranage to heighten polarizations and turn battles into wars, They are
realists without being conformists. leaders who lead rather than public
opinion pollers seeking to know what public mood they should follow,

S when twoe people like these, together with a vounger, very
knowledgeable educator, John Merrow. deseribe the present scene, it
i~ not surprising that we get a book remarkable for its candor and
recommendations which. 1 should hastily add, reflect an on-going
“program’ based on the concept of “networking.” Most simply stated
tand described in detail in later chapters of this book) networking is
hased on the fizet that schools interrelate with other social systems and
community forces, and on the ralue that educational policy and prac-
tice must involve these different groups — indeed to “co-opt™ them for
the purpose of broadening the base of community support for the
improvement of evervone's educational experience.

It follows from these considerations that a superintendent of
schools can no fonger think only in terms of his school system. i.e., that
he has much in common with other superintendents and that to the
estent they can learn to share with each other their problems, dilem-
mas. and tactics they increase the chances that their problem solving
efforts will be more productive, The aim is not, God forbid, to produce
anuther guild but rather to use their “network™ to implement more
effectively agreed-upon values. It is for mutual education, not for
mutual protection or for feathering the professional nest. As the first
part of this book makes clear, and gives such force to the second part,
today's education for the superintendency is irrelevant to what that
role is in “real life.” Someone once said that the Beethoven violin
concerte was not for the violin, it was against it. Similarly. educationor
training for the superintendency is against rather than for effective
performance. We should be grateful that this irrelevancy has been
descrilicd and analyzed by our authors in a systematic fashion.

v
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Obvioushy, the educational establishiment in our universities is
ot going to like this book, but they cannot base theit objections either
on the quthor<” mespetience, ot faidures, or hitterness, The authors
are saving no mote and no fess than | have heard from countless
supetintendents with whom | have wotked, The empetor is not only
naked but probably cutfering trom a dreaded terminal disease, and we
bad better start thinking about what we want from a new regime. This
i~ what the authors help us do with refreshingly <imple ¢larity.

The problems, dilemmas, and selt-detea: oy practices diseuseed in
this ook are not pecaliar to the fickd of education. Make no mistake
about ity all professions in our society suffer from professional
preciousiess and imperigiism with headguarters in our universities,
But Lam nat blaming our universities, They reflect the Lirger society.
We have all colluded, unwittingly, in producing this age of specializa-
tion which has resalted in o many artificial discontingities in our
knowledge and it< applications. We have met the enemy and it is us,
This book i about our culture and how we <ee it in the field of
edueation.

I cannot refrain from some words about an individual whose name
appears from time to time in this thought-provoking book. He was and
is & federal “bureaucrat,” whom 1 first met in 1966, He was spending
maost of his time traveling around the country trying to find ways of
breaking down the harriers between schools and educators, on the one
hand, and the rest of soctety, on the other hand, By temperament and
training (a professional historian? he was nat disposed to aceept com-
partmentalization of knowledge and specialization of practice — at
least not to the point where it obviously adversely affected the quality
of the educational experience. How do you “open up’ the system?
How do you get interrelated groups and systems teo foeus on their
commenalities rather than their guild-determined differences? These
were the questions he was trving to get out on the table, and being a
*fed™ he had to be judicious, which he not alwayvs was (to his eternal
credit). Many people were annoved by him, less hecause of his forth-
rightness and more because of bis challenge to traditional practices
and cancepts. For example, he once had the courage to appear before a
committee of the House of Representatives and argue the point tin the
context of a budgetary request) that there was nothing special about
special education and that any program which widened the gulf be-
tween special and the rest of education was doing a disservice to both,
The committee chairman did not take kindly to these ideas (the pen-
dulum is now swinging the other way). and within a week this
“bureaucrat’™ was given other responsibilities.

4

vi



i e abwan s tantasied my selt as the tiest Perery Mason Proteseor
of Pavehodogy annd so it e not surprising that 1 ehould hypothesize
conthiection between s congtesaonal appearance amd his <hitt in
tespotisihidity,

Ponald N, Bigelow -—lus ettorts, wdeas, and courage —has helped
make this book possibile. In exprescing my personal gratitude to the
anthors for writime an important beok —4 contribution not only to
education but to the litetature on professions in our society —|
achiowledge my appreciation of an ebattled public setvant who
shordd take sobee e trom the fact that what he fought for is now “open™
to public scrutiny,

Sevmour B, Savason
Yale University
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CHAPTER ONE: INTRODUCTION 1

Eresaganie 205 ar wocechool caperintendents in a room. What are they
deing s What are they tdking abont? The answer depends on the
oeegsion, of ourse: f thes are gt g convention, the talk may be of golf,
difficult sehool board members o sehool vandalisn I thes happento
be enrolled in an ineservice chiss, they mav be tadking about the
instrictor’s toibles, or they may be swapping tables about their own
aeademic pasts, When the conversation tarns to professional matters.
those schonl superintendents mav diseuss ways of spending less
ey tiore <slowlv, of working with miitant teacher organizations, or
of measuring educational progress,

These 25 of so school superintendents will be a fairly homogene-
ous group. Most will be white males, most witl be between $0 and 50
vears ald, e most will have served as teachers and principals. Few of
the 25 will have been in their present positions for more than six or
seven sears, amd all will be vividly aware of their tenucus hold on the
jtill.

I fact, curvivad—net getting fired and doing a good job~~will be a
popular topie of comversation, as the superintendents swap stories
about others who have moved (or have been moved) elsewhere. What
Bappens when a superintendent leaves his job? Most likelv, he goes
tolder and perhaps a bit wisert to another superintendeney, If he is
approgching retirement age, he may go to a nearby college of educa-
tion and tedch others how to superintend,

There ix a missing thread in the make-believe thut nonetheless
reall conversation that takes place in that reom full of superintendents,
What is missing is a dynamic organizing principle. a2 mechanism to
stimulate personal and professional growth and to permit the de.
velopment of what ought to be called “survival skills.” Neither eon-
ventions por conventional in-service training fill the vacuum,

We think “networking”™ can provide that missing thread. We
think "“networking™ can provide that exsential developmental process
twhich we call, for want of a better word., training), And we think that
“networking is a step—perhaps not a big step, but nonetheless an
important one—toward the recognition of the interdependence of
schaol and seciety that must precede meaningful educational reform,

The argument of this book is that “educational reform™ will
remain an impossible dream until the relationship between the public
schools and the larger society undergoes a basie readjustment, We
Americans need to recognize their interdependence, and we need to
consider just how long we can ask the public schools to change the
socigl order in ways which we as a people apparently find unpalatable.
The wisdom of changing the social otder is not the issue, only the
unrealistie expectation that schools can do the job alone.

19
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2 The Urban School Superintendent of the Future

Faced with inconsistent vet insistent demands, school superin-
tendents cannot long survive, the ook also argues, unless they band
together in some way and learn to louk for answers to their problems
outside the closed cirele of professional training, Training-~the word
itsell andd all that it implies—is part of the problem. Rarely does
professiomal training actually prepare people for the job: they learnon
the jobi itself, or perhaps in an internship or apprenticeship. (We are
writing ahout school administrators here, but the observation prohably
holds for doctors, lawvers, journalists, and plumbers.) The school
superintendent who recognizes the inadequacy of his training invari-
ably looks tor better training, Reform is usually planned in terms of
“hetter” training. Both processes amount to chaxing one's tail,

“My training wasn't adequate: please give me better training.” is
wishful thinking despite its apparent logic. While many claim to know
a good superintendent of schools when they see one, no one has yet
devised a training processto produce the model. The intervening steps
canalysis of the characteristios of good superintendents and then re-
ctuitment and training to produce those characteristios) hefuddle the
well-intentioned process,

Ambitious reform programs end up with narrow aims precisely
hecause those aiths are achievable, and even if the programs achieve
their aims. the products are not de facto better superintendents. A
reform aimed at upgrading major departments of educational ad-
ministration can do just that, 4 pregram to turn capable non-educators
into educators can be successful, and a campaign to get minorities and
women into the superintendency can achieve its goals~but none of
them wilt necessarily be turning out better trained superintendents,
The reformers haven't escaped from the closed box of training.

Neither have we, by the way. When we talk about training. we are
using the word in the usual sense. But we are sot proposing a“better”
way of training in this book. We are talking instead about 2 self-help™
process of re-education that begins when superintendents band to-
gether. Perhaps in our next hook we will have escaped that closed
cirele. Here we recognize the inadequacy of reforming what is not
apprepriate, and we are groping toward daylight.

Superintendents must band together. but that is not enough.
Every superintendent already belongs to & number of official organi-
sations and unofficial networks.) They must also find 2 way to re-
educate themselves, because graduate schools, ineservice courses,
and professional workshops simply do not provide tive skills that
moderns =chool administrators must have just to survive.

The assassination of OQakland School Superintendent Marcus
Foster illustrates tragically the truth of our thesis: the modern urban

51



Introduction 3

sehiond superintendent i o what amounts te a “no-win®™ situation. He
i politically vistble and pubhely accountable, bt not politically pow-
ertul; schooks gre anked todo more than thesy have the power tedo; ianed
superintendents have not heen trained for the political responsibilities
that an uthan superintendenes entails. Fven a highly capable city
~choat auperintendent—which Marcas Foster was——is fighting a hold-
ing action against conditions v er which he and the sehool svctenthave
nocontrol: poverty, crime. drags. “white flight." urban decav. munice-
ipal overburden, and redouced revenues, Inereased demands for ac-
countability and rising teacher and school board militaney put new
pressures on the superintendent, who, since he wears the ringmaster’s
castestne, onght at least to bave the figurative equisalents of whip and
pistol. fn fact, the whipoand pistol seemto be in other hands, the cireas
tent is on fire, and the audience is demanding & pew ringmaster.

Ne tretaphor can make the point as elearly as did the events of
Tuesdav., Nevember 6, 1973, in OQakland, California. when Dr. Marcus
Foster was ~hot tecdeath by members of the Symbionese Libetation
Armyv. Deputy Superintendent Robert Blackburn was seriously
wottnded in the same attaek. Their assailants. who were armed with
<hotguns and pistols Joaded with cyanide bullets, later wrote to a local
newspaper and radio station: “Target Dr. Marcus Foster and Robert
Blackburn. Warrant Order: execution by evanide bullet.”

The dynamie and talented Fosger had been in Oakland for three
vears, during which time racial violence in the schools had all but
disappeared. Before coming to Qakland. Foster. who was black. had
heen an assistant superintendent in Philadelphiz,

Why was Marcus Foster murdered? Later statements from the
svmbionese Liberation Army indicate that Foster had incarred the
=LA~ enmity by his support of a photo-identification card system for
the Oakland Schools, 1D cards would help police and s-hool officials
keep non-students out of the schoals, and non-students are often the
drug dealers. It mav be that a climate of violence had been ereated in
Oakland tand elsewhere) by white “romanties™ acensing schools of
“crimes ggainst children.” by black resolutionaries and a facile equa-
tion of hallots and bullets, and by our nation’s misadventures in
Southeast Asia. According to this theory, Marceus Foster had made a
bargain with the ruling class and was no longer helping his people.

Whatever the tortured logice of assassins, Mareus Foster was not
bargaining with the devil. He was working hard to make Qukland
public schools safe for students and teachers, and hospitable for
growth and learning. But Marcus Foster went into the struggle sn
armed. or at least relatively so. At best, [} cards are a stopgap
maneuver. Drugs are a social problem that the schools can never solve,

12



4 The Urban School Superintendent of the Future

not by {1 cards or drug education courses or any other step. unfess the
waorld vutside is willing to take other, more forceful steps against the
drugs themselves and the conditions that encourage them.

The romantic and revolutionary rhetoric is a product of our na-
tional over-dependence upon schools as agents of social reform. \s
long as we ask our schools to solve the secial problems conveniently
lumped under the heading “disadvantaged.” the rhetoric will be
heard. Schools simply cannot, as presently constituted. do all that they
are a~ked to do.

We hegin this book with an examination of the social role of the
modern public school in the larger society. The modern public school
is as much a soctal service agency as an educational one. We Ameri-
cans hope that through the schools we can tackle our major social
problems: hunger, disease. social maladjustment. misuse of drugs and
aleohal, and inequality of opportunity.

We alse hold schools to an unrealistic standard of decorum, and
we tend not to aceept contliet as normal human behavior. Finally, we
want quality education but are unwilling to pay for it.

The superintendent is squarely in the middle of all this, nominally
in charge of a world he doex not control. Quite literally. the daily
business of running a school system requires all his attention and
energy. It's called "putting out brush fires,” in the trade. and only the
rare superintendent has the time and energy. whatever his mandate,
for reforestation,

But who are the modern urban school superintendents? Are they
all ex-foothall coaches and physical education teachers? Are the
superintendents in the cities different from those in rural America?
What kind of training has prepared them for the modern urban school
superintendency? Chapters three and four examine superintendents
and their training. respectively. and both subjects are important to our
case.

We contend that most superintendents are not prepared, either
by previous experience or training, for the responsibilities of the
modern superintendency, Almost every American school
superintendent came up the career ladder: teacher, principal, ad-
ministrator and superintendent. and it is highly debatable whether any

. of these roles can be considered training for the next higher post. Asit

works now. performing well in one position leads to eligibility for the
next. but eligibility should not necessarily be equated with prepara-
tion. Seymour Sarason has observed that there is nothing in the
isolated setting or responsibilities of the classroom teacher that can be
called preparation for the principalship. That observation holds true
for higher positions on the career ladder.

A3
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Introduction 5

The available training in educational administration doesn’t seem
to be much help either. Almost all training is provided by ex-school
administrators turned professors, Chapter four also focuses on 20
vears of reform energy tand moneyv and what those vears have meant
to most of 3530-add departments® of educational administration. Ina
word, growth,

Chapter five enters the closed cirele of graduate training. That
chapter’s evidence alone, in our judgment, proves the need for a new
orpanization for the re-education of superintendents, The depart-
ments of educational administration -— except the very best of
them—turn inward by design. Ex-superintendents become professors
ated proceed to turn ambitious principals and teachers into certified,
cmplovable school superintendents And, as the data show, almost
everyvhody ——professors and superintendents alike —hax been satisfied
with the process,

A few were not satisfied, though. Chapter Six explains how the
discontent bubbled to the surface and developed into a speeial Kind of
training, which we call the Superintendents” Network and PROJECT
OPEN. and Chapter Seven examines a “typical’” networking sessjon,
These two chapters are central to the book. because we see the
Superintendents” Network as something of a prototype for a National
Netwerk of Educational Reform, which would involve mayors, civie
leaders, educators, and representatives of all the organizations that
impinge upon the publiec schools and make them what they are.

QOur central thesis is that no worthwhile, significant school reform
is pussible until it is generally recognized that the schools are con-
trolfed by and interdependent with other sacial systems. Schools can
be changed only through the intensive involvement of those other
systems. Further, superintendents must equip themselves for their
newly politicized positions, and the governing systems whose actions
affect the sehools, directly and indirectly, must allow the schools to
participate in their councils of power, [t ix not enough for a superin-
tendent to be capable, if the municipal decision-making process does
not give hitm the power to bring about change.

Social and school problems are not gmenable to solution by only
the school hoard and the school superintendent. Nor will the addition
of courses to the curriculum solve great social problems, although that
i~ precisels what has been attempted in an effort to reduce traffic
deaths. divoree, and drug abuse, Courses in driver education, mar-
riage and the family. and drug abuse education are small monuments

“They are called o department or @ schonl, depending chiefly on their siee and
independence,

14



6 The Urban School Superintendent of the Future

to the insufficiency of our political leadership. or perhaps to our
general unwillingness to gecept the interrelatedness of our social
system. We think the Superintendents” Network and PROJECT
OPEN are steps toward the re-education of school administrators and
a readjustment of the relationship among the schools and other social
systems,

Chapter Eight looks ahead to the day when interdependence is
recognized. In that chapter, we discuss a direction for the
Superintendents” Network and PROJECT OPEN. we present some
models for preparing administrators, and we speculate on the urban
superintendent of the future. We eall that final chapter **magining the
Future.” and not *Predictions,” because there are constraints that
cannot be dismissed or overcome by a book, The larger problem is the
American attitude toward public schools. The immediate problen is
the survival of the superintendents. Just te survive, he must overcome
his limited experience and inadequate training (plus a few other hand-
icaps). Even before beginning that struggle, he must discover how
pervasive the problems are, and he must learn that many other
superintendents also feel the agony of trying to cope with insurmount-
able problems and contradictory pressures, We hope this book eun
move superintendents and good citizens everywhere toward aware-
ness, and we hope. too, that it will contribute to the dialogue about
public education in the United States.



CHAPTER TWO: [
THE CRISIS IS NOT IN THE CLASSROOM

+schools are not modest, single-purpose organizations
aimed at inculcating specifie skills. They are inereasingly
ambitious organizations with complex and often conflicting
functions: they are supposed to inculeate civie virtue, to
teach basic skills universally, to keep the streets clear and
homes happy by keeping children occupied six or seven
hours a day. and to recognize merit and promote equality. !

We Americans eling to certain beliets about our public schools.
We like to beliese that public schools are preparing our children for a
hetter day. but we won't allow much deviation from yesterday. *What
was good enough for me.” we say. We like to think that schools are
neutral and above politics, although they are neither. We imagine
schools as preparation for life, but we don’t want our children to hold
apiniens and beliefs that contradict our own, We Americans want our
children to {ive in and perpetuate our democratic society, but we
hardlyv mind that most schools deny their inhabitants the basic
privileges of the Bill of Rights. And we use our schools as entry points
for correcting the ills of the larger society, while insisting that schools
remain conflict-{ree. Asked to be the single most important vehicle for
desegregation of society, schools are also expected to “keep the lid
on'': a fistfight on the school grounds often becomes a major racial
claxh in the newspapers and in the mind of the public.

The social cost of these contradictions is high and it includes a
great toll from the schools themselves, and ultimately from our own
faith in public schouling, We expect schools to be neutral, non-
political, unchanging, modern, and quiet, all the while educating our
voung and correcting our soeial wrongs. We use our public schools to
make the present disorder finite, allowing us to imagine an orderly,
fess complex future for our young. How deep the reots of these con-
tradictions are is not clear. What is clear to schoolmen is that the role
of the public school is difficult, and its futsre uncertain.

The superintendent is caught in the middle. He is brought up
through the ranks: assistant principal. principal, and central office
administrator. Often he ix exposed to inadequate and outdated train-
ing: vesterday's courses in curriculum development. school adminis-
tration theory, budgeting. counseling. and staff relations. He may
study “conflict management,’ but he won't discover until he becomes
a superintendent that conflict management actually means the sup-
pression and elimination of trouble, as far as the general public is
concerned. Only when he becomes a superintendent will he know just
how “political”™ he must be, and how non-political he must appear to

he.
15



8 The Urban School Superintendent of the Future

The preservation of social stability has also been assigned to the
schools. Kindergarten, compulsory education. and other reforms were
not simply a beneficence showered upon the multitude; they were also
insurance that the country and the labor market would not be overrun
by a horde of illiterates, as non-English-speaking immigrants and the
poor were often presumed to be. The reforms of the 1960°s were
different in degree in that they involved more children, and were
different in kind in that the federal government took the initiative, paid
most of the bills, and often tricd to call the shots, Nonetheless, they
were aimed at stabilizing the soeiety, at reducing social conflict, and at
social control.

Schools came under extreme pressure in the 1960°s. The pressure
began when the Brown decision of 1954 began to be implemented
with all deliberate speed.” and it increased with the flight of Sputnik.
(That clamor for improved education was mistranslated into retraining
for teachers and curricular reform.) The rediscovery of poverty pre-
cipitated a tlood tide of largely federal pressures to improve the lot of
those who were labelled “disadvantaged.” Schools became the major
vehicle for social reform. and the major strategy. irrespective of the
rhetorie, was to adapt the children to the schoals, not the schools to the
children.

The schooling experience has not changed drastically over the
vears. Today's fourth-graders are experiencing much the same strue-
ture that their parents and grandparents did: one teacher, 25-35 kids.
recess, the Pledge of Allegiance, and the reinforcement of approved
hehavior patterns. Some things inside the school have changed, but
the drastic changes have been outside the school. What goes on in the
classroom is the school’s reaction to the public s contradictory de-
mands and its response to crisis. These outside changes are translated
and neutralized — and thus made safe — before they are admitted to
the classroom. Schools react to elamor for change just as mosi systems
do: by trying to behave as if nothing were happening.

This is not te dismiss all reform efforts: some genuine desegrega-
tion is occurring, some curricular reforms are making schools more
challenging. and in some places students have a degree of freedom and
responsibility at least approximating those provided in the Bill of
Rights. Nor are we saying that schools are hopelessly inflexible. au-
thoritarian, racist institutions. The cliché that “the more things
change. the more they remain the same’ applies to the public scheools
because the pressure bewilders the schools, They don’t understand
the language, and they don't know how to cope with the sudden
responsibility for leadership.
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The Example of Memphis

[n the last six vears, the school system of one major American city
has been buffeted by the assassination of 4 major political figure, a
erippling municipal strike. a federal court order requiring massive
busing of school children, large scale “white flight™ to the vutlying
suburbs, racial confrontation, and a rising crime rate. The city is
Memphis, Tennessee; the murdered leader, Dr. Martin Luther King,
Jr. It could have been Los Angeles, New York, or Qakland, where
Robert F. Rennedy, Maleolm X, and Marcus Foster were gunned
down. But, more to the point. most major American cities lack only the
trageddy of assassination to fit the description,

Desegregation, murder. crime, decay and the flight of the middle
cliass define the major American cities in the public consciousness
and. often. in reality. Those forces are also part of the reality of urban
public school systems, which feel the same forces, but are even less
equipped for life in the maelstrom,

Although no Memphis student fired the shot that killed Dr. King,
and although it wax sanitation workers and not teachers who were on
strike, the school system was shaken by those events. Sao, too, do
“white flight.”” drugs. and crime shake and shape the public school.
The obvious point that outside events affect the school is recognized in
individual psychology and in civies class. Teachers and guidance
counselors are trained to look for the effects of domestic trouble. and
so forth, on student behavior. We'ergate. Southeast Asia. the resigna-
tion of Vice-President Agnew, and impeachment are discussion topics
in secondary schools across the United States.

But they are topics for discussion, not calls for action, because of
the schools® facility for cooling off urgent topics. The non-
politicalfeducational stance serves the classroom teacher well; stu-
dents can diseuss and debate so-called “relevant™ topies, but action
and commitment are reserved for outside the school. The truth of the
generalization is proved by the exceptions: students and teachers
whose political actions disrupt school meet severe disapproval. Public
schaols are not perceived by anyone as properly holding an institu-
tional (or classroom by classroom) position on controversy, if disrup-
tion of the school is 2 consequence.

Schoals alse perpetuate the individualization and personification
of events and forces, In mock elections students might express opin-
ions on Presidential candidates, but never on the school hboard election
or the mayoralty race. Guidance counselors discuss Mom's drinking
problem or Dad’s philandering. but not the frequency or causes of
aleoholic mothers and unfaithful hushands.
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The easy coneluston is that schools are irrefevant, but the safety

cvabve —for that (s what it i~ — of holding real and relevant problems at

¢ distanee ma. not deserve e present bad name. Students have
fimited powerte efortcampaign financing or end a war. and it nay bhe
that no ene i~ =cnved by acting as it the contrary were true.

Therelevanee of public schools is not the isstte, which is, instead,
the school’s apparent inability to provide its constituents with the
survival skills of reading, writing, and manipulation of numbers. Yet it
i~ ¢ naive perception that <chools are “no longer able to teach.” for
when fatlure to read becomes endemic tas it is now), it can ne longer be
treated as the disease. [t must be considered a svimptom of an illness
which fies cutside the <chool grounds and ix largely bevond the
schaol s control,

The Burden on the School

Our politieal climate has never encouraged direct intervention,
which woald rean food for the bungiy s medical care tor the sick, and
mones for the poor, as the appropriate vehicle for righting social
wrongs. [ndirect intervention through the school fong ago bhecame
public policy. The goal was “equal educational opportunity.” which
translated into an equal chance at the starting line in the race to
achieve the American Dream. The fact that schools are but a weak
reflection of the suciety which controls them was largely overlooked.

That public policy meant & dotasle burden on American public
schouls: a large corrective function ¢“breaking the poverty evele™) and
the challenge to make good on the generally accepted assertion that
schouling was correlated with adult suceess, Equalits of Educational
COpportunity and Inequalinn® have tried to jar the country out of the
comfortable belief that school performance correlates highly and posi-
tively with adult success. And the money to provide the corrective
function — e, a Head Start and A Better Chance — hax never
matched the promises of politicians and policy-makers,

Our concern here is not with the extravagant promises, nor with
the conclusions of Coleman and Jencks. but rather with the changed
political pasition of the public schools and their superintendents, The
myth of the non-political public school is shattered: schools are not
above politics but are in the middle of controversy, and no one is
served by pretending otherwise,

The role of social change agency. despite the evidence that
schooling cannot change social patterns, has thrust schools and

*The tormer = usally called the Coleman Repart atter principal author James M.
Codeman. Inogaaliey is by Christopher Jeneks et al. See Bibligeraphs.
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schoolmen onto center stage. The Brown decision of 1954 and subse-
gquent Supteme Court decisions and Sputnik in 1957 put unaceus-
toned pressure on the schools. Less obvious but equally real is the
impact of dailv, almost routine events and decisions of government
and individual citizens. “White flight,” for example, often relates
directly to parental perception of school quality, Quality is often a code
word for race ¢*quality schools™ are predominantly white), but it may
retlect genuine concern about disturbances and disruptions, Deseg-
regation invariably leads to tension (at least temporarily) between
racia groups. and even isolated incidents are enough to make some
whites abandon the public schools, Perhaps the kids are sent to private
~chool: more often the family “escapes to the suburbs,™

Onily fately are Americans discovering that the suburbs aren’t
mueh of an escape, and now some families are moving back into the
cities. But the point is that the school situation — and the public
perception of the situation — was and is causally related to white
movement away from the cities and to the withdrawal of white support
from urban public schools,

It is unfair to say that desegregation caused the problems, be-
cause desegregation is just one piece of the puzzle. But court-ordered
desegregation of the schools has not been accompanied by comparable
pressure on other agencies that determine the conditions of municipal
tiving. Housing patterns and zoning laws have heen serutinized and
criticized. while schools have been summarily ordered to change
direction and lead the country. kicking and screaming, into to-
moirow’s world.

The eflect of these steps-aut-of-step has not heen what the propo-
nents of desegregation expected, Schools are not prepared to exercise
social leadership. nor have other public agencies displayed much
willingness to follow, In some places the public schools have become
resegregated by race and class, because middle-class black: are leav-
ing the cities and the public schools, too,

We are not concerned bere with the merits and demerits of
desegregation, but with the schools and their role in the policy. In
desegregation matters the schools have heen made instruments of
national policy. Schools are also shaped by the decisions and actions
on the local government level, by budget decisions, police hiring,
construction permits, and so forth, Nonetheless, school systems exist
on the periphery of power: they are more decided about than deciding.
They should be partners in the decisions that affect urban living,
hecause thase decisions affect the schools. Scheol conditions — pre-
sented by spokesmen for the schools — ought to influence the decision
process,
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Schools are political institutions, which doesn’t mean that
schoolmen are “playing polities™ with the children. The decisions
affecting schoals are political decisions, althoagh they are often not
evplicitly concerned with schools, and they almost never affect only
the schools. That point necds <ome explanation: many parents are
aware of the educational issues and the important decisions made
regularly about the schools — the budget, a bond issue. teachers’
contracts, the superintendency, Few citizens, we suspect, have re-
flected on the significance of non-educational decisions for the public
schools. When the city council votes mopey to create an anti-drug
strike force. that decision will affect the schoolx, If the new police
group is successtul in the streets but has not made the schools an
activ e partner in the planning, the dealers in drugs may be driven into
the schools, with predictable result<. That is a simple caxe, and the
obnvious lessen is for city council-school cooperation. The lesson is
easy to draw, but hard to follow,

sometimes the lesson is not so easy to draw because the connec-
tiom is not clear. Consider bus transportation. When the bus company
sets its routes, it does <o with maximum awareness of passenger travel
patterns. There are more buses during rush hours than there are
during the mid-afternoon hours, The bus schedule aiso determines
when and hov often people can travel. Children generally travel in
schaul buses, while the non-school buses generally carry people to
work. Suppoxe hoth parents work and the father leaves early in the
morning, by car. If the school bus arrives after the non-school bus has
taken the mother off to wark, some of the children (on some of the dayx)
may decide not to get on the sclivol bus. That is aot an unreasonable
decision, especially since the child knows that neither parent is at
home to answer the phone. Every time that happens, iose children
and the schools miss an opportunity, and the school system lses state
aidd. which is based on daily attendance figures,

We use the example to make a point: it is not alwuy: easy to
wdentify “school decisions™ except the obvious ones: the teidget,
teachers” contracts, et cetera. Municipal action against drugs, the
scheduling of buses, and a host of other seemingly non-school-related
decisions and - tions do affect the schools, The satest assumption is
that municipal decisions, large and small, will affect the public school
system, and the safest course is to try to determine what the effects
will be, hefore the decisions are made. The observation holds true,
though less so. for state and federal actions,

Some readers might conclude from this that, in order to cope with
this complexity, the supenntendent of schools must be a tireless
lobbyist for the scheols’ interests. We draw & somewhat different

<i
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conchitsion: the superintendent must be able to stand on an cqual
toeding with the leadets of the conmmunity: he mast educate the com-
munity on the interrelatedness of municipal decisions, while he de-
feteds the interests of the school svstet.

Clearlv, that situation doesn’t obitain today . Today™s urbai school
superintendent is undet fire from all directions, He cannot funetion
cither as poor consin or dim, distant relative, Sehools are in the vortes,
anedd 1o be offective o saperintendent must possess an extraordinary
combination of political. managerial, communicative, and interper-
<onal ~kills. And he must have the power to influence municipal
decisions and actions that will affect the schools,

Comsider Memphis again: <o far, the superintendent of schools
there hus weathered a rash of erises. Other superintendents pave
faced similar problems but have failed to survive, Harvey Seribner in
New York City, Mark Shedd in Philadelphia, Thomas Shaheen in San
Franciseo. and Hugh Scott in Washington, D.C, are cases in point.
Each case is ditferent. but there is one partiealarly vabid generalization
about urban school superintendents: they don’t last long, The average
tenure of the superintendents in districts with more than 25,000 pupils
wts leas than five vears in 1970, and it is getting ~horter.2 After leaving
Philadelphia, Shedd observed that a superintendent needed four years
to make an impact.”” Many don’t get that much time. Length of tenure
i~ 1ot to he equated with success, but it is o reasonable condition, 1t is
ditficult to demonstrate leadership it vou've been sent packing.

survival and Success

What determines survival and sneeess in the leadership of an
urban public school svatem? What, for that matter, is success? The
Latter aught to go bhevond negative definition: it is not merely keeping
the lidon or the avedance of racial confrontation. We think suecess is
<ome measure of stability and some evidence of public support of and
faith in the public schools. Stability can be measured in test scores,
vandalism eosts, absentee and dropout figures, teacher turnover,
racial enrollment figures, or constituents’ attitudes toward the
~chools, The «tability index might justifiably include attendance at
fouthall and ba<kethall games, adult employment data, and so forth:
the more numbers the better, if only to get away from the temptation to
judge school stability by a single measurement.

The determinants of a superintendent’s survival and success
tjointly, not separatelys include an uncertain mix of talent, training,
and serendipity. If we knew the recipe, we would be writing about that.
If we knew that John Freeman of Memphis, for example, or some other
<uperintendent. was the prototype, we would be writing about him.

"‘
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Because we don’t know those things, we are writing about talent.
training, and luck, aud abeut an approach to re-training that might
compensate for deficiencies in traming and talent, Serendipity is by
detinition hevond control.

survival, merely <tiaving on the job, is not really an indication of
anvthing, although come consider it evidence of succeess and others
tahe it as proof of failure. The administrator who stav s may be accom-
plishing great things, or he mav be a rubber stamp for a school board
which may be progressive, veactionars, or nejther. Nor should failure
to survive he thought of as a badge of honor. Net every fired superin-
tendent represents the forees of good brought low ttemporarily) by the
dirk powers of regression and racism. Some administrators lose their
jobs becguse thes are not eompetent. because they are unsuited to the
patrticular situation. or hecause a “no-win™ sitnation demands a
scapepeal. Neme administrators fail to last because their training for
the jobr and society's perception of the job are both out of harmony with
the reatite, Survival is not a retiabl- indicator of capability. but it is a
ecessiary cotdition for suceess,

Talent, training, and serendipity are the major variables. but
where and how can they be manipulated? Serendipity wense loosely to
indicate esents outeide the influenee of the school system and superin-
tendent, We do not <ay “environment™ beeause that term possesses
even fess speeificity and certainly less color, Serendipity is a factor in
stccess gt survival, but it cannot he manipulated, notwithstanding
the old coaching dictum ahout making your own fuck, One can only be
prepared for chanee oceurrences, But if chance cannot be controtled.
neither can it explain survis al and suceess: there are certain necessary
<kille, although they 1re not solely administrative ones.

Talent is something of a cateh-all term, to cover charaeteristies
which are not thought of as being acqaired through professional train-
ing, sueh as leaderchip ability, intelligence, eourage, vision, and integ-
rity. Fesentially, talent is our term for the clay of which we are all
fashioned. It can be manipulated most easily in the selection process,
when schools of education choose among candidates for admission and
when school boards pick superintendents and other administrators, A
process insuring more informed judgments about those entering train-
inge has long been one goal of reformers, as we shall see. A s~hool
board’s willingness to xelect for superintendencies those whose mettle
has heen tested elsewhere (that is, in settings unrelated to education)
is an important and intriguing possibility, but it is of little value to
erisis-heset urban school districts,

.
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Daes Training Make the Difference?

It ~erendipity is beyord one control and it manipulation of the
talent variable promises oo shotttenm benefits, that feaves only
training—eaning professional preparation. Our own experience is
that much professional training in educational administration is in-
adequate, ds it probably is in every field from law to chemical engineer-
ing to psyehotherapy. Some professional training is probably counter-
preductive. learning that inust be “unleamed” on the job. But training
is it fact the ondy significant entey point for influencing the behavior of
the school superintendents now on the job. Better training might
inerease the superintendent’s chances for survival and success,

Profeesional preparation is usually categorized by time and place.
There is presservice training, at the university or college of education,
and there is in-service training. available at institutions of higher
Jearning and 2 number of other places. We will have a good deal to say
about the pre-service training of administrators, The gist of the argu-
ment is that pre-sersice training ought not to harden the clay of which
we are formed—but it dees, in mest cases. Colleges of education have
a near monopoly on the professional preparation of administrators, but
we have some modest antitrust action in mind,

In-service training is nobody™s monopoly. There are categories by
time and type. and there are ventures which defy categorization.
Training can mean the exposure tonew knowledge, the practice of new
behaviors based on new knowledge, or something akin to reading,
reflection and =elf-examination. In-service training can occupy a sab-
batical vear or a few weekends, the summer months or one evening a
week. Correspondence courses are not unheard of, and school dis-
tricts give courses during released time, The structure of the experi-
ence varies. too: leeture, seminar, workshop, reading at home. and
“hands an™ training. _

Ineservice training has at least its share of charlatans and fools.
Administrative responsibilities leave little free time for serious, sus-
tained in-~ervice training or for reflection, and the hypocrisy of the
career ladder in teaching encourages hreezy, inconsequential in-
service courses. As long as salary increments depend upon in-service
credits. Gresham's law will apply: the easy courses will fill up with
teachers eveing that one opening in administration, institutions will be
Jed to offer more easy courses, and the more challenging courses are
driven out as surely as bad money drives out good.

B orkshop. the common term to describe in-service training for
administrators, defies strict definition. It form is probably limited by
the constraints of working conditions (meaning weekend workshops
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during the school vears and Jonger ones during the summer and by
wht supetimtendents peed and want. The most ambitious program is
that ottered by the American Associgtion of School Administrators®
VAN Ntional Veademy tor Sefiool Executives, which operates 50
to 60 workshops pet vear. varving in length from one to five days,
NASE programs tend to be issue-oriented, on such topies as “imple-
menting career education programs" and “PPBN: Setting priorities
atied llocating tesangees.”

It is our beliet that termal in-service leaming esperiences for
~uperintendents cand teacherst shonld be part of their job deseription
and tesponsibility toeos on compans time), Salary increments as re-
waittide for tedchers for in-service training represent an evil that should
De abeslichedd.

Matecver, the conteat and form of the learning experience ought
to be defined by what superintendents need and want to know and
what they can assimifate. Their on-the-job experiences have to feed
inter the featning process, ed the learning structure ought to be an
eatenstott of the ~upetinte ncdenta” reality. \txpe-mmmh-nh are also
entitled to refesvant” learning.,

[neservice trgining is the only real opportunity for intervention in
the performance of superintendents now on the job. Selection of
“hetter” candidates and “better’” presservice training will influence
school districts vears from now, it at all, because of the revolving door
that the superintendencs has become. Turnover is high, we have seen,
with the average position lasting less than five vears, But the rate of
exit from the profession (not the specifie jobsiis fow. That is. most
superintendents who leave one job go right into another, leaving very
tittle ronn for newcomers, Sehool distriet consolidation has reduced
the number of school distticts, which in turn reduces demand for
superintendents, Also slowing down the rate of change ie the low
turnover amomg lower fevel administrators: it is pot uncommon for
assistant superintendents to spend their entire careers in one district.
Thes cannot or will not change districts, and often they become
bharriers to educational change i the districet,

Present ineservice training may not offer much more hope for
reform than itproved selection or better pre-service training. be-
cause, unfortunately, the ineservice training is distinguished only by
its remeval from the superintendent’s daily experience, That experi-
ettee, however, is the foundation upon which self-knowledge and a
new set of skitls must be huilt,

The normal in-service model approximates ingestion and regurgi.
tation: the trainer tells the students how they should behave as sehool
administrators, in setting up modular scheduling, creating PERT
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vharts, or achieving differentiated stafting, and the trainees regurgi-
tate what they have learned. The course does nat ask them to behave
differentiv, and the teaching method reinforces the customary be-
haviors,

We think a more appropriate model should approsimate diges-
tion, nat ingestion-regurgitation. We think that the learning process s
central to the re-cducation of superintendents, Learning alwavs takes
place in social setting and in the beads of those involved, For learning
to oecur there must be interaction among those different prople in the
socttl setting and within each head.

Three Variables: People, Information, and Pathways

W e find three variables in the learning situation, and each is
tisceptible to manipulation. The first variable is the people (actually,
the syatems) involved, called, in the language of general systems
theory, the “nodes” of “terminals.” Between those terminals flow
information, facts. feelings, and data. which are the second variable,
The third variable is the linkages, pathways along which the informa-
tion tlows. Traditional schooling consists of a one-way {low of data
along the traditional pathway. which we might call “brain to brain.™
Mare than that happens, of course: professors are aware of students,
emotions are involved, and more than data is transmitted, The tradi-
tional madel it~elf is not stractured for two-way, three-way and N-way
esehinges, for the accommaodation of feelings and perceptions, or for
new pathways,

Good in-service training for superintendents should not tell them
only what inforiaation they need. The learning process of the training
i~ more important than mere information, because the process can
fead to mote and better interaction among more nodes, That translates
te mean that superintendents will end up in networks with each other
and with mavors, police chiefs, city councils. and citizens.

It all sounds a bit sticky. because although neither networks nor
process are new ideas, process is a cliché by now. popularized and
bastardized. To some it may mean touch-and-feel sessions, and the
abeonce of <substance, but its importance is well known and
documented in the field of organization development. We are saying
that how superintendents interact, and with whom, are factors crucial
to their survivitl and success,

The term netre ork when applied to individuals and organizations is
easy to understand. We are all involved in networks of different Kinds:
neighbors are connected by common interests in children, safe
streets, garbage collection, and fences, Business connections are
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another network, as are old school ties and political interest groups.,
Networks may be formal or informal, temporary or relatively perma.
nent, They facilitate the flow of information. help keep us adjusted to
other<, and generally serve to stabilize our lives, “Networking,” it
turns out, is basically old wine in new bottles in the sense that it means
more interaction and more information exchange, But networking. as
we mean to use the term here, also calls for systematized, more
efficient interactions, which implies newe behavior on the part of the
superintendent, Self-conscious networking is not the same as neigh-
bors united by garbage, for the latter does not require new behavior,

Superintendents already belong to networks, of course. Urban
school superintendents are likely to know each other and to keep in
toeh through the Council of Great City Schoals and the AASA annual
meeting: they sometines meet when testifving before congressjonal
committees. We take the position that a school superintendents” net-
work of the kind described in this book ean provide the significant,
cuntintons in-~ervice “training’ that is beyond the scope of the train-
ing now avaiable,

We have come to this conelusion inductively, gradually, even
painfully, The negative observation that present professional training
i~ inadequate only makes the void palpable: it does not fill it. Filling
that void requires a new understanding of the school system's in-
volvement in the political system, new interaetions with the outside
forees that impings upon the schools, and, ultimately, a new role for
the superintendent as a political figure, We have hecome convinced
that thereis akind  Cprocess for superintendents that can enable them
to bring sbout a readjustment of the relationship between public
education and the larger society, That, m the long run. will amount to
“educatienal reform.”

Forover g vear now process-oriented training sessions of this sort
have been conducted under the auspices of what we call the Superin-
tendents” Network, which has federal support witheut federal direc.
tion. (M course, tederal support of education is not new, but it is
nowhere near as widespread as most people imagine. The federal
share of educational expenditures in 1972 and again in 1973 amounted
to little more than eight per cent: that is, over 90 per cent of the money
spent on public education came from state and local sources, The
Superintendents” Network, which is under the umbrella of a modest
experiment in educational reform called PROJECT OPEN. accounts
for but five-one thousandths (.005) of one per cent of the federal eight
per cent, It is built on & healthy tension hetween Washington and the
superinte ndents: the money is federal, but the decisions are local. The
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Oftice of Education provides the horse, but the reins—and, therefore,
the destination—are in the hands of the superintendents,

Earlier { leral atcempts to bring about educational reforms were
more ambitious. Dividing up the power ¢ maximum feasible participa-
tion”"t and creating new power groups were often itpottant items on
the tederal agenda. Not so in the Superintendents” Netwark, which
enlists people with power in peer-group relationships, There is no
requirement for “maximum feasible’ anything.

The social contest which made something like the Superinten-
dents’ Network necessary is an historieal secident. Americans expect
the impossible from their public schools, and the superintendent is
held secountable when the impossible does not happen. As the rate of
social change acceelerates, social systems and individuals must also
change. The natural tendency, however, is toward “dynamic
conservatism,”® the active tactually reactive) efforts of individuals
and systems to resist change and its effects. Public schools, graduate
schoals of education, and superintendents themselves resist change,
of catrse. and often the handful of people working for change find their
reform attempts subverted, In effeet, the more necessarv change is,
the harder it may be to achieve, Superintendents, locked as they are in
the closed cirele of educational administration, are part of the prob-
fem.

“Fhe tervin is trom Deoaadd Sehon’s Bevenel the Stable State. See bibliogtaphy.

FOOTNOTES
VoPavd N Codeenr, ool Bxperitents with Schoods: What Has Been Learned?”
Conter tor Eduvcatsmad Poliey Research, The Bronking ntitation. cJuly 1973, p.
21 The guthor genetonsiy tmude cdratt of the paper ito be publiched seont avatlable
for tiw,

2 The Amereean Sehool Superintendent, SMephen Jo Kneeevich, edo. Washington,
DL AAS AL BOTL 330 The most interesting thime abont that statistie is that mast
superintendents in eur gequantance helieve that the correet Guare s 33 months:
howeser, no une aeems to Know the sonree of the statistie,
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CHAPTER THREE: 21
EVERYTHING YOU ALWAYS WANTED TO
KNOW ABOUT SCHOOL SUPERINTENDENTS

Revently the supe. intendent of schools in a large American city
was called cat of at important meeting. He explained that not one bt
three urgent problems had arisen. One concerned developments in a
Lawsuit in which a physical education teacher had been charged with
homicide for allegediy forcing a student whe couldn’™t swim to remain
in the swimming pool. The student drowned. The superintendent
noted that the case was only one of over 100 in which he was then a
defendant.

The second problem involved a shooting at one of the high schools
that dav. At vet another high school, the police had just seized a large
gquantity of heroin,

U ndoubtedly that was not one of the superintendent’s better days,
net was it typical. But hardly a day goe< by in an urban school svstem
without some significant upheaval, and every superintendent knows
that the only certainty is that problems will veeur. sooner or later.

How do superintendents cope with a world in which violence,
drugs. and lawsuits are inevitable? Can they foster learning and
growth amidst the disorder that is so prevalent in the modern urban
school svstem? What can they do in the face of the knowledge that the
disorder is bevond their controf?

How. for that matter. does one get to be a school superintendent?
What does a superintendent look like. in terms of a statistical profite?
What i~ his background. and what kind of academic training has
prepared him for the chaotic microcosm that is the modern urban
sechool sy <tem?

Most of the basic information on the background, training. be-
fiefs, and attitudes of the approximately 15,000 school superintend-
ents can be reduced to a chart or two, and we have done just that. The
“chart or two'" is actually one table. found on the following pages. We
have some information that doesn’t lend itself to charts and xome other
information that we would rather trust to our prose.

The thrust of this chapter is that, while urhan superintendents are
ditferent from their non-urhan colleagues, both groups come up short
when grasping for answers to the complex problems of running a
school distriet, whatever its size. Both groups need help.
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There is no single point in the continuum of school distriet size

where urhan begins and non-urban ends. The categories overlap, but
thev are distinet enough for our purposes. A superintendent with
20,000 pupils may be greathy concerned about socio-cultural ferment
whereas another school superintendent with 35,000 pupils may be
oblivious to the issue, Size does not explain ferment, or the school
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superintendent’s concern or unconcern. But it remains generally and
dramaticathy acenrate that size correlates with some issues, not with
uthers. Urban schools are different, and their superintendents know it

sSome Similarities

There are only slight differences among arban and non-rban
<chiool superintendents in several categories, The overwhelming ma-
jorits of all superintendents consider school tinance the major issue
tacing public education. Y8.7 per cent of the school superintendents
are white males, Over 75 per cent from each category were coaches,
contradicting Gritfiths" (1960 finding that only 23 per eent had
(‘!';l('t‘('(i.s

ity school superintendents moved inte administration faster
than their non-urban counterparts, but tollowed a more complex
career line and were older when they attained the superintendeney.
Generallyv, urban superintendents spent fewer vears teaching (5.3)
than the non-urban superintendent telose to seven vears). But an
earlier ~tart in administration did ot necessarify mean™an earlier
superintendency, because the career ladder has more rungs in an
urban district, Few non-urban school superintendents have served as
assistant superintendents or directors, because the positions either do
not exist or are not significant in smaller distriets. By contrast, almost
halt of the urban school superintendents served as teachers, principals
and workers in central office positions befure becoming suaperinten-
dents. Onby 20 per cent of the non-urban school superintendents
followed the teacher-prineipal-central office ladder to the top,

Urban school superintendents tend to have longer contraets, In
fact, the smaller the distriet, the greater the likelihood of a one-year
contract, The converse holds trae: the larger the distriet, the longer
the contract is likely to be. Over half of the urban schoal superinten-
dents have at least a four-year contract. while 36 per cent of the
nog-urban <chaol superintendents have one- or two-yvear contracts,
Four out of five superintendents have held more than one superinten-
deney, but fewer than one in ten has served in more than one state.
Only rarely do school superintendents change categories. An urban
school superintendent is likely to move to another urban system when
he changes jobs, Non-urban ~choul superintendents do not hecome
urban school superintendents, The school superintendent from a dis-
trict with more than 100,000 students is far more likely to move out of
the ~tate. because few states have more than one distriet with 100,000
pupils.
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Richard . Carlson’s distinction between “place-bound™
supetintendents and “eareer-bound™ saperintendents may be useful
here.® Place-bound superintendents are those who stay in the distriet,
as teachers and principals. Career-bound superintendents are not
wedded to a distriet, or, if they are, they practice serial monogamy.
Career-bound school superintendents move when their goals are ac-
complished, when a better opportunity comes along, or perhaps for a
host of other reasons, But when they move, they most likely move to a
similar distriet, from one town to another or from one city to another.
Unless they move from one large distri o another, they probably stay
within the state. Retirement plans are a factor here, as are job oppor-
tunities. It seems probable that any network for non-urban school
superintendents is local rather than national: the superintendent in
Milwaukee i likely to know his counterpart in Jacksonville or Louis-
ville, but the school superintendent in Gardiner, Massachusetts,
probably does not know the school superintendent in Turner, Ohio, or
Magnolia. Mississippi. Retirement plans are usually statewide. and
the absence of a national svstem makes it very difficult, even risky., for
superintendents to move out of state. We will return to this problem in
our final chapter.

Some Challenges Facing The Superintendency

Mast superintendents generally approve of their graduate train-
ing. Urban and non-urban school superintendents identified similar
weeknesses but differed somewhat on the strengths, The major weak-
ness suggested was in the course offerings. Nearly half cited the poor
or irrelevant course offerings: another 30 per cent pointed out the poor
quality of specific educational administration courses. Their retro-
spective evaluations require a caveat, which is that some of the pro-
grams may no longer exist. Those that are still around are probably
different. Without asking different questions of the data, we cannot
tell whether school supetintendents who studied in 1940 feel differ-
ently about their training than do recent graduates.

The basic statistics show that urban school superintendents work
more hours, make more money, change jobs more often, have longer
contracts, and follow a different career ladder. But urban and non-
uthan school superintendents are similar in many ways: they begin as
teachers, serve as principals, work long hours. tend to stay in the same
size district and often in the same state, and approve of their graduate
training. In fact, it is the subjective data that reveal the most distinet
differences between urban and non-urban school superintendents,
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The AASA survey ashed superintendents to identify the impor-
tant issties, to indicate what issttes might make them leave the field,
and to identify factors inhibiting their effectiveness, The data bear ont
aur earlier observation that city superintendents are a breed apart.

The most triking contrast is in the superintendents’ ranking of
sovio-cultural issues such as race relations, integration. and segrega-
tienr, Urhan school superintendents ranked that in a tie tor third;
school superintendents from the other two groups ranked it seventh
aned tweltth, The issue of race is actually the first major difference of
opinion, because every group ranked “school finance™ and “demands
for new ways of teaching or operating the educational programs™ first
and second. That ractal issues should rank so high among city school
stuperintendents is no great surprise: cities are increasingly black and
brown. and t} « racial bloes are insisting on being heard. Racial
contlict i no L anger to ity schools, and such conflicts receive more
attention in the media when they occur in New York or Houston
instead of a small town somenhere.

The larger the district, the more concerned the superintendent is
likely to be about teacher militaney and sehool staff relations, That
isatte: tied for third among urban school superintendents tand among
school superintendents of districts with 3,000-24.999 pupils), but
ranked sixth with school superintendents from the small distriets,
Again, it may well be that the city is slightly ahead of the rest of the
country. Teachers haven't struek very often in Middletown (or hadn’t
when the suryvey was conducted in 1969.700: they have in Philadelphia,
Detroit. New York City, San Franciseo, Houston, Kansas City, and
Baltimore,

Urhan schoal superintendents are also more concerned about
stielent activism. That isstue aas ranked tenth by the urban sehool
superintendents but nationally it ranked seventeenth or next to fast.
Again the inference is that in the city the future is at hand. and that
sotte vears {rom now non-urhan school superintendents will alse
worry about utderground newspapers aned <tudent sirikes.

The naotion that the future has already arrived for urban school
superintendents seems 1 be borne out by the rest of the data. Urban
superintendents  are no  longer as concerned about  the
superintendent’s greater visibility. the growing federal involvement in
education. rapidly increasing enrollments, or changes in values and
hehavioral norms. What can be inferred is that url.an school superin-
tendents are adjusting to the greater visibility and the federal involve-
ment that non-urban superintendents find disturbing. Not surpris-
ingly. urban superintendents are unmoted by “reorganization of small
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distriets into larger units of administration,” an issue which ranks
third among school superintendents with distriets of 300-2 999 pupils.

Schoal superinte adents from non-urbat districts ave most fearful
uf personal attacks and problems with the teaching statf. Atleast those
are the issues which thes wdentitied as “most likely to cause them to
leave the profession.” Neither issue ranked high with superintendents
from urban areas. The gravest concern for the latter is socio-cultural
ferment, a cateh-all which ranked low on the list of concern of non-
urban superintendents,

[tis specualation to suggest that non-urban school superintendents
will be concerned tomorrow about issues which bother urban superin-
tendents todav, What is not speculation is the contrast between urban
atned non-uthan school superintendents ~ they live in different worlds
and they pereeive issues differently, Social change, racial turmoil, and
the like are primarily urban issues, at least insofar as the schools are
concerted. Consequently, urban school superintendents feel
threatened by wocio-cultural ferment and are comparatively blasé
about “attacks on superintendent=.” They know they must live in the
public spotlight.

Another explanation for the urban superintendent’s low ranking
of the issue of attacks on superintendents has come to the surface
sitce the assassination of Marcus Foster. [t is simply that superinten-
dents don't want to talk about attacks for fear that talk witl only lead to
more. Former Tulsa superintendent Gordon Cawelti said. " You don’t
hear much about this because of the remote likelihood that it might
give some crackpot an idea.” 7 In general few big city superintendents
have full-time protection, although special measures are taken for
specific events that have a high potential for violence,

A Roomful of Superintendents

We do not want to draw a picture of two distinetly different
groups, Put together in one room. urban and non-urban school
superintendents would find plenty to talk about and to agree on,
Sehool finanee might dominate the conversation, since urban and
non-urhan school supe rintendents consider it the most pressing issue.
They would generally agree, too, on the “demand for new ways of
teaching or aperating the educational program.™ In short. the conver-
sation would be about money: how to get it, and how to spend it maore
slowly and more effectively. That roomful of schaol superintendents
watld also agree that their training had been satisfactory, according to
the data.

We take exception: neither past training nor twe fean current
training prepares school superintendents for the position of school
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administrator. It may well be that ne training is ever adequate and that
most learning takes place on the job. but good training prepares for
learping: it keeps that clay of which we are formed from hardening too
early. It appears to ux, however, that good training has not been the
norntal experience; we simply do not believe that the superintendents’
satisfaction with their training is justified,

The earlier data suggest that school superintendents, particularly
the urban ones, are aware of their troubles, but judging from their
answers to another set of questions, they don’t know where to turn.
Asked to identify the types of specialists needed to improve perfor-
mance levels, $2.4 per cent of the urban school superintendents sin-
gled out public refations specialists, as if to say that a better image
wonid improve school performanee. Even the most optimistic in-
terpretation of this response (that the public doesn’t know the good
side of schools) has @ certain unreality, a suggestion that problems are
only skin deep, Only curriculum and instructional specialists were in
greater demand. Asked to identify skills they needed to maintain their
own effectiveness (ax opposed to specialists needed in the district),
school superintendents gave a barely discernible nod in the direction
of skills in conflict resofution! That ranked eighth nationally, seventh
amoeng urban school superintendents, leading the AASA Report to
remark:

at the bottom of the list were such skills as those needed in
conflict resalution . . . In view of the amount of cenflict
currently swirling about education one would have ex-
pected a greater need to be voiced for conflict resolution
skills and insights.8

As will become obvious, we agree with the AASA. Skills in
conflict resolution will not sulve the problems facing school superin-
tendents today. but they are a damn sight better than merely reaching
for a better public image.

One more topic that's bound to come up in a roomful of school
superintendents: getting fired. The average length of time in an urban
school superintendency is less than five years. The pressures in a
moedern <chool system are intense, and the superintendent gets most
of the heat. It's a rare tand perhaps foolish) superintendent who takesa
pusition today with the notion of going into retirement from it. If he
daer get his gold watch, it will likely be sooner than he anticipates.

The AASA report ends on a high note. Over 70 per cent of the
~ ' superintendents would chaose to he school superintendents if
they were given the chance to start over again, which the AASA
interpreted as evidence of satisfaction, Perhaps. But none of us can
start over again. The best anyone can do is reflect on the past in order
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to reform both present and future. A sizeable amount of energy and
dollar reseurces have been devoted to such reflection over the past 20
vears, and the results are just now being measured, The nest chapter
dige around the roots of the 20-veqr effort to reform the training of
educational administrators, and nibbles and <niffe at the fruits and
tflowers the reformers have hrought forti,
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CHAPTER rOUR: 29
REFORMING ADMINISTRATOR TRAINING:
THE FOUNDATIONS GIVE IT A TRY

Large toundations, the protescional sehools, the professors, and
the federal government bave all hod G band in recent efforts? to reform
the training avatdable to education cdministrators, The foundations —
chicthy Rellegge and Ford — have provided money with strings at-
tached, The professionals tprofessors and practitioners) have provided
new standards and regulations, while the federal role has been mited
to support for the National Program in Educational Leadership
(NPEL and the Superintendents Network PROJECT OPEN,

By and large, reforms fall easdy into two categories: training and
protessiong] standards., Most of the attention has been given to the
trainitig process. Potential school administrators are now reeruited
tresn o Latger poall given more cotrses to choose from, and are more
likels to have a “relesant™ internship than their predecessors, Profes.
siongd standards are higher now. as a result of changes from within the
protession. The major ehange his been the A AR A requirement (effec.-
tive atter 1968 that new members shall have completed at least a
tweevear graduate program in educational administration at a school
approved by the National Couneil for the Acereditation of Teacher
Fdueation (INCATED the profession’s chief certifving ageney.

A will become elear. reform has meant more training, more
comples certification procedures, new roles for administrators, and
great growth for sehools and departments of education administration,
W hether thesee changes have had any offect on practicing sehool
superintendents is questionable. Most school superintendents were,
after all, trained before the advent of the new programs. and the

VASA'S twoeyedr graduate program requirement wis not retroactive,
As for the newly trained administrators, there is a necessary caveat:
they were trained by many of the <ame old hands,

The Kellogg Foundation

The etforts of the W.K. Kellogg Foundation in the Lite 1940°s and
carly 1OMYS are generally recognized g« the begimning of the reform
movement that should now be bearing fruit. Pushed by the AASA and
the new National Conference of Professors of Fdueation Administra-
tion e NCPEAY but with a genuine interest of its own, the Foundation
underwrote five “esploratory™ conferences in 1948 to discuss profes-
stomtl preparation, working relations between school board, staft and
superintendents, recruitment, and working conditions, The series of
conferences ended in early 19, and Kellogg agreed to support a
large-seale national improvement program. Over the nest ten years it
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spent over $10 million on the Cooperative Program in Eduweational
Administration ¢CPE A CPEA began with five universities® in 1950,
grew immediately to eight and finudhy to 3 There were eight regional
centers, with statf and funds: the [atter were used for conferences,
research, upport of promising dissertations, and other such pur-
pﬂ'lf‘~.

CPEA s eftort led to the formation of two new organizations, also
supported by Kelloge, In 1955, when the original grants were used up.
Kellogg accepted proposals to ereate the Committee for the Advanee-
ment of Sehaol Administration (CANA) andd the University Council on
Educational Administration (UCEAL As part of the AASA, CASA
evatmined and catalogued material about training. then published 35
goals tor the profession in Semething to Steer By 2 CASA alse pro-
moted the geceptancee of the National Couneil for the Acereditation of
Teacher Education ¢ NCATED as the acerediting agency for depart-
ments of edocational administration, 2ad CASA encouraged the two-
vear graduate study vequirement for new members of the AASA,

L CEA is a more direct suceessor of CPEA. Proposed in 1955 by
Teachers College an original member of CPEA), UCEA was en-
visioned as a cooperative organization of universities (not individual
professors) concerned with improving training programs for educa-
tional administrators, The original UCEA had 32 members and was
quartered at Columbia University. Now there are 53 members. and the
organization is run from Ohio State. It sponsors research, publishes
and circulates reports. and “tries to keep the profession abreast of the
times.”" acearding to Dr. Jack Culbertson, its Executive Director.

it might be helpful . summarize, before the gaggle of initials
hecomes overwhelming, Untit 1955, Kellogg supported CPEA which
consisted of eight regional centers and about 30 university-hased
projects, After 1955, Kellogg underwrote CANAL 2 committee of the
AASA. CASA pushed for higher standards within the profession. The
UCEA also received Rellogg money, [t urges member univer sities to
move in directions they mav not want to take by supporting or ereating
training materials and by heeping them aware of changing conditions
in the field,

Analysis of the reform thrast lends itself easily to summary: 1 the
profession toughened its standards. Longer training and an estab-
fished secreditation procedure and ageney probably enhanced the
prestige of educational administrators: 21 the leading departments of
educational administration recognized the value of cooperation in

*Harvand: Chicages Teavhers College, Columbia: George Peshiods College; and the

U atversity o Tevas.
) gﬁs
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cotne areis; $tsome changes were made in the content of educational
adminictiation program< and b edueationgl administration wis pro-
moted as a”

The “post-Rellogg™ petiod (1960 to the presenti saw more
changes at the university level ig recraitment. curricalum, and on-
the-oh taimng dnternshipsi, Job placement after graduation was a
concetn of some new programs, Recraitment into the study of educa-
tiott] administration has never been o major concern of schools of

arieriee,

education. Put another wav, the road to becoming « school superin-
tendent i~ well Kuown and Grithy conventiongl: the ssstem itself has
enough inducements for the hright voung man, and the graduate
~ehaols hay e not had to do much reaching out, By and large, it happens
this wav: the bright and capable voung man is promoted from his
teachitg posiion tusnally in secondary schoals) to assistant principal.
He begins grado ite work in educational administration if he bas not
already done ~o, He heeomes o prim-ipa!. does moere gl‘;ltillat(' wark
(pethaps on a leavecof-absencerand becomes a fully ecertified adminis-
trator. Almost every priteticing school superintendent has followed
this same ropte.?

Not evervone who sets out to he a school administrator makes it
of cotrse, and not every principal becomes @ superintendent. For
every emploved supertintendent, there are at east wen like him (cer-
titied. white malest who have not found administrative positions, That
ten-to-one ratio is overcantions, In New York State there were 203
openitigs for principats in 1969:70, and 15,000 eertified qualified per-
<onnel. Superyisors in New York City have accepted a contract ealling
for more work ditss without additional pay because, as a union leader
aberved, i they had gone on strike. there would have been 100
teachers witling snd fulls cenified to take over cach supervisory
p‘o-i!inn.

A Farm System for Administrators?

The abundance of centified personnet ufsy strike some as a fanm
avatenr worthy of the Leos Angefes Dodgers, a latter day version of
Duewinian natutal selection, But whethoer the fittest survive or not (and
some <y that racism. crenvism, and even nepotism play a big role in
promotionst, there is rampant overproduction of certified administra-
tive poetsonnel, and overproduction is encouraged by the peculiar
vareet lodder of public education, A teacher’s pay is generally deter-
tmined Iy t"nglh of senvice and numbers of credit hours,

W hile no one can hasten the passage of years, anvone cin o to
sehool, and many teachers do. Edueation courses are generally com-
fortable, not too difficult, easily available, and likely to be filled with

.
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other teschers, The nest subistantial stepup is out of the classroon and
inter stupervision, The agpressive voung tde teacher. ina hurey to
mahe goed and make money, sees edication and educational ad-
ministration courses as the wav 1o move ahead: the academic eredits
count toward salary increments and toward certification for the next
asailable ascistant prineipalship. Eighty-five per cent of the 25,000
stundents in departments of educational administration are part-time
students, tHowever, early reformes were aimed at the 16 per cent who
are tull time — or rather, were designed as i 1O per cent of the
stecdents were tull time, No one then considered that “part-timeness™
might be a special condition or a part of the pathology.) Inits way. the
route is comparable to that of the voung baseball player struggling in
the ainer feagies to make it to the top, but with an important excep-
tion: athletes don’t spend their time and money on extensive profes-
sional traming to carn a license te play ball.

A mote apt parallel mav be with other professions: doctors an..
Lawvers, for exgtuple, must study and earn licenses, Imagine a com-
pariaple situation: at least ten non-practicing doctors for every practic-
ing one. The social cost would he incaleulable, and aur society simply
wotthd ot accept such a situation, Despite some gains in prestige,
educational administration does not rank with medicine or law. and
the huge numbers of certified administrators with nothing to adminis-
ter is not as shocking to cociety as, for example, the recent teacher
sarplus was, Why the picture of certified teachers selling ency-
clopedias door-tosdoor is fess aceeptable than that of certifieqg ad-
ministrators similarly emploved is no great mystery. The public has
alwave held tegchers in fairly high osteem, but only the most fervent
professional edneators are comfortable comparing their profession
with medicine and law,

Somewhere in the whale process of certification there is a hoax.
Too manvy teachers spend too much time getting certified for non-
esistent jobs, I when certified. they ate in fact highly trained. skilled
professionals, then the wiste of administrative manpower should he
unaceeptable. It on the other hand, the courses leading to certifica-
tion are more convenient than challenging., then the waste of teacher
manpower is unaceeptable, It they are truly professi-aal adminis-
trators, there vught to he some administrative role for them. or the
systenr ought not to produce so many, Conversely, if they are likely to
remain teachers, then they ought to be enriching and stimulating those
parts of their brains concerned with the learning and teaching

p!’! R nmi's,
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But the miass of teeaelrers studving in vain to be administrators has
appatentiy been acceptable to the sehools of education and the de-
partments ot educational adminesteation, which have epjoved unparal
feled wronth, thaoks i part to more strmgent certifieation require-
wents and the peculia cateer Ladder in education (mot to mention
tederal and toundation doffar<r, The career fadder encourages voung
teaehters to dspire o administration, and the graduate <schools are
rends with the courses,

Undder such citeumstances, tecraitment has not been a problem
tor departments of educational aedministration, but it has been a major
cancern of those outside the ~chools of education, Too many of the
saite aimds of peaple become superintendents, When some superin-
tendents retite, they go to departments of erfucational administration
aned help prosfuce new plmmistrators in their own image from among
the ambitious teachers taking in-~ervice courses, i the departiments
tecruited new Lces from new places, pethaps the nest generation of
stpetintendents might be ditferent, I mans of the new recruits were
tenvale vr black or hirown, the nest generation of saperintendents
would not he 98 per cent white and 97 per cent male, as the current one
t~. There woubd be gradual change, hut coupled with currieculum
referm. it could have an impact, or <o many reformers beliesed,

Ford. Rockefeller and the U, S, Office of Education

Recruttment from a broader base has been the goal of several
reform efforts, For the Seven University Consortium project sup-
ported by the Ford Foundation, it has been one component: for the
Nationdl Program in Educational Leadership eNPELL vecruitment is
the hook on which the entire program is hung, NPEL seeks to recruit
into education those who have already been successtul in other fields
thusiness, Lew and <o forthr and who now want to work full-time in
urban education,

NPEL i unique in it recraitment polictes heeause it opens its
dont to those whe have succeeded elsewher  Most recruiting reforms
otress hroadening of the base, by which they mean attracting women,
Blaeks, browns, and activiets into education administration. Schools
of education have not been alone in this emphasis, of course. Many
daors previousty closed to wamen, blacks. browns, and activists began
apening in the ate 19060°< i only to admit a token or two, That general
wave of concern atd pressure, plus feundation money, caught up the
~ebocls of education and departments of educational administration,
They hegan admitting and in some cases recruiting non-white, non-
male, pontegehers, “Leadership ability™ became an mportam
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criterion. or rather, the criterion was often redefined to include thase
active in socktd action movements. “People who are wise and esperi-
enced in the wavs of the commamties served by sehools may make
good school administrators.” aeeording to FEdward J. Meade, Jr..
Office-in-Charge of the Public Education Program at the Ford
Foutdation.

in 1970, the Rocketeter Foundation began a program that all but
by ptsses the departinents of educational administration to recruait
minority group members into the superintendency. The program
worhs this wav: Through a complex selection process, the Foundation
identifies promising mid-level minority school administrators (assist-
ant principals and principals), Those selected, called Rockefeller
tnterns, spend a vear learning about every aspeet of the superintend-
ency from “the best school superintendents in Ameriea.” according to
Briee Williams, the Rockefeller Foundation officer-in-charge. Each
intern divides his vear between two superintendents, is paid at his
previons vear's <alary level plus certain costs, and becomes a free
dpent at the end of the vear, Rockefeller insisted apon the free agent
chauee, Williams said. so that each intern would be free to move intoa
teadership position.

sinece 1970, the Rockefeller Foundation has made a commitment
of 81.9 mitlion. and by the end of the 1973-74 school year, 39 interns
will have “graduated.”™ Of the 29 who have completed the program,
three are now superintendents, and at leas ten are associate, assist-
ant, or areg assistant superintendents. Five have taken positions in
universities or with foundations, about which Williams notes, “Any
time an individual doesn’t <tay in the public sehools it is somewhat of a

disappointment.”

But the academic program itself (as opposed to recrauitiment inte it)
hit= been the major concern of other reformers, whe apparently con-
cluded that there was o point to putting new people on the same old
treadmill, How to aveid the treadmill beeame the goal, A popular way
wits to dip into the resourees of the whole universitv, NPEL’s rhetorie
vaptures the spirit.

NPEL departs from traditional programs in many respects,
It draws upon the nation as its training pool, both for
recruitinent and for instruction: it features individual pro-
gramming. fashioned around the particular peeds of each
student . . . the program exists apart from universities,
but i~. at the ~ame time, dependent on them . . 0 An
infinite array of opportunities will be available 8
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Many of thoase opportunities were supposed to be outside the
traditional currientum and outside the sehood of education. Aecording
to Meaede, " Sehiool sitperintendents too often were principals whe had
been promoted: often many of them were not trained to matigge an
educational ~ocial serviee ageney, which is what the modern school
svatem isy nor were they triined in economics, polities, and other
refesant socinl seiences.” Usually mare than exhortation was neces-
<ary to bring about aggressive use of university resources, and the
Neven-U niversits Consortiuvm Project and NPEL attempted to build in
universitv-wide conperation, Somne graduate programs urged students
to take course< outside the school of edueation, while at the other end
of that spectnnm joint programs to train administrators for different
ty pes af institutions developed, These generally fall under the heading
of “training-in-common’ programs,

Training-in-Common

The notion of training-in-common has sparked several interesting
intovatoms in administrator training, Not evervone agrees that
administration-qua-administration is worthy of study or that signifi-
cant commonalities exist among different areas of administration:
schaols, cities, hospitals, businesses, and welfare agencies. There is
also what Erwin Miklos calls “hounduary defense.” the inevitable ten-
denes of established departments to resist encroachment.?

Proponents of the generie approach receive a polite hear-
ing from their colleagues only until the prospect of major
changes in the organization of the fields becomes real,
Then other voiees are heard and the boundaries between
disciplines are drawn more tightly, Each tield recognizes
the common elentents as fong as the identities of individual
~tudies are naot lost,®

Miklos believes that the most progressive training-in-common
progratis have started on entirely new campuses: The frvine campus
of the U niversity of California. Sangamon State University in Spring.
field, Hlinois, and the Regina campus of the University of Saskateh.
ewan. Irvine ofters the M. S, and PhD. degrees, Sangamon State
offers the MU AL cAdministrationy degree, and Begina grants the B, Ad.
Mikles concludes that the new programs are a healthy necessary step,
though there is as yot noempirical evidence of theirvalue, He observes
that
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Administrators muost be prepared to work with chang-
g organizational struetures, rapidiy changing environe
ments, aned adbocracies vather than buteaueractes, Inad-
dition, mare and more admingstrators will probably find
themselves moving trom one institutional area to another,
Realistic preparation should take cognizance of these
trends and bhrogden the immediate ranges of eareer alterna-
tives by developing approprite programs,*

\dninisteation tor itself alone is a legitimate field of <tudy. There are
enotigh commeonalities in the administration of cities, hospitals, and
scheols to justity the merger. i the variations are systematie. that
hnowledee will undoubtedly beci stepping-stone for further advances,
Taleott Parsons savs: “The tendenes to divide the field obscures hoth
the importance of the commeoen elements, and the systematic hases of
vatiation fromr ane tvpe ta another, ' Moreover, administrators of one
arganization mugst cammuniciate and cooperate with administrators in
other tvpes of organizations, Organizatinnal boundaries, public and
private, are not what they were, The superintendent of a big city scehool
suvstem today must know and work in a network with the eity manager.
the heads of major city departments, the social service organizations,
and e down the list, Such a network is necessary, and it must also be
effic-ient, Miklos savs:

An organization attempting to cope with urgent social or
economic problems finds that organizations in other in-
<tititiona! areas have been grappling with the same proh-
letns, The discharge of functions in one areg redquires coop-
eration with—and even enlistment of —organizations in
another, !t

Training-in-common is a step toward equipping future school adminis-
triators with the skills necessary for survival in the complex and in-
terdependent world of city schools,

Reform by Expansion: The Curriculum

The departments of educational administration generally re-
spended to ealls for reform by enlarging the eurriculum, which may
now inelude courses in the polities and ceonomies of education, the
sociology and psvehology of communities, educational planning, and
methods of edneational research. The traditional courses remain:
introduction te administration, supervision of instruc tion, elementary
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atnd secondany school administration. The traditional offerings are
easily the most common: 25 per cent of the professors teach the
intrendueton course each vear,

The graduate departments sought to eseape the same old tread-
mitl by enlarging it An AAS A report noted dryvly, e general. institu-
tions were maere ikely toadd new program efements than to defete ofd
ones." 2 fnetations undertook curricalum reform under pressure
from several sources. Some professors and students, the progressive
cliue in protessional organizations, and the foundations favored an
espatndd curricalum, CASA'S Something to Steer By in 1958 had
cacouraged broader knowledge, deeper insight into cultural disci-
plines, and depth of understanding in economics and taxation, social
anthropologs, political seience, American history, and literature. The
edue stion <chool responded by expanding its « vn offerings, rather
than requiring degree candidates to study those subjects elsewhere in
the university. The twosvear graduate school requirement for AASA
membership may hive been the strongest pressure of all, That new
requirement was an invitation to expand; stadents <staving around for
two vears needed more courses than the traditional curriculum of-
fered. Liberal reformers feared the worst, that the new regulations
wottld onls fead to more work on that same treadmitl. Harold Howe 11,
Later U, S, Commissioner of Education, wrote in 1962:

One wonders whether the cetion of the AASA on member-
<hip may not have the effeet of solidifving the old proce-
dures by giving their devotees many new customers to
serve before there has been time to teach the cooks the new
recipes,

Thewe were two major thrusts of currieutum reform in the 1960°<:
expamd the course offerings within the departments of educational
administration, or go ontside the school of education into the univer-
sity, Outside funding, from a foundation or the federal government.
provided mnuch of the incentive for university and school of education
canpetiation,

Certainly, <students of educational administration have more
specialized courses to choose from today, Program requirements are
likely to be more flexible, enabling a student to specialice. perhaps
aiming for one of the new roles in the profession, such as cducational
planner. budgeting specialist, or evaluator,

The Ford Foundation and other reformers arged another change
in the training of wiministrators: a more elinical. more urban-oriented
internship. An internship, usually of a yvear's duration, has been a
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component of the standard administration training program for the
doctorate: New York University ereated the model in T931 (two vears
of coutse work folfowed by an internshipi, and most programs are
copies or variations. The reformers wanted to make the internship a
central part of training. Too often, Meade satd, the internship was too
short or was disconpected from the rest of the training. After course
work came an internship. during which the student rarely communi-
cated with vither his advisor or anvone else in the department, The
experience was reported and perhaps analy zed in isolation: the stu-
dent graduated and went to work, perhaps for the system in which he
interned. Despite widespread dissatisfaction with the internship,
changes have been of the tinkering variety. Some schools are experi-
menting with short internships and “field stations ™ in which a group
of interns is placed in different parts of a single system, These students
then discuss and compare experiences,

Staving Within the System

It ought to be clear that the single thread running through these
reforms is the sanctity of the existing system. Reform from within led
to expansion of the schools of education, The reformers supported by
foundations and the Office of Education tin the case of NPEL) urged
use of the university's total resources, No one argued for training
outside the university's control: few worried about in-service training
for those already on the job.

Reformers outside the school of education were doubtful, or even
contemptuous. of the ability of the schools of education to train school
administrators for a rapidly changing world. Howe wrote in 1962 of
“those well-entrenched professors of education who are devoted to the
over-analysis of the obvious.”" The reformers believed then tand
continue to believe) in the ability of the major universitiex to do the job.
Meade believes that the original Seven University Consortium Project
would have been more suecessful if the programs had been the respon-
sihility of the total university: **We should have re-emphasized that
idea, especially with the university administration. instead of expect-
ing the schools of education to carry such a message and mission, 3

The task of reforming training for educational admir: drators fell
to the academic community by default, The practicing administrators
and their organizations never had the dominant influence, and debate
has been between the “within-education-school™ faction and the
“within-university” faction. There was never any question of training
outside the boundaries of the universities,
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It was as if there has been an unspoken agreement among the
refortmers in the 1960« that only the administrators of the future would
be experimented with, Professional influence — the superintendents’
refjuctance — may have been a factor: more than likely it was the
reformers’ conviction that a fresh start with young people was possible
and hetter. Their bigs was that most sup erintendents couldn’t really be
retrained anywayv. The argument goes this way: “*If reform has to use
the education schools, bad as they are. then at least reform ought o
begin with unpolluted minds.” The Ford Foundation was interested in
reforming training programs and not in retraining those already on the
jub. according to Meade. who helped design the Seven University
Program:

We had two options: help the university reform its program
tor educational administrators, or create new and separate
programs. We picked the first option. Such a strategy did
not mesh with retraining those on-the-job, but if we had
gotte that route it would have required a different strategy.
Further, it was an issue that was of little or no interest to
universities at the time we started. 18

The impact of these reforms is difficult but not impossible to
measure. Educational administration is now spoken of by some as a
sciepce, and the commonalities of administrative behavior in all sorts
of areas tincltiding schools) are being studied. Superintendents now
have more training than their predecessors, and the administrative
hierarchy has many new positions between principal and superinten-
dent,

The graduate training. however, may not be essentially different
today from what it was years ago, Despite all the diseussion of interdis-
ciplinary programs, only Harvard's Administrative Career Program
and a few uthers have dropped the requirements for a formal disserta-
tion and have substituted a project and internship, Contradicting
Miklos® abservation, a 1971 study concluded that the doctorate pro-
grams established since 1959 were actually less adventurous than
programs in the older schools of education.

It was hoped that marked differences might emerge be-
tween the old and new institutions indicating new trends in
preparation of students embarking upon doctoral study in
education, Such was not the case. Ithas often heen felt that
new institutions are afforded opportunities to experiment
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and to innovate without the traditional barriers and pres.
sures impnging upon fong-established colleges and uni-
versities, However, it may well be that the need for recogni-
tion and acceptance places new institutions in a less favor-
able position with the result that imitation of established
practices is given greater priority in the formative years
thatns the setting up of new and experimental programs, 17

Donald Mitehell' s excellent stiudy A Lok At The (rerlooked is not
hopetul about the possibilities of reform:

These who believed it possible to change higher educa-
tienad instittions and thus affect the input into educational
addinmistration must concede that, as presently structured,
thee mstitutions do got have the necessary flexibility to
adopt promising inmevations, Programs at institutions of-
fering wdvanced degrees in educational administration

have o great deat i common. ¥

Mitehell has onby just beguna program of his ewn design in educational
wlminestration at Nova U niversity in Florida,*

Mite helb s bee right. The institutions may net be able to adopt
promising mnes atons, but reform did bring change. The most striking
change, which is at [east in part attributable to the reform movement
cimd it monevs, has been quantitative: the rapid growth of educational
acdiitiisteation ae g field of study. Between 1940 and 1970, the number
ot Lo mnstitutions offering dearee programs it educational administ-
ratton tripled. fn 1972, there were 362 such institution<. * Thirteen new
progtis apened theit doors between 1970 and 1972, and the UCEA
ptendic te — thotgh it dues not encourage — continted growth through
FOR | e nnmber of professors has doubled (ta 2,0501 sinee 1960, In
19700 5,836 dectonates in education were awirded and 1LET of these
were it educatomal admintstration, five times the number awarded in
Totr O the TR R iuster degrees in education, 8.946 were in educa-
tional eltanistgion ™

The hanges i cortification reqguirements also stimulated
stenth Fhe VAS Y requirement for two-vear programs net enly nreant
that sedseduads bad to by e more training: it also meant that indis idu-
A beed te b more training: i adso meant that institutions offering

e s whe e cagntgne Phie S AS N pdentitieed B0 inatitutions an ite feadr. T
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only one-year programs had to expand to survive, for no prospective
administrator would want to attend a graduate progrn that did not
eiible him to earn his credentials. There was an inevic Lidity about the
espansion, according to the UCEAL a sort of “keeping up with the
Joneses™ logic. The department with a one-year graduate program
went to i two-year program. Schools which already had & two-year
program began doctoral programs, and those already awarding de-
grees in education branched into educational administration, at one
graduate level or another.

One can speculate — and we intend to — about the quality of
training available to educational administrators, but there can be no
mistake about the quantity, There are ton many certified adminis-
trators, and the graduate schools of educational administration are
producing more each year, The market is already glutted, and perhaps
we will see wholesale “reform™ — forced by economic necessity — of
schouls of education and their departments of educational administra-
tien. If this surplus and its attendant consequences are the major
impact of the reform movement. that ought to he frony enongh for
amone., Perhaps reform from outside (and largely for reasons of value)
never has much impact when the institutions being reformed hold
ditferent values and really do not feel the need to reform. That may he
what has been occurring.

The progressive forces wanted to change the departments of
educational administration. The result: the number of programs tri-
pled. the period of study for certification lengthened. and the number
of graduate degrees jumped. Just what effect the reforms have had on
those who teach educational administration, and how they teach it, is
the subject of the nest chapter.,

FOOTNOTES
Vo Fos hustars and anabvsia see Hallis AL Maare, Joo, o The Fennent in Sehoal s
tration.” s HBehrarreralf Se roneesianed FEebsee etvomatl felmpmstsertion, Paniet F.. Griffithe,
ed Chieapo, 1900 pp. 13229

2 Amety an \=soctation obf School Nedministrators, Washington, (10, 1938,

P Evers studsy of educationst admmistrators bears this ont. See, for evample, The
Eeeriean Schood Supesptendency . AANA W ashington, DL 10T

¥ Peraunal intervien and cortespondence, Julv, 1973, and January 1974,

,

Telephone interven, Decembueer, 1973,

S NPEL brachure, undated.
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NEITHER WISELY NOR TOO WELL

The previous chapter took a generaliy dim view of the attempts
made during 1930-72 to reform the training of educational adminis-
trators. That examination led to our assertion that the greatest change
was quantitative, There are three times as many departments of
educational administration now as there were in 1940, and twice as
many professors as there were in 1960,

The quality of the post-reform training is difficult to gauge. Only a
few of the new institutions have bheen adventurous, and there have
heen few sharp changes in the programs of older institutions, We know
that administrators now go to school longer, but more is not necessarily
hetter.

There s another way to evaluate the training, and that is by
examining the factlities of educational administration. Whoe teaches
the future administrators” What issues concern them deeply? What is
their own training and background, and how different are the profes-
sors pow, after yvears of pressure for reform?

This chapter uses data from several sources! to provide a profile
of the full-time and part-time faculty members. The chapter coneludes
with our speculation abeut what lies in store for departments of educa-
tional administration. »:w that the demand for principals and superin-
teadents is decreasing and money te support the departments is
wttigree,

Itis conventional wisdom antong prominent professors and schol-
ars of educational admintstration that “[there] appears to be a rapidly
growing training capability, on the one hand, and diminishing training
needs for traditionally defined populations of educational ad-
ministrators.”? Translated. that means that schools of education and
departments of educational administration are turning out would-be
administrators in increasing numbers but there simply aren’t enough
jobs,

School superintendents, principals, and other currently em-
ployed administrators react to this news in different ways, no douht.
Some visualize a hotde of ambitious, hungry voung talent erying for
jobs. Other incumbents see a larger pool from which to draw talented
assistant superintendents, principals. and specialists,

There is another perspective from which to examine the continu-
ing surplus of educational administrators. That is that despite the
clamor for change. educational administrators are by and large heing
trained in the same ways by the same people, only in greater numbers.
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YWhere Do Professors Come From?

The eliche that superintendents come trom the ranks of cogehes
and physical education teachers has some validity. Seventy-five per
cent of teday s superintendents coached along the way, but that does
ot tean cogehing is a proving ground or a recruiting center, In fact, a
preat many teachers <erve as eogehes during their careers without
ever risking prometion to administration, and probably without even
wanting it,

A comparable cliche about professors of educational administra-
tion. that they are former superintendents, contains more truth. In a
tvpical department, over 90 per cent of the full-time and part-time
facnlty are former administrators, In three-quatters of the depart-
ment, every faculty member was onee a school administrator,

“Former administrator”™ does not mean that evervone reached
retirement gue in the administrative position and then retreated to the
university, but the data on age suggest that this was the case for quite a
few. The average age for full-time faculty membersis 47,0 years. Only
17 of the 949 full-time faculty surveyed by the AASA were under 30 in
196970, and fewer than 235 per cent were under 405 355 were over 50,
and almost 15 per cent were at least 60, The oldest was over 80,

We are not using age o= an indication of unwisdom or incompe-
tence, However, the figures do support the conventional views of
professors of educational administration: most spent G r first careers
in administration, and teaching is thejr second career. The informa-
tion on age gives the lie to the view that all professors are retived
administrato; ;i that were true, the average age would be eloser to 60,
not 17, But the data on age do support the observation that few people
juin the faculty at an early age,

The “second career”™ is a populitr notion among school superin-
tendents, and judging from conversations overheard and participated
in, the professorship is thought of as a sinecure. a well-deserved rest
from the storms of public school administration. Undoubtedly it is a
quieter life, but wheth «r stue ents gain from the arrangement is open to
question. It is not g <elf-evident truth that “thase who can do can also
teach.” to turn that old saw on its head,

It could be that superintendents faek the habit of reflection so
often found in excellent teachers, Superintendents on the job hardly
bave time to reflect. Perhaps former superintendents are best suited to
teach the “nuts and holt<™ courses on running a school or a distriet, but
these ate precisely the eourses that must be “untearned™ on the job,
accarding to a former superintendent and chief state schaol officerin a
poptlou= Eastern State,  Just teach students to read, write, and think
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clearh” he saidd, “Fvery distriet alreads has o system, and that's
whete the "ot and bolts” ought to be learned.” Perhaps the cliché
“theme whe can't e, teaeh,”” shouid be disearded, ot just <ioomd on its
head, Let's cubstitute, “Some do, some teach, amd some few can do
both.”

Professors and Superintendents: The Echo Effect

The basie facts about those who teach educational administration
sound remarkably like the deseription of todiay's superintendents,
Antost all are male, white, Protestant, and Democratie by political
preference. Only 20 per centare trom urban areas and about half were
reatred i the Midwest, And they are fairly well paid: over 75 per cent
carted t feast 15,000 (196970 datar and the average 12-month <alary
was 817915, Ahnost half are full professors and almost 80 per cent are
at feast gecacigte professors and are tenuted.?

The 2,300 tull-titne and part-time professars teach in 360 depart-
e bt Fanging it ~ize from 27 to one professor. Ninets per cent of the
departments are geeredited by one ageney o anather. There are
23,000 students of educational administration (1969-70 figuresh only
1200 of whom attend fubl-time$

Like the taculty Gand like practicing superintendents, for that
matters the student body is predominantly mate (90 per centh and the
average age is 33, Only 35 per cent hope to be superintendents some-
dav. aecording to departmental records and estimates, but not all of
these will make it, There qre only about 15,000 superintendents in the
entire countrs, an § the saperintendency resembles @ revolving door:
most of the recenth-departed superintendents simply go back in
another door, That is e sav. the rate of exit trom the profession (net
from @ specitic jobt is mach too jow to accommodate all aspirants,

W hat Kind of training do the 25,000 students of educational ad-
ministration receive? The student has more courses to chaose from
than s decade ago becagse almost every department has added
courses, Nearly threequarters of the institutions responding to the
A ASA query said that they had added new courses sinee 1960-61, Only
29 per cent reported defetions. The traditional courses are still the
mest compme: 23 pet cent of the faculty repert teaching the introdue-
tory course each vear,

What The Faculty Believes

Some of the impetus for reform grew out of o coneern that the
facudts wis onerhy homogeneous and perhaps mediocere, but not very
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much retform energy spiled over into facalty recruitment. The protes-
sare ate st white, male, middle-aued, and <o torth, hut we hasten to
avoid the concluston that tungs bave not pecessariby changed. at feast
untid we enanune the data on the attitudes and concerns of the profes.
witls,

A ctudy done by the AAS A concluded that many tacults members
have specialized traming and are urbane in outleok, However, the
questionnaire went toodepartment heads, who were asked to provide
the intornugtion about the entire department. Reliable as that informa-
tionr ey be about the hackground and cartent salaries of the entie
department, the answers about attitudes and beliefs must he
evaluated differently. Pethaps in come cases the departiment head
survesed his department; in other cases the head man may have just
tilled in the answers. We can only <oy with certainty that the attitude
questions revedt what the head of the department thinks his depart-
tent helieves,

For example, the news that all faculty members have specialized
trauning e sispect, sinee tully 20 per cent are reported to specialize in
“General Vdministration.” [t may be that the open-ended question
“Please indicate the specialization of full-time faculty member™ ewith-
ettt s presasion for “no specialization”) pressured respondents into
discovering or remembering spectal fields for every professor, What-
eves the casel "General Administration’ is the most common special
field, tollowed by “ Administrative Theory™ (15.8 per cent of the pro-
teasorst and sehool finance (101 per centn That 15.8 per cent are
identified as specialists in theory suggest< an important change in
departmentsl makeup. One of the reformers” wishes was that meore
intellectual cnergs be desvoted to theoretical matters, If that maoy of
the taeulty bave specialized training in theory, perhaps the pressure
for change has had an effect.

The VAN ctudy concludes alao that faculty members are gener-
aliv awate of and concerned about the <ame isenes that trouble urbun
school cuperintendents. Aeked o ideatifs the major iseues facing
school superintendents, the departinent heads identified - ocio-
cidturagl tecoes tnclading and especially raeial problems) as central,
That wa« the urban superintendents” answer, toa, Major issues 2.5
were money, school <ttt relations, innovations and the demand for
change, and changes inyalues or behavioral normes, Clearly the heads
of educational administration departments and the urban
supermtendents think along <imila: lines,

Fhat ought to be good new <. The professors are in tune with urban
1sstie= and concerns, The flv in this particular ointment i~ that the
report coptes from the departinent heads, who may or may net talk
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with thesr taeulty abont this tor ans otherissue, Even more distinbing
i~ the torhy direct contbiet between the VAS s intornmaticn o od the
results of @ strves by Rogld Campbell and T ackson Newell,

Campbed] and Newedl's tindings deserve caretal attention, Their
duate suppert the conclusion that innosative programs are not likels to
be veneratesd trom within cand ortgin from within is generally @ good
predictor of suceesss, Thes agree with the VAS A that the professors
are fandy well pand, with more than 25 per cent making over 820,000
anmuaiiv, and with an average sglars of over SE7.0060 About one-thitd
carn over S2.000 0 vear i consulting fees,

The protescors nny be ks well paid. but apparently not well
enotieh paid, judging from the responses te one of Camphell and
Newell s questions, The profecsors were asked to rank the three most
et tant considerations in evibuating @ new job offer. A «ignificant
inctedse i sabary was thetr fiest considetation, Tt was alse the second
aned third most impertant consideration. Region of the countes ranked
fourth, behmd monev, mones. nd mones, but ahead of more able
stdents, promation in teademic tank, and inereased recearch sup-
pret.

A-hed then oltinate professional goal. 39 per cent identified
positions of status tor themsceives: onfo 15 per cent hoped to mabe a
~abhatantial contribution to Knowledge, and onby one in 20 hoped to
contribte to the hetterment of wdministrative practiee!

When the VAS Y asked the profescors to identifs major concerns
of superintendents, their answers correlated highly with those of
urban superintendents. But when Camphell and Newell acked them to
dentity ofron aist of 12y the serious problems facing their own field.
thes agrecd that there weren’t many . The professors, Y8 per cent nulde.
93 per coent white, contd not even geree that the aheence of minority
per=ots was o serious probdem, Fitteen percent saw itas g very seticus
problem, but gearh twice that mimber (29 per centr saw it as no
problem at all,

The contradiction t= obivieus, How can i faculty in tune with the
concerns of urban superintendents be soont-of-toteh as to see nothing
wiong with theit vawn 95 per cent white, 98 per cent male <tatus? But
which tigetes are ta be helieved? There was a great difference in
surves technigques, of conpse, The AASA ackesd ane man to speak for
the departinent: Campbell and Newell surveyed indisidual professors,
The weight of evidence i with the latter,

The Closed Cirele

Campbell and Newell emphisize that professors of educationad
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admunistration at UCE V-attiliated o ersities de well inans compari-
<ot with therr collegunes at pon-U CE A attiliates. Ad we <hould note
thuet siibar sutvess ot dentistsor Liwvers. for example might produoee
compattble resalts. But these relatively cheertul obseryvations aside.
we should not shrink trom a forthright assessment of those whe teach
educational administration. The findings of the Campbell-Newell
study iy b nterpreted to suggest that the profession is overly
hatsogencots, inbted, complacent. and parochial.

The overwhelming magorits o protessors are products of the
education divtaons of public universities, which amounts to a domino
theoty in reverses g tipple effect gone bad. \lmost all professors are
practitioners — school superintendents and principals, It is a closed
cirele: stindy education, teach tor i few years, work up the career
laddder to u prineipalship or superintendency . acquire g doctorate in
education along the wav, and then snare an academie position. Prac-
Utioners become professors, and little or no distinetion is made |e-
tween theory and practice, betw een tield conditions and the search for
new Atowledge, o between vesterday's amd today's conditions,

Faven the VASN statistico that 15 per cent of the professors are
speenthets i the theory ot educational administration, is open to
guestion, i~ noted eather, .

Campbedl and Newell have not written a broadside. They “sug-
goestor Usense” Dather than Ccopclade.” They also make recommens-
dations, which are not unlike those made by the UVCEA and others:

o The faculty ought to be less homogeneous:
2t More profecsors shauld work in the basic disciplines e,
ottstedee the schonls of education:

por

31 The distinetion between theor, and practiee omat to be
re-«-ngni/t'«f:

b At least halt of the departments of educational administra-
tion now operating otght to close their doors and disappear:

v The other halt of those departments ought to get hetter: and

-

¢

i The toundations and federal government eught to provide
money for fellowships and research,

Campbell and Newell do not indicate how mueh recommenda-
tions tright be prit into practice, nor dJo thes -pc'c'uh!c- an the possible
effects, That would have required o different sort of hook. Their
reconanendations bring up problems<. however, What will make half of
the departinents of educational administration eose their doors? What
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then world happen to the professors stabled there? What are more
fellowstips fur, if there are alreads too many professors training too
many ~tudents?

Thel CEA bad nade recommendations of its own concerning the
preparation sl certification of educational administrators, one of
which has special signiticance for departments of educational ad-
ministration. That is the UCEAS endorsement of “continuing educa-
tion.” An earlier paper by the Executive Director of the UCEAL Dr,
Jaeh Culbertson, ased stronger language to <ay the same thing, There
are too tany administrators and not enough johs, he wrote. There are
leer too many would-he ghat is. unemplovedi teachers and protessors
of educational administration for the availuble jobs, Departments of
educational wdinimstration and schools of education generally, Culs
hertaon stid. must adapt or disappear, To help them avoid the latter
fate, he put forth ten strategies, cotched in economie language. These
strategios, he wrote, Coffer institutions varied opportunities for es.
panding existing and underdeveloped markets for trained personnelor
for creating new demands and for well prepared peesonnel through
innovative program desipn.”®

\lternative #1 is “continuing education.” a chotee that appears
ednier to swallow than #2 (eatting back the program and #3 tradical
redesigi, Culbertson hims<elf favors survival through diversitication,
that i~. “continuing education” and more specialiced training for
newlv-created administrative positions tplanners, school finanee ex-
perts, and the liker. “Continuing education”™ means in-service training
for the 15,000 superintendents and 2.303.000 other educational per-
wonnel in the country,

The Question of Quality

Perbaps we shouldn’t quarrel with the UCEAL Culbertson,
Camphell. Newell, and others who have the best interests of the
profession at heart. They also are calling for change, and if depart-
ments of cducational administration did begin to provide quality re.
edication for large numbers of practicing school administrators<. then
the public interest tor sur view of it would be served, Quality is the
snare. We question whether {epartiments of educational administra-
tion are in fact capable of providing specialized training in school
finanee, or educational plonning, and whether such training is neces-
«ry for superintenaer’s of urban sehools Gt is pecessary for their
dssistatits,

It is no mere quibble to point out that the institutions” concern for
a school superintendent’s problems is contradicted by their lack of
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sensitivity fo severe imbalance and distortion in their own institutions,
Retorm must begin at homeo which <eems to mean that it is unrealistic
to expeet wost departments of educational adipinistration to provide
high quality training tor others for some tine to come. Even those
professors who were onee good superintendents in large school dis-
trivts nway not now understand how conditions have changed., and how
the superintendent’s role has changed. Nowhere does the UCEA or
anvone else argue emphatically for new directions to meet the needs of
uneduipped or underequipped public school administrators, Instead
the ceonomic ca=e is made: get into continging education and other
new markets. or shut down the plant.*

Suppose the universities get into the business of continuing edu-
vation, What then? Can the departments of educational administra-
tion “rise to the oceasion,” as one pamphiet put the question” It
answers, ves " hecause financial realities will force them to.8 We are
vot optiststic, Though, ] recommendations and financial exigencies
notwithstanding, the new initiatives are likely to be direeted by the
same parechial, complacents personally ambitions, well-paid, white
men, We can hope that the taculty members will aceept the changes
urged upon them by economic ciremnstanees and future-minded lead-
ers. That hape, however, will not dispel the fear that by and large the
departments of educational administration are <imply unable to
change that much.

Bt is not at all ecertain that departments have elearly defined the
task. We see it as training the school <uperintendent to cope with a
continwoushy changing environment in which he tand someday soon,
sher is a recognized political figure, in the best sense of the term, whe
undesstands that school problems are smaller, distorted versions of
sactety's problems. As an exampleviolence in schouols often involves a
schiool’s own graduates and drop-outs. The school systenm may bring in
the police or hire its own security foree (New York City tripled its
securiiv guard foree in 1973, Fences may be built. with guarded gates
atd T cards issued to students and ~chool personnel, But calling the
cops is not our idea of interaction with the larger soeiety.

The problem fies outside the school, The school superintendent
must be able to move with ease and some power among those who ean
ameliorate the situation. That means civie leaders, the business estah-
fishment, <tate political figures. even Congressmen. Violenee in the
schoolis but g <vmptom of the farger social problems of unemplayment

TThe strongeat statemient “Mast of thewe iptineipalss and other practicing sdnonis-
tritors face ouuste ditterent citnations thas were present when they were preparced,”

iCulbertaon, p. 3th
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and alienation. Unemplovment is the main cause, even though it may
be the leastamenable to solution. Kids with meaningtul jobs don’t have
the tune cthough they may have the inclination to disrupt schools.

We want to make the point that quality training mav not result
from more eredit hotes, more specialized courses, and an internship,
if the faculty is left over from an earlier era. Continuing education is an
obvious necessity. but who will first re-educate the faculty of educa-
tional administration?

Our long-range view is shightly more hopetul. Seme sehools of
education have changed their recruiting practices. More black.
brown. and female people are entering training. Suen qualities as
courage and ability to deal with conflict are considered in the selection
process, And the relatively high <alaries of administrators and as-
sociated specialists should. over the long haul. attract more capable
candidates.

What Will Adaptation Mean?

(her that <ame long haul many departments of edocational ad-
ministeation will adapt.? How e they adapting alreadsy? The prestigi-
ous UCEA-affiliated departments have led the way in producing
specialistsin the theoretieal aspects of administration and in designing
specialized curricula with bread choices for students intent on
specializing, The 33 UCEA atfiliatex graduated 52 would-be professors
in 1973, 39 with docturates, S8 of the 81 prospective professors to come
out of these institutions in the past two ve o< have had specialized
training in administrative theory.

The advice institutions are getting is to specialize further, to
provide “narrow training with an emphasis on requisite skitls,”™ We
wonder aloud whether in-service training might not be a more appro-
priate time fur such narrow specialization, leaving the pre-service
training period to build a firm. broad foundation in the liberal arts and
the sciences, But that™s not what Kducational Futurism 1985 predicts:

school svstems will become exceedingly complex,
specialization in position and role will continue with sig-
nificant increase in the number of specializations required
te furm functional administrative teams, Many. if not most,
of these specializations will require specific and rather
narrow traiting with an emphasis on requisite skills. The
traditional t Jogy of buildings, buses, and bonds together
with such new areas of administrative concern as comput-
ers, community action, and collective bargaining requires
<taff with intensive but specialized training.®
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Those departiuents which do not adapt will not supvice cor they may

fook dead without dving unless they are abosrhed jate their parent
institutions. \bsarption and even disappeaance can also be indica-
tions of the health of the entive svatem: indeed, public education will
ot cotlapse tf every schaol of education i< forced to do some severe
Beeltatightentng.

The Ironsy of Reform

But the ironges should not pass unnoticed. The teforms began by
Ketlogg and carned on by the TS Office of Edueation, the Ford,
Carnegie, and Roekefeller foundations, the UCE A and the AAS A and
ather agencies have not aecomplished their goals, The money erunch
will bring change, and probably in short order. The shortage of dotlars
and stident will foree some departiments to close up shop and make
others nuprove their programs, but it masy mean alse that the most
progressive efentents will be the first to go, Young, or minority, or
progressive facults — the last hired — are usually the first fired.
particulfarhy ~ince roughly 80 per cent of the veteran professa.s are
tenured. Programs supported by Csoft mones” ustally disappear
when the money dries up. and innovative programes rarely outlis e their
charismatic touneders, I new faculty members and “soft money™ are
the main supports of innovative programs, those programs probably
will not last. Yet there is room for optimistm. Some of the changes in
probdems, taculty and ~tudents will persist despite the coming re-
trenchment, and they will influence what remains of the department.

Mure to the point, however, is that most sehool superintendents
are already on the job, They need helpe and the departments of
educational administration do not seem likely to provide it The AASA
n'gmt‘l. L) l‘yf) obseryvesd:

fnstitutions of higher learning concentrate their resontees
on the pre-service education amd do refativels fittle for the
continuing  professional  development  of  school

addnnstrators,

The new enthustasm ameong influential academies for continning
education for school superintendents and principals is of course (ures-
ttonable and may well be <elf-<erving: witness the P CEA recommen-
Jations and their rationale discusssed carlier. Even o, <neh an ap-
progeh is prima facte good sense, There are aready too many certified
administrators for the available jobs, It does not make economie sense
to keep producing them, Whether continuing education makes sense
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tor superintendents and principals depends o good deal on what it
tttes eut to beo ftoany seem to some oheervers that the professors of
educationa] admumistiatton need o good dose of continuing education
thetnsefves,
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CHAPTER SIX: 55
THE SUPERINTENDENTS' NETWORK AND
PROJECT OPEN

Phie pietare <ot mas bk blesh. by Stmenie gns expect too mach
ot their schools and tend to blame the superintendent when thong- g
wrong: 125 the supetintendent is, generatly spesking, unprepared by
eapettence or trning tor the job: ¢3 commendable cneres has been
siven to reform of professional training these past 20 vears, but it bas
been fargely misgmided. or <o hindsight tells us: ad cbe the depart-
ments of edocationa] administration ate not the best phice to look for
aednmetul, challenging reformes in the training of educational ad-
tinistrators. Al however, is not bleak. We think that meaningful
reform nuny be gnder way in the Superintendents” Network and
PROJECT OPEN. and this chapter and the next tel the <tory of the
~fow emerpence ot this new approach to the re-education of
~uperintendents,

Fhe superintendents” Netwark did not spring full-blowa from the
titid of anv one person. but the wdea did grow aat of @ process <et in
motion by Dr Donald o Bigelow. in the Office of Fducation, Bigelow
himselt woubd be the tiest to potnt out that there have alwavs heen
petwoths of school superintendents, both tormal and intormal, What
distinguishes the Superintendents” Network from those others s a
philosophy, o bady of theony, procedurcd strategies, and federal sup-
frort.

Phe development of the Supenmtendents” Network has been
neither tineat nor chronological, both of which desceriptive frameworks
are often histarans’ conveniences, It emerged painfully from the
tederal experience in education in the 1960°<0 especially the TTT
CPrainers of Teacher Trainers) program and PROJECT OPEN, an
inteusive vet andernourished effort to consolidate and exploit the
tindings of the $10 mitlion TTT program. [t is a stony of men and ideas.
dned of the <trupgple to make those deas work.

There have been massive efforts cinee 1939 to bring about educa-
tiong] reform, but only bright patches of cuceesshere and there, There
has been no therough review of the past 13 vears to determine why the
bright bite and pieces did not make a whole, but the administration of
PROJECT OPEN in the Office of Education has tried to pinpoint <ome
of the redsons tor failure:

lustitutions have a propensity for absorbing and neu-
tralizing “reformed” individual teachers and pockets of
reform, and then continuing unchanged.,

It is virtmally impossible to bring about any extensive
replication of suceessful projects, because success in a
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given sitwation necessarily comes trom the interasetion of
epecitie peaple in specifie citeumstances, and throngh a
developmental process that cantet e teplicated.

I the o send most teacher triining programs. the aura
of suecess was produced by the stipend and fetlowship
maney for participants and by the extra program sappeort
iottes tor taeults activities, When the funds stopped, the
programs ~topped: when the fellowships and summer
stipends were withdrawn, any real effort at serious change
was eliminated.

There is g growing aversion at all levels of our societs
ta presceriptions of directives, from above ot from outside
— atied & growing desire at alllevels for masimum participa-
teom in deciding one’s own Gand one’s own institution’s) fate.

The Office of Fducation's and foundations” strategy of
tunding the “good guve™ to take up cudgels apainst the
“had guvs" of American education ovetlooks the ineseap-
able interdepetdence of hoth these groups.?

Phe mator funding agencies coneentrated their strength on
each of their programs separately, overlooking not only the pos-
sibility of cooperation but also the interdependence of all parts of
amy social equation. Examples of these contradictions abonnd:
the division of edueation into “higher’ and “lower” institutions:
the separation of scholarship from teaching, as if they were two
different activities: amd the usual relegation of teacher training to
departments and schools of education. There was little more
than lip service to community councils, and no one exeept
through the courts, tried to deal openly with those twe insepara-
bles. education and polities,

Programs and Policy: Which Comes First?

[t mav be that programmatic considerations always outweigh
questions of poliey. and it may be that program administrators always
By away from pelities. But our present decisions are inevitably
<haped by the past as well as by our imaginings of the future, and
surefy better socidl poliey is produced when those in power are con-
~cioush aware of the effects of past decisions.

Bigelow, aformerhistory professor. is in fact a bureanerat with an
eve on the past. In his view. the <ignificant bill was the National

o
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Detense Education Actof 1958 (NDE A1, one consequence of which, he

sy,

+ + . owas that the Office of Fducation came fully alive for
the first tinne i the twentieth century, This occarred not
only because of the greatly increased amounts of money
that were made available to it but also hecause the Office
tilled a vacuum in American education. While it never had
the prestige of the Ford Foundation or of the National
Seience Foundation o . L it outdid them in every other
wave Itowas invalved it issies of great consequence and
was unrisaled in importance.?

The renpissance was not only fiseal, although that was dramatic.
I 1957, the Office had 564 employees and 4 budget of $273 million. By
1966, the budpet had increased to 83.34 billion. and there were 2,093
emplovees, The higgest chunk of the increase was for the Elementary
and Secondary Education Act of 1965 (ESEA) for which the Congress
appropriated §115 hillion in 1966 and 81,34 billion in 1967, but NDEA
was the forerunner.

Notions ahout Jarge-scale national social engineering were as
uportant as the money, Poliey was the storm center, and federal
control of education was a common fear. Those fears pretty much
esplain the “Defense™ in the Act’s name: tying the legislation to
national defense forced the Congress to choose between two of jts
cancerns: pratecting the country from “godless communism™ and
“preserving local control of schools.™ After Sputnik. the chojce (be-
tween non-issuesi was an easy one, NDEA passed.

Bigelow's early experience in OK was with the summer institutes
authorized by NDEA. Primarily for secondary school teachers, those
institutes were discipline-oriented: English, history, math. and so
forth, From that experience, an important fesson emerged: summer
institutes coubd change individual teachers but they didn't change
schools very much. Nor were the latter much influenced by two
subsequent NDEA fellowship programs whieh Bigelow administered.
Like the institutes, the fellowship programs were peaple-oriented.
built an the notion that since people were the huilding blocks of
institutions, those institations could be improved if the blocks knew
more and were “hetter™ peaple,

That philosophy of change had great currency in the early and
mid-60's: the ideas sound simplistic now, and perhaps they were then,
but they were early and tentative steps in educational engineering.
The congressional and local concern for local control meant that
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tederal intervention had to e — at feast overthy — at the individual
level, Butedane tats with vistons of hroad reform had to wateh their
tlank= caretully.

The Elementary and Secondary Educstion Act

By the end ot 1904, large-<cule intetvention in editeation was jess
of & threat, and there were new reasons for attempting it The assassi-
mation of John F. Rennedy, the civil rights movement., the approach of
gemne desegregation s threat and promiser the new sisibility of the
poot . and the “education presideney” of Lyidon B. Johnson all conti-
Buted to the passage of the Elementary and Secondary Edueation Aot
(ESE A e 1S, The Congress bad alreads enaeted the Eeonomic
Opportamits Aot and the Civit Rights et both landmarks of social
fegislation.

Concern for desegtegation, pro and cong and for quality education
merged i ESE A “Disadyantaged” ehildren — many of whem were
Black. alf of whom were poor — supposedly teeded a boost ta bring
thetn upe to pddiesclass fevels, That man sound pattonizing now,ina
time when dieady antage is recognized as refative and often in the eve
of the hepobder v, black is beautituli but it wa~ o postare agreeable
to the majorits of the Congress, The major flaw in ESE A as avehicle of
social change wie not that Congressienal pesture. but the bills faek of
a unitving theotetical or philosophical base, Whatever understanding
of the process of social change the bill's authors may have posseased. it
didd not survive the debate on Capitol Hill. The wheels of the House and
Senate education committees ground slowly toward the acceptable
common denominator. in this case, money. ESEA offered meoney in
heretofore unimagined sums, particulariy its Title L The money had to
be spent by

.o decal educationad ageneies serving ateas with con-
centrations of chddren from low-incote families to espand
arnd impros e their educational programs by vatious means
tineluding pre-school programsy which contribute partieu-
Latly ter meeting the special educational needs of eduea-
tiottally deprived children?

Atied 1t wos spent, SO Bitlion sinee 1966 There is evidenee that
et of thee 1 ey wots Grisspent, sometimes by uncaring or benighted
focalitios, sometitmes by concerned bt bewildered officials, unetear
ds teowhiat wate meant b Cimptese” or by Cspecial edueational needs
Ouly “expand’” lends iteelf to rather precise definition, and vast sums
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of federal dollare made espansion possible. So programs follow ed
nones,

“Programs following money™ is the elosest thing to a philosophy
of the process of social change that can be found in NDEA and ESEA,
and it was and is ingdequate. Local and state programs that were built
arotndd federal dollars disappeared, often without & trace, when the
motiey stopped coming o, And institutions given *free” money have a
strong tendency to use it to do more of what they have already been
doige.®

The TTT Program

Dimcovering the truth of that obeervation was part of the experi-
=nee of the Training of Teacher Trainers program CFTTY & creative,
ambitious, and generally suecesstul program which Bigelow
orchestrated ® TFT was the first new program under the Edueation
Profescions Development Act of 1967 (EPD AL which provided im-
petus to the notion of reforming the trainiog of teachers,” For reasons
unrelated to it merits Gt had not st been evatuatedy, TTT did pot
espand after its first promising vear, 37 projects and $11.9 million.
Nevertheless, the 80 million spent over “wur years paid for the train-
ing of some 15,000 persons and efforts at reform in 57 universities,

TTT was based on two complex notions: Than equal voice (parity)
tor school, university, sehool of education, and community: and 2) the
ripple eftect of Eetter trained teacher trainers training better teachers
twhich in turn would mean a better classroom experience for the
disadvantagedn. Parity was difficult and sometimes impossible 1o
achieve, because the fiscal agent (almest invariab!y the university s was
at feast primus inter pares,” The ripple eftect did not register on the
medasurement instrumets then in use, and the institutions involved
tended to abisorh and co-opt the pockets of reform. The normal pres-
sure for immediate resufts meant that TT was not the wave of the
tuture, Another lesson about social change hegan to cmerge: power
could not he distributed rationally and eqiraity, Washington could not
declare parity or buy it, of even negotiate it for that matter.

The lessons of TTT and gleamings from the experience with
NDEA Institutes, the fellowship programs, and ESEA took the form of
a different theory of educational and societalr change only after
Bigelow became tamiliar with the work of Maleolm Shaw, a specialist
i organtzation development. Both were keenly interested in ge neral
<vetems theory., and Shaw bad considerable experience with
education’s problems, as a school board member and as a manage-
ment consultant to school systems, Hix consulting firm, Educational
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Sveteme and Posipn, was alreads working with <everal Oftice of
Eeddueation prograus, inchading TFT.

St el BB bad become diaathisioned wath tadiional training
techuques inindustrn, government. and education, beeguse training
sessiatis gird progranes secmed to duye Bittle eftect on the institution
withite which maragers and shininistrators were worhinge, ESD hegan
too ddiop ite traditionad lectures and caee ~tudies on “Fechniques in
Planning and Congranication’” and on managerial aned organizational
problems, Fomoved toward anewiv-emerging feldomitially seferred to
as onmantizatun deselopent, Those who saw ianagement develop-
et atnd institutional change g~ interdependent took the point of view
that the only appropriate unit of change for an organization was the
etanizttem t=eft. Put inanother wav. taking people off the job tora
g sesswn ot it probleme-solving meeting realls did not <eem 1o
haave mach mepact on the organization. v was not enongh to train
g, edmmstnators, and othier organization members. Rather.
in soe Lshot, orgamzations had todiagoose theit own probdems and
festies, telate te their own unigque sitaations. and develop problem-
solvitae shits wned o tion programs. 1aleo hecame clea that thinking
af the otgatsation s anit of ehange was stillan inadequate stratepy,
Because the opganization and its members wete constanthy intetacting
with dittereut envitonments: political, social, economic. and personal,
shiaw ln';_-_.n: HE o-\pluh' gt'm-r.ti svetems theors, p.’!!'(it'u{.‘tl'l\ it bree-
havioral ~cience aspects, i oan attempt to develop o strategy for
helping institutinns incgease their own effectiveness by refating more
eftectively to their constituencies, their enviromment, and their ov.n
uenbiers,

Bigelow, ton, had reached the conelusions that individuals did no
change simph by being “educated.” and that iostitutions did not
change within themselves, He and Shaw began to work on the refine-
ment of the program’s strategy, The langouage of general systems
theory and organization development w s useful in the educational
contest. For example, organization development maintains tha
changing an individual “within his own skin™ alone is practically
impossible in an organizational setting because of the organizational
norms, constraints. traditions. and reward and punishment sy<tems
which delimit his behavior. The norms, constraints, and traditions
must first be altered to ereate an atmosphere in which change can
aceur. Secondly, Bigelow's idea of involving the school with the uni-
versity and with the community was compitible with the general
systemme strategies that KESD had been working toward.

Shaw had 2 basic mistrust of information-giving a~ a key to
change. He had learned that changes in administrative and managerial
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beltavior could not be prescribed by mandate, lecture, or expert opin-
e, Simibarte s Bigedow had become disenchanted with the etfeet of
federal gindelines and the behavior of the instituttons which were
teceiving federal mones.

PROJECT OPEN FEmerges

The question tor both Bigelow and Shaw became one of designing
processes which wete “owned™ by those involved in them. but which
were ahso compatible with broad soctal and national purposes. Out of
Bigelow's and Shaw's hours of discussion came, in late 1971, the first
application of general systems theory to educational reform, through a
process of inter-ssstemic interaction. Out of that came PROJECT
OPEN and in due course the Superintendent<” Network, PROJECT
OPEN i~ o approgel to the readjustment of education to the larger
soctety ) omiddie pround between preseriptive reform and *free”
thotess

PROJECT OPEN hopes to avoid come of the mistakes of its
teretunners, Part of the esplanation for the failure of the eatlier
progiams i~ that their goals and assumptions were never kaid out
completeds. The nstitutes stressed cognitive development: i teachers
Kttew mare they cotdd teach more, and children could learn more.
That eservise in naivete was <hunted aside when OFE went in for
institutional remodeling. Summer institutes were dewngraded be-
cause they were not ambitions enongh. OF now wanted to change the
institutions that train teachers and in that way change the public
sehools, The blame was placed in a pew way on teacher training, and
the institute progran was phased out.

An Anti-Teacher Bias

The programs that were intended © change institutions also
produced generally disappointing results, in part because of their
tailure to make their premises and anticipated consequences explicit.
Many of the educational programs of t§ e Juhnson era were designed to
“help poor Kids.” That was elear enough for some. Usually only
implicit was an anti-ieacher, anti-teacher-education cornerstone . and
i hoped for thut unplanned) changes in teacher and school be-
o dor, This is not to o ay the legitimaey of eriticism. which did not
begin with James Br. ..t Conant, and much of which is valid today.
Any program, however, that is built on the premise that teachers need
to be changed ought to make clear, at least to jtself, how the changes
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are tocome about and what their impact might be on the teachers” own
reaithiar behgviet patterns and on the surrounding institutions,

But o one seemed to ave thought about how the new cesired)
hehavior would tit with establisbied patterns, " e teachers, along with
the schioals of edocation, were the villains of the piece, It was the
“good guv-had gy’ svndrome all over again, and vet the success of
the reform depended at least on the cooperation and often on the
“tuprovest” helunior of the bad guyvs,

hver time, the assamptions of the refonmers had <hifted. *The
teachers are intronble”™ was the underpinning of the NDE A institutes.
“The teachersare the trouble”™ was the assumption of Later programs.,
ESEA assumed that more and better and carlier learning would enable
“disadvantuged” puptls to “hreak the poverty evele.” But the eentral
lavs temained, The availability of federal dollars, it was assumed.
would stimulate new progratas: which the money would then pay for,
The antrcpated results of the reforms were usually stated in non-
specitie terms ovide, Title Tof ESE N without adequate examination of
what hehavioral changes would be required to bring about those re-
~tifta. Sevmom Sara=on has observed that people and programs have
stateherd nperating proceduares, aned that

any attempt to introduce change into the <chool setting
reduires, among other things, changing the existing reg-
ularities in ~some was. The intended outeomes involve
changing an existing regularity, eliminating one or more of
them, or producing new ones.?

Narason notes that most planned change fails to consider those
regularities or the impact of change upon them, Therefore. reforms
fail. He cites the new mati the reform which was to bring joy to
nuathematios, Teachers were told to teach ereatively, They were given
new books tearricalums and told how to use them. but the “culture of
the school” in Sarason’s term, was in no way changed. The setting in
which those newlv-retrained teachecs were to funetion had not been
aftected In the retraining, and teachers easily fell baek into their old
wity~. Narason coneludes that the gew math was no more interesting
than the old, and perbaps less effective. For Sarason. the lessaon is that
the planners did not admit or perhaps understand what they wanted to
vhange.

The observation holds for <upe rintendents, ton, They must aver-
eome their setting, the svstem, and their own training. The Superin-
tendents” Network begins with the training. and PROJECT OPEN
encotrages reforms of settings and systems by those working in them.
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Some Reformers’ Assumptions

Satitson’s abservations can he applied generally to many federal
programs, despite their ntore comples environment this book is about
schools and teachers, a relatively closed environmentr. An ESEA has
das its goal soctad reform — ajust society and equal educational oppor-
tunities. The general idea was that the poor would be able to compete if
they wete given a better education, which assumes that competition is
for evervone and that education can be given. Equal results in either
education or fite were not the gods, only that the schools compensate
tor the disadyantages of poverty, racistm. mainutrition, and perhaps a
broken home. Money would supposedly enable the schools to provide
thie necessary compensatory education for the disadvantaged. Sehool
districts were expected to spend the nioney on the disadvantaged. but
there were no teeth in this requirement.

Neither, apparently, wis there an understanding of the school’s
or ~chool district’s own regularities: spend as equally @ necessary on
middle class and poor. but treat the middle class more equally, For
reasonis that have d lot to do with custom, political influence, and the
middle chiss backgrounds of school administrators, mones and com-
forts have generathy been more readily available to middle class
~chaols and their students. ESEA expected to redress the imbalanee
and to provide more for the poor, but the law made no provision for
cu=hioning administrators from the angry cries of middle class parents
who telt their children were being diseriminated against, no provision
to help @ community understamd its own discriminatory patterns, no
provision for helping a distriet bre:k away from its own spending
pratterns,

In fuct, ESEA and other reforms tend to “blame the vietim.”™ A
“poverty evele’ is sueh @ construet, with no explanation of the causes
of pov ety other than individua! deficiency. The poor can escape their
condition throngh ambition, hard work. education, and <o forth. Seci-
ety provides the cpportunity, and if the poor do not jump at the chanee,
that is their personal failure of judgment, will, or haraeter. "Blaming
the vietim™ stands in the way of understanding the comyplexity of the
problem amd in the way of @ community’s geceptance of the changes it
will hav e to make in its own behavior. The architects of ESEA assumed
that there would be no insurmountable barriers to spending extra
meney on the poor. when in fact even that required changing the
existing regubarities of thinking aboeut and spending money on) the
poor. Because there was no preparation for these changes, they often
didn’t oceur, ESEA dollars often went for serviees equally available to
all school children, and in some cases for goonds and services available
ottly to non-poor, or for administrative functions,
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Phe relationship between public education and would-be reform.
et~ i~ very BRe that of Ros<boand Napolean, Fall back and wait until
winter.” the Russian ~trategy, might <serve as the watehword of the
national, state, and local educational establishments. And ax for the
retormers, their campaigns have been as unknowing cand often as
oftensives ws Bonaparte’s 2 The education establishment rolls with
the punches: it doesn’t counterattack the reformers” charges of *un-
equal educational opportunite™ or “death at an carly age.” It gives
ground and absarbs the blow<, A< strategy it is brilliant, although the
conseuiences for children, the pawns of the battle, are unknown.

For theit part, the reformers have had no master strategy, Their
chiet wespon is money, which they throw at the enemy, They also
eome attned with strident rhetoric and what Donald Schon calls the
“renter-periphery model” of improving cducation. ! They are in the
center. of coutse. with g model of 4 better school, if the sehools will
onl .'hfup! it

The Litest pack of retarm-minded peaple carries only money —neo
thetoric, not even the center-peripheny model. Their notion i~ that
snven “free’ monesy the loeal educators will make the kinds of im-
provements taes have alwavs wanted but couldn’t afford. Winter has
come for the first group. which has fallen baek in rags and tatters, its
mmones aned rhetoric spent. Cold weather lies ghead for the second
group of retormers, who are pressing the attack with a new weapon.,
education resenue-<haring.

The Educational Leadership Program

There is anather thread in the story of the emergence of the
superintendents” Network, and it concerns another program that
Bigelow administered, the Educational Leadership Program. au-
thorized under Part [Y of EPDAL It happened this way, as Bigelow
remembers jt;!2?

Toward the end of fiseal vear 1966, | learned that about $1
millien of the fellowship money set aside for institutional
aid was not going to be spent. | knew that QE had no
programs specifically for administrators, so I proposed to
my bosses, Nolan Estes (the Associate Commissioner of
BESE) and Harold Howe I (the Commissioner) that we use
that money and do something for administrators.
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Why were vou concerned about administrators?

Fdiedn't think it was right ror the Office to jgnore them, and |
wanted to advanee the idea that my division was not totally
universitv-ariented. a~ evervoue seemed to think cthes
were probably right. though,

What happened?

Howe and Estes agreed, and we used the money for a
conference to discuss “What OF should do for school
superintendents.” We spent the money te carey out some
of the suggestions tmostly at the university level, by the
wavi They weren't very successful, in my judgment, be-
catee the universities simply didn’t know what to do with
schend superintendents, When we tried to get proposals
froen the universitios for “re-tooling” superintendents, we
hit a dry well. But there was an important spin-off.

W hat was the spin-oft?

The Fducation Professions Development Aet was in the
works then, and we designed the Educational Leadership
program, That program gave fellowships at salary level to
~chool administrators. Later the program established the
Nuatwonal Program in Educational Leadership (NPEL). to
attract new, already suceesstul people into school ad-
ministration. That program got the Office involved in re-
torm of administrator training just about the same time the
Ford Foundittion was designing it Seven University Pro-
gram,

That pregram was alsa the beginning of Bigelow's involvement in
training for school administrators, a first step toward the Superintend-
ents” Network, His expertence in TTT was a second step. His division
wits wrestling with the idea of parity and finding it all hut impeossible to
achieve, Of the four groups mniversity, school of education, commu-
nity, and public schoolr, the public schools were the most difficult to
imvofve, Bigelow mentioned th e problem to Richard Foster. the Berke-
fev, California, superintendent of sehaols, and suggested that Foster
et with Fstes, who had left QF to become superintendent of sehools
in Dallis. Estes was already running a TTT-sponsored “training com-
plex™ for teachers, which was designed to minimize the weight of the
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taditions of the universits, the schand of education, and the public
~chood Foster' s districthad a sehond Based TTT pricstoats pree, aned Foster

The t vrbhan School Superintendent of the Futupe

had ~erved as o con=udtant to the Dallas project,

Faatdy e TUTE Fates and Foster mets ot Bigelow's request, to

disenss Tpann o T

Why these partionba men? Bigelow was asked.

Because they were in influential positions, beciause they
bas e dependable strengths and weaknesses and hecause
they are so ditferent. A\l three eriteria were important, We
didn’t want e create new power groaps: we wanted to help
those who already were ina decision-making position, We
wanted leaders whose Jhility was a Known quantity. We
wantedd Fstes and Foster beeause as individuads they were
sodittetent: thes were almost opposites in style and tem-
petement. A= our thinking moved bevond T and toward
a new prograne, we teasoned that it tw o such ditferent men

could work together, the program muast be vatuable M

Farly Planning
The tiest planst cafled tor 4 national work<hop tor 12-15 urban
~ehud siipenntendents in Dallas in Junuary, 19720 (e a cubsequem

werhebop tor 250 uperintendents, tine and place to be annoanced, as

welt s aovinnnd “laendes Het™ of goals for stueds

I

i

The nature of teachers needed for the grban <etting.

The most pramising approgaches tor the delivery of growth to
the blac ks, the Chicanos, and others denied o our culture,

Aternative <trategies for changing the publie school sy stem,

Insttntional raeism i the schonls 19

\ cecond meeting in St Louts pl‘mhu'e-d & ftoke ~pm'iﬁ(' thirist:

USehool sapetintendents need w means of training themselves for the

ctttent exigenetes of ther position,” % The participant< talhed about a
national self<help”™ netwarkh of school cuperintendents:

We were all in oscential agreement that

netther the means now used by sehool <uperintendents
threing, elosing some schools, changing houndary liness
o all the innovative practices had !nnught b Npl;!l
tnueh feas gualitve edueation in our sehaals,
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The discussion revolved largely around the thesis that
stnee the 1930 Supreme Coart decision, schoaling had
been nether equal ner sutticienthy ettective, and there
appeared to be fittle hope that either would ocenr unless
sennething was done about the sttwation,

The tirst priovity was no longer how to increase the quality
of education — that was falling fast, It was the more basie
question of how to achieve true desegregation, the founda-
tion oof el education bhoth in constitutional as well as
edueationa iteme,

tn other words, how to desegregate without re-segregation, how to
obeey the Paw atid <till asoid white flight, and other equally gras e issues,
The tit=t and toremost need was identified as

open tecognition by the school superintendents of thei
present predicantent. Phereatter, we need to provide them
ftelp. by redirecting or changing the concepts of how they
areble to develop the tundamental skifls needed to devise
and wse the new tools 17

The st Loais planpers agteed on basic strategy: each sub equew
meeting would be conducted according to the new principles and
precepts they were espousing. “Group process” s an adequate. if
vague, term for what they had in mind, asis “probleme-sharing.” In any
case, the Superintendents” Network cowed to practice what it
preached. There would e none of the leeture conrses on open educa-
tion that some institutions of higher learning were offering,

Lnstead, the Superintendents” Network — the term soon became
common parlanee — wonld train participants to apply general svstems
theory taproblems of public education. Problem-sharing might lead to
problem-solving, the planvers believed, and on that note they planned
& sequence of two and one-half to four davs of “networking sessions”
fur superintendents tand principals. eity officials, and perbaps school
hoard members), They reasoned that their own initial experience —
open and relatively s aniety-free disenssion and acceptance of their
problems, -uceesses, and failures — could be duplicated. Those
newlv-trained school superintendents could then run sessions with
their own <taff<. with regional superintendents. and with other
decision-makers in their cities. The possibilities of ever-mereasing
and increasingly effective national networks eanght the imagination of
the partivipants and prepared the way for the first national workshop
of srban school superintendents in Dallas, Texas, in January, 1972,
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General Systems Theory: A Primer

General systems theory is the anderpinmmg of PROJECT OPEN
atred the Superintendents” Netwerk, Aceording to the theory, ever-
thirg living i~ o svstem, and g patt of mo v other sastems, Likewise,
every organization, institution, of sociad grouping is & svstem. Fyeny
~vatem has both structure and tunction, and evers system has bound-
antes through which <timuli and information from and to other systems
pot=s. Lite depends on the thw of information. which energizes and
opet= svatents. The svatem which resists interaction and rejects or
wistransbtes information from other svstems is elosed and dyving.

A schoal s system, Sogte a citv, o policeman on the corner, and
the post oftice. The school has its own internal features and regular
pratterns, e ot bas an identifiable environment: Kids, teachers, par-
ent~, PTACNEND AR the courts] ethnic groups, the neighborhood.,
Brigsinie=« utere<ts, generally held soctal mores, the scheaol distriet
itseft. aned the hoard 1 is heholden to,

For every svstem there are constants, the ehief of which is change
ieelt, Change can be positive o negativ e. and a svstem must he able to
diserinnngte hetween fite-giving and threatening change. Interaction
i~ anothet constant candition of 4 open svatem, o toa, is diversity,
within and otiteide a svetem. Beeanse the envir- ent is diverse. the
~vatern that is heterogencots mside its boundaties is bette - equipped
toutnderstated and adapt to its environeient. The diverse sy stem is less
able 1o Gl vietim to castastrophe, as the ecologists have reminded
us. The farmer gtowing a ~ingle variety of wheat can be rained by
blight. and the lesson holds for gl sy stemss diveraty is goad insuranee.,

Intormation passes through the boundaries of a <vstem, which
decodes 1t into fwmidiar language. Decoding is necessary because
sv=tems speak different tongnes, School people think about different
probilems. use difterent terminology, and their svstem of values is
ditferent trom those of batlders or hus drivers, Teachers see things one
wanv: students or administrators see them differently, But living <vs-
temis mu=t he able to decode properhy, and often schools cannot, A
tanihar case of the aucomprebending svatem is the school distriet
wineh hears blaek parents sav that the schools are unfair to black
children and translates that intormation onhy into a decision to hang
pictures of famous black Americans in school corridors,

Svetenis mistransfate because of their natural tendeneies to reaist
change and tegec tintormation that conflicts with comfortable. conyen.
tiemutl betiets. The healthy, living snd srowing svetem has to battle
these tendencies: it has to learn how to gather and process new
informacion. which mean< it must alwavs be alert to new sources, A
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Bealthy svatem must be able to separate saluable, energizing intorma-
trety trerm that whneh threatens to decrony 1

Much of the imtormation which energizes svstems is gathered
throngh the natural vetworks that connect them. A network is not a
tiew tedet. o person ot sy stemdives misolation, Network< overlap the
tragtitents of our ordinary Hves,and of alf svatems, Sometimes we qre
cottscgonts of therm, and sametitmes we are not, There are netwarks of
medividuals: triends, neighbors sehool aequaintances, and bosiness
dssncfgfes. Networhs [u'ul';.'..lniit'd — ke the Amerncan Associa-
tion of School Ndminstigtors — o nnorganized and even haphazard.,

Forthe Supetinteadents” Network, the aim was pragmatic. What
svstens ditecthy attect the schoola, and how do they interact with the
~supermtendents? How can superintendents intluence the behavior of
these othet svatems, it at all” Our general belief was and is that the
farget svstetns pngunging on the schools are not open to the public
~chwodar poes thes oo not aet as it they were interdependent with the
sehiool svstens. More simply, the superintendents and the schoals do
nest have o ~uttbeient voiee inomunicipal decisons that atfect school
corndttions, €ther svstems tuive not been opien to intetaciion with the
~|‘llmlf~ c‘:!he‘l f"kc't'p !he' -«'fumh otit n{ pnliti('-"t. ;Ilhf ~¢'!lun[ lc-;ufc-rs
themsefves are foath to tecognize the changes in their own positions,
A~ ~chiools bave been groen mere responsibifity for larger social prob-
ferns of mudnutiition, hunger, racism, poverty, the old pose that
~chaols are gbove polities has beeome o liability. Schoobs are in the
vottes, ated to pe etfective o superintendent must possess an extior-
dinary cembingtion of politicasd, managerial, commuanicative, and in-
terprersonal <kills. Fhe superintendent must be a community leader:
hee must understand that school problems are inestricably connected
with the problems in other svstems, and, therefore, insoluble without
c'c-u;u‘(.l“ii!l.

Dallas Leads The Wa:

The processes of connection, coopetation, and change got into
tull swang o Pallas in the fitstmonth of 19720 Elesen snperintendents
fean mgor urban center<™ met tor three and one-halt davs, That
meetity dsed Datlas” own enrest over decegregation as topic. with data
abiout the ety and the <chools, and brought in 35 Dalla< high <chool
principatls amd Key soehministrative <taft members for one general ses-
sion T hose prineipuds and Kes administrators fater had a networking
semajon of hetr owng During the first full vear, there were nine
Superintendents" Network secsions imvalving over 10 superintendents
nncliding some repeatersr The Superintendents” Network has also
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developed in new diteetions, The spin-oft includes citywide network-
itrg sessionrs ot poditicd leaders, aomalti-eity meeting which brought
together superintendents, mavors, eity counsifmen, and school board
menthers, and i sehaal board-city council session, Some of the pa,-
ticipating supetintendents have gone on to fead sinular networking
sessions in theit own areas or districts.

Dallas remains the best example to date of the possihilities of
networking. Beginning with the original Superintendents” Network
weasion, [allas has been a part of networking sessions for school
superintendents, administrative teams, principais. board members,
and elected and unofficial city leaders, Dallas also beeame the subject
of a film, “education in Dallas.”™™ This film and demographie data
about Dadlas have been used in other networking sessjons to focus
discussion on the problems facing urban saperinteadent<, and particu-
Lathy on the problems of desegregation. The filin is effective with
abmost alf groups, bt it is particalardy relesant for Datlas and urban or
southwestern sehoul superintendents. Perhaps that explains why Dal-
las — not just its schouls — has been so involved in networking,
inehinding o pioneering “mulli-cities” session that invelved city mana-
gers. city council members, superintendents. and board members
from even large American cities,

The Superintendents” Network has changed along the way and
espeets to keep on changing. In the coturse of its development. it has
come under the umbrefla of PROJECT OPEN, which hopes to beeome
a National Network of Edueational Retorm, The Superintendents’
Network is afready @ part of that Network and soon there may be
comparable networks of eity managers or mayors, The Superintend-
ents" Network and PROJECT OPEN tuke the position that the educa-
tional sy ~tent, its sub-syvstems, and afl the societal systems that atfect
editeation are in need of major and minor readjustinents to each other.
‘The culprit is not the superintendent. or the school, or “education.”
We are all in this together,

Fodire atiotnal Sveters el Desgis, b, mgde the film,

FOOTNOTES

Y The paraphrase is tahen trom o photocapy of A Brace Gaarder's “Readistment of
Fadue ationn b thie Darget mociety” . 20, 19740

[ M)

Dbt N, Bigelow, “Fsducatimngd Retorm and the Officr of Education: A Twehe
Yeur Veew™ annpstbhishied pageer, 19000 po 8.

# see stephen Ko Bades and Edith Moshet, ESE £ The Off1ee of Eelueation felsmrren-
ters o Barre esvraense: Svaense b niversity Press, 196t
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s beperne Naphin et Spica Boueed PR et she Bgfo i ntatiomn of
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Frodie s Resegn i, ot adae, 192740

s Pt N ohen et o, e Baaluagtion ot Paadergd Fodueationr Tegmng Pro-
tames ottt B the Nogenad Nebvisoty el e Badue ation Prosesspns Do
veregrnent € ente s Ser bt atioredd Podioy Reaenobe, € anbedpe, Pecendeer, 971,
Chogpter Vs geaae stiedy ot

Phie tall stoas oo bodin Mestow, e U ce amd Mbipse o Dhisetetiegiary Nuthet ity in
the b Ot e ct Bobue ateon, anpub bbb torab dissertation, taevand Graduate
L T B ! Y FTR VT TH LT

Stoaw Dete el thoe ddevebaprmentad pros css oot way 7 Ehe teality os that thee
PROFCTOPEN o, wedparte plaths the Supe tintendents"” Netweath ctideps,
wete devebeoped betore any of s buod teced Bhanald Scbon’s Hevond the Stodie Near -
Ehags prrent Vhaenge ol sonpre ee wete Noeburt Waener, §indwag vt Bestalantts, aned
B vt Beoding Frosn oot poant o vien, ot beast ot espetienc e, thes o aine
Lo teere Sebeoes aned boad maageped sont the terram o these saiies Jong baetore bis fowk
woes wtetter Pl e e wan tosdimmech Sobe 0w apeciticits and chanty o deso e
e gt e s = ped nbe s b gte coneruent with PROJECTH OPEN Stogtegn o
tatne se borwa et Frbank we et can that the underpumingee for the sttegy e
troet the aptors §mentwned Pethuge the cinplect tetetence wonbf bt cedlec-
Vertim o tilied Youdion Sacremes Rewan it and Sew noddvis e Vonfo s Sustenes Fheasy?
Pesth bos MWogdter Bao Rles s whieeodited these aned wiete apothet fowek ot sectat change

abire beowogs :h”nl T

ot -r'lnr,-{ -t |h';u SF weatste er W se h'.IH\ f'l" \\h(l!l' “0[!‘ of ulL’:Nll(-lHllﬂ.l[
develoment et senstioty ot el that wenld melode Elan, Beone, aned
Seetotirm ot o it 60 Bynoo, Shpenn <haweh BB St/ Seee e 7 andd s of

thee poeger te proeprare s aandet the e of the Natienal Posnng b abeestoties

An O et Fofin stien peaper des nifaes PROJECT OPEN i thas tashion,

o B nenepress fgetne. bstead ot atfetage grants of contraets s ttedie ements
ter the edapbion of €8he e o Efucatiom tavered jasprams, PROJECT OPEN
tutzee feegnne dve snshitatiadie, thett e tnbects, ared the ~sm--tm-hnp sl feely M2
develepmental pgoceas = enbireiy on thet own terms — whereby goals e
cLetatied, e begnees ot mter g b ate devebgeed and g setise of osnerchge

ot pefegs aned frfens e nmetn Formtglte,

o b e at- wath gnvhuedy crsesder o autande et o burodar, met st thee soeculfed
Cptoptesanne tetorm elementa aned et soledy withon the teamewerh of edae
o tteenal stestitutens.

o uetead ot enecentagig o poed v — b govs” postire of contlics, PROJ-
FOT OPEN sacumes bothe selamtere=t and concesn tor the prabdic interect in
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ot the contending by ebaale aied mstitations sisd exploats both ot these
Nitedn ot sntetest Mute specitie by, it aeregds as netnsal the propetisity ot
every svaten b idinal o tatitaton, argasesation o presige. sen gl ¢ base
ete e seeh eoqudithit it g te perectugte itselt

o PROJFOCTOPEN hus the peutrad pole of helpang snstitutions and sostems timd
wov s of tesprneding o ther ensionment. stidiemg both external gnd wteroeal
teentitees, winfe neontan:ng then own dentinn, salues and convie thons,
PROJFCT OPEN mruntasns that the te-atiented atnd celtosastaming -
feerests of ahr ssetstartiont caan ol et e eedd tor eogeecth 81 pe ot wNotectih sor il o gl s
Bretteer thie pesotttees gl o h.lngmg tiehids ot (5313 FIAY which surround o

o Thecwre ot the PROJEC T OPEN ctigteps s that teteenoation and clants <an
promfisce new Riwls of engagements sl ate, in etfect, inerements of -
propaiate <Quage, PROJECT OPEN bualds o the Rttowleadge and energy of
pattrspeants sted partie spatonge institutions ancd o catetully designed ingerven-
treate Yoo tatiate emagenients and tre gestite tnteractim,

o PROJECT OFEN conves e g hinkogan, sastenndieathy gathetang data toem
patte pesnrs, pion eeesg thece Jdats toenable the partieipuents to esanine thei
owh envitanments, ther ewn mestitutons, aned theit nwn experiet es in mate
prosdic tive wavs Fhis pequires staft supiport, not toe sell progratis e pee
oo ibed goatds . bt $oo gather and proeess date selevant tethe cpeetic pattae
patste, toeharits the tesnes tobue catttronted. amd to Lacilitate the engagements
and transpe hone.

o PROJECT OPEN calls for e patticmpant stigeends o felleenshipes, althomeh o
fusted nutnher of tellon<bupe to suppeat feadership deselopment would

aceelergte the movetsient,

oy gstaitis 15, Sutageostt, Fhe € saltire vet the Sefoaed aned the Prodedem of Charnge tRoston:
Adbvie ated Bacon, 1971 o 6d,

fhe srage os arnginal with Ripelon

hun.l“ A~ h'bll. RBevaned the Stebde Stute 1w \ oth: \NHN!I. t":h. [N H"‘”’.
Pegennal mterviews, Nupust, 1971,

“-t-i

Binelow tonek odvantage ot the stros tusal Qesdatite of T to gues o the planning,
TEE < 37 progects hat been arganized mte s clastess, aued the Saithwest aiter Weeet
Conget € fuaters eqch provided $THKH0e TTT actnaty tebated 1o schond cape-tintend.
enite, weo there was SEH KD Lo ey bor plinmng.

Phinming odve gment, Mach, 1971

Flinmng Doomnent, O tibier, 147!
It was ggreed that the Stady Commisepnt on U ndergraduate Bdueation aned the
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Fobue st ot Tochers canmthier Breebow pregects wonld pues tor the Litge watimal
votitetene e Phe Stady € ommtiession was tunded ot 81 midben and was uneder the
e Dot ot Profeescon Pand fain atthe U inversate of Nebuasho Phe Stadsy Cons-
st fatet withederw e suppent, s the prant contesemce was never bebd. That mas
ool v e Been gsevere bleow tothe esnergme Supenmtendents” Netwarh, bowever,
fochir ot subeeaquent deschopments, e’ withedrawal meant & ~hortgee of tunds,
whise bopr ratn teant sncilles shat st shorter, the 20t by worhshop mode! was
netabanndoneds meenitee Wthot exceptin, the sescons bave been exceptiopath
presstiie el pwarhabiopont 2 anpenntendents mght ave tirned into g comention,

Drotrald N Bugelonw, Phe Spanit ot St baais, “unpubdished pages (29720 . 2238,

Steaw Lt v afledd the developanent of these jdeds: We tioh Wiener's Cyherpetic
thecry and the Seenergd Syeteme Fheary poey jotaby reterred to, and combaned it with
Betoovwanal Soiences Phears, Phat suisthiesis o sdeas is gis original ESBeanee it o at
loent o whoe b we sstaed ok wdentibund as puaet ot our efforts 1o degl with changing
syelethe

Chgt ot v weth i siallogroup teoammg and group goecess, ESD buod e
veboprod theertes o analbproup gl interpessangd change. steand the idea that
by it e conled vy b apeen et v aldde teooothess ot as they o podividuals
hoed cantidenc e thes oapaety fooneento then ows sadividuality and istegnty
e, peepete peend te b vadieerabiie. bt thes s anooniy be solnerable whes they feel
they cgn detend thepisefs e Moot thus theary bud heen 'h'\t'fupc'o, b .\'nnja
Cothigan asod o des bt e ber fuaolk The Beteroasesunts bre Conane,

Endies wantees O was Woter Buohdes's biok presiomss teferted to: the ather
was the worh of Basy Conenener whobad sianewha popufanized Genergl Systems
Phets snnd Fooodogaead Theory

Petronr, Muanee, Fomailie, Phnbadelpling, San Francssea, Baftinore, Athanta, Beghe
feen . Phaflas, Senthe and Popthand, Tweoveans Lates five of the oles en nee bonger held
thee cupermtendenec s, deanmatte evidene el the ot spot supetinteadents are in.
the sobimd supermtendentis trom New York €y and Woashington were nnable to
atterod hecanse ot emeggencies i then distneors, Those twacsties bave sice b d
e supeetittendents, gl
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NETWORKING

Phie thears amd strategies of PROJECT OPENL especially the
probung mechamsm Riown s “networking.” have been developing
over the past twa vears. o networking session differs from the usual
professiongl meeting in many wavs, Fach cession is different, espe-
ciallv i the chemistiy of the participants, but there are enough
<imilarities of sttuctare and activity to allow us to describe networking
in sone detail.?

The process hegms with an invitation from a colleague o a friend
atd anexplanation of the Supetintendents” Networkits history and its
gogls. (One such mvitation sabstituted alliteration for specificity: the
saperintendents” Network is “developing wavs of dealing with the
dvmanines of contemporary urban dilemmas”” the letter <aid.r Next
come ahot 30 pages of inttoductors materials, which not everyone
will tead. It consists of three to tive short pieces with titles sucl as:

Fedueation and Urban Change 8 pages)

Conthiet 7 pagest

Sy atems for Change o3 pages)

General sv=tems Fheory aunitving tramework ol pages
\ Primer on Ovbernetios (7 pages)

The last-named. tor esample, presents evhernetios in handy
regsahle metaphor: 4 nop-cvbemetic system s fike a house with a
furnace hut with no thermostat. Install a thermostat and vou have a
cvbernetic svatem. The thermostat provides informetion on the tem-
prerature inside the houee and allows you to regolate the temperature.,
A non-eybernetic svstem has neither the information sub-svstem nor
the regulating sub-system.

When we satd that not evervone wonld read the material, we were
reasoning like this: mast participants® have bee n to bumerous meet-
ings of professional assoviations and have been exposed to a great deal
of literature on education, organization. and so on, Therefore, the
major thrust of the preconference materials is to establish a pragmatic
approach o what is really worrying the participants, rather than
taeusing on theory and strategy. Participants find themselves very
quickly immersed in the practical coneerns thev bring with them. but
the format itaelf is decigned to move them toward reflection and
anafvsie at 4 broader coneeptual levell even as they work pragmati-
catiy toward the solution of prablems,

*Whtes ey b sigpretentetudents, prne gude, contral admmnstrators, ety managers, and
othoer pabebn oottie nades mndedleedev sl gned upe
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Built-in Resistateer

W enpeet o tairty bigh level of funft-mn resestanee to the session,
teereet result of too many wotkshops and professional meetings.
ety s the resistanee anticipated, but most of the forme < it will take
are hnown, s sate to prediet that many participants arrive at the
~ession thinkisg P ve been to hundreds of these things, and they are a
good epportunit |t renew friendships, but the activities are a bunch of
garbage.” Or, “"We don'’t need theory. We want practical stuft.”

W e networking i not il ot a dichotoms between theory and
practice, that ubiquitous wode of theught is recognizable. Some of the
nuteril is designed to break down resistance dargely by being ditfer-
ent Lrom mast workshop materiab) and to reach beyond that common
nunede of thought, <o that participants will intetact -— during and after
i more and different wavs and with new systems,

Thete s no “theors pill."” sugar-coated with “practicad stutf.” In
tact, the ditection and distanee g sessjot travels is generally up to the
participants, The “supar-coating”™ image is perbaps inappropriate.
Becatise the goal is not explaining and selling theory, but participation
in the process calted networking,

W e believe that school admistrators already koow how to man-
age and communicate: and they know a great deal about what should
be doue, In farge measure, training for an experienced administrator is
often a process of enabling him 1o act on what he already kntows, For
example. most administriators know that ordering changes in behavior
ustally does not work. They know it from experience, from eduea-
tinnal and learning theory, and from the behavioral sciences.
Nevertheless, they still mandate, In a sense then, the information
which provides the superintendent a frame of reference for his own
belunvior is alreads present in large measure. The issue for most
practitioners is to translate into action what they know and believe. So,
rather than ~aturating the participants with mere theory, superinten-
donts are asked to tell each other what they know abeat dealing with
critical issttes i their own svstems, Thev are asked to move hack and
forth between generalization and specialization just as they do in real
life. On the one hand, they must act in a specifie <ituation. but on the
ather hand. they must respond to general policies, requirements,
environmental factors, and a body of knowledge and theory. Theory
and strategy infor: action. while action contributes to the develop-
tent of theors and know ‘edge.

A« the participants move into specifies, they are asked to tell each
other how they wauld react to real problems, and why, This only
happens gradually. because most peasle feel valnerable when they
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begin to disclose how they wonld handle o specitie sitvation tthey are
atrti] theit behuavior will be anahvzed, attaeked, or second-guesseds
aned Becgise they have fearned thiongh espetionce that esplaining
their individual actions may be somewhat ego-tulfilling but has very
fitthee impact on how others behave, A< the <aperintendents get in-
volved in performing tasks. they begin to talk about what they know
and to analvze and categorize strategies, methods, and processes for
getting things done. Gradnally. as superintendents begin to share their
hopes, aspirations, goals, and ideas, thes also begin to share some of
their concerns and even some of their fears. Quite carly in the process
evervore recognizes that most of his colleagues teel rather alone. One
~uperintendent will explain that his job is more than a little tricky: the
conteeneity is taking potshots at him: some of his own staff members
are doubtful about some of his programs: the teachers, either indi-
visdually or inan organized way. are pushing in different direetions:
and the «chool board is mandating sotutions that he feels may be
destructive, And as others test the water, candor. which might be
impossible i the group included principals or board members, be.
eomes possible, The group’s homogeneity makes tor a relatively quick
deselopment of trust, Because others in the group also feel somewhat
isolated from their own stafts or feel the pressures of the community, it
becomes faitly casy to hegin to explore wavs of dealing with these
problems,

Mapping the Environment

It then is possible to make  ome generalizations about the envi-
ronments in which public education oceurs, In @ sense, the superin-
tendents ean map their generd envitomment and pegin to pin down
some of the unique elements of individual situations, This leads to two
Kineds of actions: D the beginning of a set of relationships in which a
suprerintendent can clarify and reinforee his own perceptions of his
environment. That may lead to confirmation of some of the things that
he is trving to do: in other cases he mav find his approach being
contradicted, but in a construetive way, and 2 those parts of a system
o1 environment which require special attention ean be separated from
the more general problems, For example. mest urhan school superin-
tendents have problems related to integration and desegregation.
Same of these problems can be generalized in terms of court orders,
predictable social patterns flight from the cities, et cetera, Others are
unique to ~pecifie cities, because some superintendents are dealing
with fragmented. heterogeneous communities of blue- and white-
collar workers. blacks, Chicanos. and other ethnie and racial groups.
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Thas, the way in which one <aperintendent involves his commuuity in
de-ading with problems of desegregation may be guite diffesent from the
toute some other superintemient tikes,

Fathy in the session there may be g diseussion with the network
cession manggers about some theotetical material, which may have
been covered in the pre-reading. This discussion will be to explore new
terminology for examining the various strategies and frames of refer-
ence that people use in tackling managerial and community action
problems. ter that explanatory session, the managers do not seem to
dovery mach managing. They have not helped with the map.” unless
the task it<elf wi~ not clear, In faet, the professionals who run the
sewsion secm to wander in and out of the room from time to time,
stopping oceasiomdy to listen, They never sit down. I they are asked
tor help with a specitie task, they probably will not satisfy the im-
mediate request. but will ask § they can help clarify the carlier
direetions. A group that has arrived at a genuine impasse (perhaps
iy ely ing ~trong disagreementicannot assume the mans - =< will bail it
out. The nunagers will probably suggest that the groag. confrent,
rither than burs, the disagreement.

Four Categories of Behavior

Not ooy do the managers do vers little apparent managing, they
also refrain from writing prescriptions or making pronouncements,
They might describe the identifving charaeteristios of several modes
of hehavior that the group is displaying finteractive. reactive, proac-
tive, and inactiver, but they will not categorize individual behavior,
Thev leave that to the group,

Most of the superintendents in one group mayv be convineed that
they need intormation, energy. ideas, and support from a wide range of
wources, including their own staffs, the community, and the school
board. To the extent that they believe that other individuals and groups
have the capacity to help, either because of knowledge, power. or
cammitment. then tthe theory supgests) the superintendents would
adopt the “interactive” approach to the people and groups around
them. That is, they join in problem-solving,

Or. a superinterdent may feel that some components of his sy<-
tem or community bave very little knowledge. capacity, or commit-
ment. and that he has to take the lead if the school distriet is going to
move it certain areas, That particualar superintendent may, con-
seionsly or uneonsciously, adopt a “proactive” mode of problem solv-
ing ur communication with his enviconment, The diagram below pic.
tures the possible relationships:

- 85



A Networking Session 9

HGH d‘( Hie.l
INTERNCTIVE

PROACTIVE REANCTIVE

INACTIVE

[.Oow [LOW

The high and low poles Adenote the capacity of a system to deal
with ite environment: capacity is determined by the system’s knowl-
edge. power, willingness to act, time available  status, and financial
resources, In every ecase, the system’s capaceity is different, and in
each case the epvironment's capaeity to respond (or to act initially) is
different. Con ider a single school’s (i e, a system’s) capacity to deal
with ooe student on a matter of promotion or discipline. Normally we
would con-ider that the school holds most of the cards: status, power,
meoney. willingness to act, knowledge, and time are on the school’s
side. We would <ay that the sehool has a high capacity for dealing with
it< ‘nvironment and that the student ithe eavironment in this case) has
a low capacity: aot much status, power, or money. In such a case, we
wottld exne -t “proactive’ behavior from the school, and an “mactive™
response from the student.

But if the environment is a different system, such - . real estate
interests, the school’s capaecity shrinks. One school or even a school
di=triet Las little knowledge . power, money, time, or willingness to act
in a 1ewcionship with real estate interests, hut the actions of the
realtors can affect the sc hool tespecially in the matter of the compeosi-
tion, of the student hody),

8'7
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Nystem’s P Favironment's [
Capaeity } Capateity Likely Behavior
. e e meme P ...T._. — e — —
high I foom proactive—the
f SVt dssimes
i control
forw f high redctive — the
environmert asstines
control
foow fow inactive — nothing
happens
hich high interactive — a
sharing or "give
T | and take” approach

Theee are not hard and fast formulas, but they are 2 clear guide.
The difficulty lies in assessing the capacities of the system and jts
savironment. s as hard to judge one’s awn capacity (or that of the
syatent to which one belongsy as it is to weigh the capacity of one’s
environment, Nur is it easy or realistic to separate a single environ-
tent. that is. a single other system. One schaol has many eaviron-
ment~: ~tudents. the courts, police. PTA, the “power structure.”
NEA. AFT. business interests, ethnic groups, up to and possibly
ineluding the bus drivers” union, There are also {recofloating. intangi-
ble entvironments, like resistance to change, the national mood, and
conyentional wisdom,

Although the diagram does not suggest the “best’ behavior, there
i~ invariably a widespread tendency to assume that interactive be-
havier is best. Interaction simply sounds better. It conjures up a
picture of fair-dealing. of give-and-take, of democratic compromise.
Thus. when the problem-solving begins, a lot of superintendents —
wha are in reality a remarkably proactive lot — will select the interac-
tive apiion as the best course of action. This happens despite the
manager's explanation that no one behavior is always best, and that a
given situation may call for either inactive, recctive. or proactive
behavior, (ften it is other participants who get things back on an even
keel by foeusing attention on the overemphasis on interaction. Itis the
interaction of the session itself that helps end the game some superin-
tendents play when they choose interaction because they think it is the

t.est behavior to exhibit. - 88
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A Real Problem

Up to now m o networking sesson, there have heen two kinds of
activities: 11 close look at a ~chool distriet’ s environment. its eftse-
tiveness, and those generalizable forees or teatures which alf partici-
punts share. and 21 some general theory and strategies that are refated
to the on-going concerns of cach individual svstem. Participants have
had a chance to determine whether some of these theoretical convepts
cant provide i better “handie™ for tackling problems, communicating,
and coming to decisions,

The nest planned activity provides an opportunity to test further
the utility of theors in fairby realistic situations, such as the following:

Five citizens with 4 serious grievance are waiting in vour
outer office. They tell vou their problem: two secondary
~ehoo] puptls were sent home this morning for sioking in
the halls. They were told they could not return until their
parents met with the teacher andior principal. The two
students told their parents that dozens of cthers were
~moking in the halls and that they had been singled out
because they were activists who wanted certain changes
within the school, The parents talked to each other, called
~everal other community leaders, and now tell vou, "We
refuse to meet with this principal; he has already demon-
strated that he is against the changes our children have a
right to expect. We want our children baek in sche ol and
secondly, we feel strongly that the principal ~hould be
replaced because he is diseriminatory,”

This case generates quite a hit of discussion aboat communication
hetween the principal and the superintendent. Some participants may
maintain that. whatever happens. the superintendent must hack the
principal and must not make any commitments to the community
members. Others feel that the problem is a basie policy issue, and that
the rules for handling disciplinary problems should be sufficiently
clear <o that this kind of situation could not oceur. Some superintend-
ents may argue that there should be a student-faculty committee to
handle disciplinary peoblems rather than a kind of one-man rule sys-
tem. In any case, a- the process continttes, it will be clear that not
evervone agrees on what should be done. Other approaches are ex-
plored: a different disciplinary procedure, better lines of communica.
tion to the community. or more training for the principals in dealing

89



Q

ERIC

Aruitoxt provided by Eic:

82 The ( rhan School Supervintendent of the Future

with community issues. Fach of the alternatives proceeds from under-
fvite assumptions. which, when surtiaced, lend clarity to the isene,
Thus. ~ome pattieipants assate that conunumty membets are bellig-
erent and hostile, Others take the point of view that school adminis-
trators dre not espectally responsible te the community,

The tdeas nnplicit in the theory of being “interactive” begin to
take on new meaning as participants question whether they the prin-
cipal, and the rest of the statt should be more interaetive in developing
policie and strategies tor dealing with discipline and contlict, And
how abont the principals themselves? Do they tend to react, tather
than inithate positive programs for community engagement and stu-
dentinvolbvement? This series ol exercises can provide a rich sotire v off
dita with which te esxamine existing practices and formulate new
~tr.ategies,

Finallv. the nature of the training design asks each smatl group to
cote to aureettent on the otand it would take. This forces to the
surface many of the issues that cach participant bas experienced in
ol e, How dovou reach consensus when there are diverse views in
a gronp? Do ver as an individoal, help o hinder other individuals in
~haking tree tfrom tradition and prejudice to develop a viable and
constriactive course of aetion?

The prestous description does not de the networking process
justice, [t can be esciting, or finny, or tense: Exeiting becatise of a
new mode of analvsis, real situations. and peer group stimulation.
Funny beeguse of the relaxed atmosphere of peers plaving ~a game
nobody foses.” Or tense. hecause of serions disagreement about the
mast or least appropriate <olutions,

The prefiminary informa.ion from the participants shapes the
session to g large extent. So does the sponsoring superintendent. who
probably was conscions of simifarities and differences ameong distriets
and their superintendents when he drew up the list of those to he
invited, 1 a topic of common concern emerged in the preliminary
activities, the tasks will have atairhy specific orientation. Let's say that
drugs were the tirst conc rn of most superintendents, The preliminary
task of “mapping the environment™ will focus on drug usage: who ix
using drugs, at which schools, what sind of drugs, the distribution
methods, the <chool’s ahility to sereen oat non-school people from the
building or campus. the use of police and under-cover agents, coopera-
tion with city and state authorities, and <o forth. As superintendents
explore the real problem facing their systems they find that many
spokes lead to the hub of a wheel, The group may have started talking
about drugs in the school and moved to questions of school finance or
stalf training and development. Each of these areas may have certain

- 89
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specitic components tronr which participants can exteacet new sde s
arndantotnsateen, bat noomatter how many problems or s ce o
o thiie sesaien. there will be new problems tamotres S s 2
supermtendents hnew that, it s not enopgh to simply swap <toe- oo
Belp ~obveaspecite problem, Seaeain, the process cad those attend
it to b pushes prartiopant= te estract generalizations from specn
expetience amd to apphy general theories to specitic poaobleme,

Fotevamples what do son doif real contliet develops -
Whinoat ever, do ovou ecall in the police ot the Nationad
Gred? How deovon use your own statf and comnoto
feaders to cope with tension or violence?

trealneestevery networking session, at least one ot o peaplbe wail
have contronted these jssues and will ha e various strageties b
deading weth them. That bods of knowledge and experience - not
apvlicable tor every sttuation, but it does provide same way sot hoand!
iy these specitic prablems. On the other hand, ather group member -
witl try te paish the tssne up to the level of generalization, How Jo v
wet consttuctive mnohenent from the communits betlore violepee
oceut~? Haw do voa get aeceptance for a new plan of action? When
aned how <hould vou invelve vour teaching staff. vorn <tuedent<. ven
community in some of the key problems and decisions facing the
sysfem?

It i~ naportant te point oat that no one ix spoon-fod solations 1o
~chool district problems. The conversations include specific aftern
tives that deal with various problem areas. bat of more inportanee o
feast it has proven <o in presiots sessionsh the process enceontages
paarticipant~ to develop both long- and shorterange strategies that
acknowledpe the resources and constraints present in the community .
Participants leave with a wider range of alternatives to choose fron.
having esperienced g process of interchange which itself sugpests
come furly constant processes and procedures for identifving e
issties amed mapping out courses of action.

Evaluating Networking

Ea aluating a networking session is more intuitive than guantita-
tive, “What did they teach me?” would be the wrong dquestion 1o ask
when the session ends, " What did | learn?” would be almost a< bad.
Buth distort the learning process into some sort of awkward linear
madel of ingestion and regurgitation, To frame the right question, one
ought to postpone questioning for a time, then look for different
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intetactions with the sate svstems cnat et joeples and o transae-
tions with new svstems. But whete does o i 0 o who prdpes7
supennteadent may not be an especradiy o0 0 nise o bas awn bee
biasiet, t‘\ln't‘i.t“\ sitteee the cotditions of 1 -':;w::nh'n«ft‘n: voallow
Bertle tine for tetlection, and 18 meas e that oo anonnd o are ton
close to adge.”

Whathe wes tthrongh died not resemble oo Noone told b,
“Fhese are the problems facing urban schonsto s L0 B o what vou
~toudd o™ Nevone satdl “Hete are <one tron o onereses that we
wotld bhe vour reaction to.” And wnone - 00 Bt e v prohe
fems.” Instead ~u;u-rim«-mh-xm diccnased then prtabijetns with other
school supesintendents cperhapes leading to some s adeaan did <o
problemsofving exercises, and ideutitied beboavea pattemns of inedi-
vidoads ared wroups. One can hope that e b supe nintendent ander-
stooe tnote cleathy that other futnace s heat the ook and that the
~upermtendent e net the onby one with aceess 1o the thetmostat,

Sottesone trom the nusgeetient teatn reaght desonihe this process

s ot Dresearch” and Uaetion traming, e Boare e the tradition
ot discoceny learning, although ledimer- oe nee oy 0 tedna o bim
“Abal webanve justlearned! Frammg doesn™s o0 - 00 nnme,
but interaction does, Aetion reseoch ivolve s pecple with power
tedeentity in amed <haring problems and aetion oo oo means that these
sttre peapie post possible solutions te the problens aned then test
them,

A short cummars may be helptul, The chances are that before
vomitig to this sesion every participant knew cohier theoagh training,
experience. or tuition that in order to get convwheve inany svstemor
jobs, e st somehow define o direction, and, e g svsteminvolving
athers, they too must in sote fashion be oy ived i the detinition and
tirey etnent, evers participant probablby alveads Knew that it s essential
to geet teedback along the way, sotr - response treen his students, the
~taft, the community . and from his cwnobsen ations g to whether the
svsten aned its components are moving in dieections that wifl benefit
the communtity and the students, Setting and re-evamining goals,
wetting people involved, and getting feedback e tamiliar notions, So

e networking session has confirnwesd in Loge measare what cach
sarticipant knew . but also has given that Knowledge shape in terms of
sprecifie alternatives for action.

The proof of the pudding may be whether osupetintendent wants
cand dare~i to hold a networking session on his own home groand. £ he
wants to, if he can serateh together the tecessarsy monev, if e can
j er=tadde the key people to participate, and if he i~ willing to take some
public risk, then the networking session was probahlv a success,
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Planning A Networking Session

Four suppositions underlie 4 networking session: that the
supenntetdent wani- o locad networkimg session, that he can riise the
traies, that the ey peaple will participate, and that be s willing to
rish adverse publicitng, That iso he needs desire, doagh, o delegates, and
daring, as our alliteration-prone letter wiiter might put it

Let'stath tirst about mones matters. A three-day worhshop for 20
prople might cost as much as 35,000, About $3.000 pavs {or the
prevarators wotk, the neterials, and manggerial time: the rest is for
tras el toad, and lodiimg of the participants, and those costs increase
with the distan-e o ncipants must travel, But if thes cre from within
the distriet and it 4 school building i« used for sessions . the cosi drops,
O the other hand, an “esotie™ site] rather than PoSUE20 may help
‘n'tsn.uh' pc'uplt' ter ettespned,

The sponsonng supetintendent must decide whom the network-
it sessiotr 1= ot ared that choiee will shape the method of engaging the
participants i constractive aetivity, The session may be for district
puncigatis, whministrative cndt, superintendents from eleewhere in
the state, o civie feaders, One lesson miuist be Kept in mind; the more
intinnite the dav-tndan -out working conditions of the participants. the
mare difticult itis ro plan the seacion, tis hardes to get those who work
together elosely to guree o participate, and it is harder to develop an
appropriate agenda.

[t takes some courage to hold a netwarking session. The Superin-
teiedents” Netwark i new, uand that alone is enough to draw fire, fts
intent i« diffic dt to grasp. and every superintendent has at least one
political oppeonent who will happily tar him with the brash of sensitivity
training or encounter thetapy, Others may <ee the networking ses<jon
as i power plas o get the supesintendent in the mavor's cabinet or to
enhance his reputation asoan innovative leader, \pd <till others may
object to the expenditare,

Not all these problems will necessarily grice o overy distriet, but
it is well to be prepared. Some eriticism is beter jgnored, but a
thorough evplanation of the session, while stil) in the proposal stage,
~honld help with ~ome potential erities, The press can help ton, if a
reporter s interested enough to cun a feature story in advance of the
meeting, There will be httle or no objection to spending the mogey if
federal funds can legatly he used, and this is possible it for example,
the workshop concerns desegregation and is tor a distriet that is
receiving funds under the Emergeney School Assistance et (£ESAA)
H the city council or «ome other municipal ageney helps foot the bill,
that will even up the load and, not incidentally. divide up the responsi-
bility.
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Some of the networking activities are packaged. They have been
used with suceess and are easy te ase again, Other activities depend
upon the participants and their iterests, The preliminary data on
participants will indicate what subjects should be on the agenda, and
what subjects ought to be avoided. It the planning or management
team discovers a highly explosive or polarized issue. it will, from its
awt nitst experience, urge that this issue not be confro sted at the first
opportunity. Participants in 1 polarized session don’t engage cach
other: they shout, and nobody listens, Here again, the role of intimaey
the closer the div-to-day relationships. the more careful the planning
has to be,

tta nvtwurking sessint inve nlving those who work ('lnsc'[y has such
potential tor disaster, why would anyone hold one? The reason is that
preater risks and harder work mav also pay bigger dividends, A sue-
cesstul experience for distriet prineipals or civie leaders, for example,
will probiably mean that they will work together better thereafter. At
the very least they will participate in another. more ambitious network-
ing session, They will have improved faeilities for processing informa-
tion aned have improved techniques for cand attitudes towardi search.
ing for information. And because the roles and the institutions they
represent affect each other. that improved interaetion is beneficial. It
is not just that the superintendent now knows the eity councilmen:
they 1! know something about each other’s concerns, responsibilities,
and choices,

To Intervene or Not To Intervene

Nome superintendents have been in the role of manager in their
own training <essions; others have worked with professional managers
in the Jevelopiment of a session, As one becomes more involved in the
process as a conference leader. manager, or trainer, the problem of
intervention becomes more acute, There is a universal problem in all
areas of education, training. and development which quickly rises to
the <urface. and that is the temptation on the part of the “teacher,”
manager. or leader to tell people how to hehave, When you tell some-
one. child or adult, what te do, there are several possible outcomes;

—

. He may follow the suggestion and it may turn out well,
o that everybaody feels fine.

2. He may follow the suggestion, and it may not work,
partly because your solution did not fit his personality
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ot situation: ot beciuse he misunderstood what von
wete tellige i and, theretore, did not do it properis
ot becayse attderneath it all he wanted it o ail anve
wav, Ch heeause vou wete wrong,

4. He may tesent vour presumption, even if he asked for
the addviece hinselt,

Lo He mav tolfoow vour advice and become dependent
tpon vor of on other outside torces, s that he never
teatly has 1o take responsibility tor his own aetions or
tisK nuiking independent decisions

Phese agteames are further complicated in a Superintendents” Net-
wotkh tramnng session, whete the group s comprised of 15 to 25
expetenced sehool superintendem - imany with extensive education
and practucgd experience. Additionatiy . eaeh is from a ditferent envie
tornrent, has o ditterent statf and is patt of aditferent community, ina
ditferent <vetem,

The simplest guideline regatding intetvention® is simply to say
that in the substantive dreas and m oo ~horterange refationship.
<enerally doesn™t work  Fivet of all. suggesting to a group of stiperin.
tendents when thes should call in the police. or how they should get
thedr staff to be more open or more responsive, or what they ought teo do
it the school boand i< bearing down on them, is naive and presumptu-
otts, The ntervener usually does not know enough about the system to
triche anintelligent analysis of the probdem A solution is rarely what is
needed. There iscabmost adwave, a need for process and an on-going
cequence of events and engagements, There is often a need for data
codection and anghvsiso which ne ek recommendation can deal
with. Mot importantiv, the superintendent probably knows most of
what the interyvener may tell him anyway, So the question is, how does
the cuperintendent work with other members of the group to clarify his
own teelings dad to nncover the range of alternatiy es avaifable to him?
Ultinatedy . of conrse. the decision is his. And that is why iatervention
by the manager can actually <tall the engagement process, If the
leader is chariematic and persuasive. peaple may wait for him to
provide a solution, It he is heavy-handed or unimaginative, they may
be bored or itriteted by his obeeryvations or feedback. The best rule to
tollow i« for these running the session to <hy away from giving solo-

tions.
A wecond area for intervention is a little more difficult to cope

with. Often small groups may see the conferenee manager or leader as
someone whe is there to eose, to facilitate, or somehow to move them
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into a4 better <et of relationships or inte 2 more effective problem-
colving mode. As 4 matter of fact, many training endeavors have
est.blished this as a notm ot expectation. There iseven language i the
field which supports the jded. <o managers of training meetings are
often called facilitators or trainers or conterence leaders. The assump-
tion is that, becatuse of their special skills in group interaction or growp
process, they ean help the group work together more effectively. by
asking ~ueh questions as:

‘Have vou cansidered other ajternatives?”

I vou feel that others in the group are listening carefully
to cach ather?”

“What de veu teel vou need to do to establish a climate in
which veu could work together more effectively ?

Thewe and other sophisticated, penetrating interventions are typical of
“proces training.” The PROJECT OPEN strategy does not deny the
utility of trainer-oriented training, but prefers to define the Superin-
tendents” Network as of o different nature and order,

Firat. in dealing with anvthing as immense as the public school
svetem., the ideg of providing facilitators for theusands of groups is
~itply not feasible, and probably not desirable, PROJECT OPEN
funds and resources are severely limited, 1 one is bringing together a
group of 30 schoal superintendents or 80 school board members,
council members, community leaders, it is hardly feasible to divide
them into groups of eight and previde trained faciltitators for each
proup.

Who Asks For Help?

The dvnamics of any kind of intervention are complex. When a
tnember of a small group asks for guidanee from a protessional leader.,
he is asking for one of several reasons:

I. He may feel that the group is hung up and that some
clarification of what is happening may help the group
work through its own problem,

2. He may simply be looking for an ally to support the

position or the process he favors,

A typical request for intervention in a eroup of superintendents
might be something like thic: “*Don’t you think that we should have a
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chairman or secretary tor this meeting?” The question useally arises
becaiuse one member feels rather sttongly cand he may have quite a
tew alliess that the problem with the gronp is that it does not have a
chairman, Others may feel that thesy operate better in a Joose and
unstractured way. Thus, the request for intervention is really a re-
quest for the “outside expert to take o side, which may win him some
friends on one hand and create alienation on another. It also begins to
prt him in the role of arbitrator of intragroup tensions, Therefore,
almost all trainers would agree to leave the problems in the hands of
the group to work out in its own way,

3. Anather reasan for calling on someone else to inter-
vene is so that the group itself can avoid engaging its
own members, who are bored., distracted. or uncom-
mitted. It is lookiag for exeitement, energy. or diree-
Lient Crom outside itself or it is looking for excitement,
energy, or direction from outside itself, or it is looking
for a scapegoat for its own unwillingness to bring to the
surfuce the eritical issues at hand.

+. If tasks and expectations are well-defined., either by
the staff or the group at the outset, then an intervention
recuiest is ustally the reselt of some on-going problem
within the group itself for which the group must tuke
responsibility.

The long and short of it is simply: Avoid intervention.

By its nature. the Superintendents” Network exists for superin-
tendents and school administrators and is run by them and with their
peers and associates. This means that a school superintendent ought
to be able to conduct programs and problem-solving activities with his
own staff or within his own community. This requires a process that
can be duplicated. i low in cost, and is “owned™ by the participants,
rather than by some outside agency or outside consultant. The net-
work manager’s role is to set up the structure, observe and guide the
process, and imtervene under certain extreme conditions,

Perhaps the managers® function is the same a¢ the thermostat's
function in the cybemetic system, sensing and regulating the “tem-
perature’ of the workshop. But that metaphor does not encompass the
early role the managers play in setting up the structure. Actually, what
the professionals do is enable the networking se- -ion to oceur.
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FOOTNOTES

U Aevording toan Oftiee of Edueation pape: on PROJECT OPEN. netwarking

e conmonty preceded by surves s and mtersies s o bay ot hes attitteedes, tacts,
arnd ftreree g e -ths egtenmg wae.

taethitates tiahetehen by berid Log st the patticipants s stetnst the strengthto
setiture,

btibde trom telstivels sate, teoan-threatening homogeseots aetwothe based o
common tedes s, big ety superintendeats itterfaced with each athers toward
terres tiahd Lgind potentiafiy more productive betegogeneans tetwothe bugsed o ise

~ifto=-,

s ot givens oy e to confrontation but te udesstanding the issnes in vach other’s
tertis,

does niot preseribe cither probleme of solutions, bit nonetheless not allis left to
chanee: sndnaduals well versed in PROJECT OPEN theory and striategies are
abware an hand to facilitate risk-taking, to help avaid impasses.

Ciiaes Caetion training” dearning-by-doing) instesd of the asual speechies, e
potts, panels, and wotk e

Cdowen ot ~erk to bhring shout retorin of change m dramane, largeaseale — and
eftett disruptive — wave. Rather it tries to produce s contimous adjustment of alf of
the parties isyatemar to each ather: 2 vielding here, the softening of & hard stance
there. Not “We wern, by Ged®™* but = We made some progress,” or “Thes finally
undetstond what we are sore ahout,’ or =W e'll meet you half way.

Matcolin Shaw bas provided a“short histery of intervention.” which we print helow:

The initial ides of interventions in group lite can probably best be eredited to the
National Training Laboratory. At its cutset this was compused af wncial
paveholigists and other practitioners primarity from educational seltings. i,
higher education, socisogists, et sl Gradually, it began to include industrial prae-
titioners. pevehiatrists, social workers, and finally, line people from industes and
government. Again, | think a quick historical reference here would say that NTL in
itn early stages wan interested in watching grotips work and trving to understand
therr dynamics. In this process, they began to make ohservations about what was
going am in the group itself, and then determinesd that this actualy had an effect on
grotip behavior. So the idea of process ohservation, of intervening inte a group and
frrding back to it cheeryativns of its own behasvior, drawe both trom the pereeptions
of grotsge stembers and from the bedy of kaswledize and the ory which was cantem-
poorarths avaifabibe e, social pevehobigy arid group danamics ) emergend from NTL,
Credit for some new tiodes of intervention can probably go to Jack Gibb, who was
semor-itted with Westorn Behavioral Scienee Bab and an obd time NTL annenciiste.
Herb Shepard, associated with NTE and with varions mniversitios and Bub Blake.
bewt Aneow s resently for Bis wark ot the Vanagerial Gerid, bt historically NTL and
the € niversits of Tevae. Their mmes shonbd be mentioned as having hegun te
expreriment with intersentions other than persona. That i=. in vations ways, they
contributed o the development of the idea of “The Tustramented Laberatoey.”
Much of what vt say abiout the weakness of personal inters ention really came from
their espetiences, and we at EXD built on these espesiences amd developed come
origingl mudes of e own,
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CHAPTER EIGHT: 91
IMAGINING THE FUTURE

1"« an ald juke that writings about education conclude with rec-
ommendations for “further study and evaluation.” We would like to
break that pattern and suggest instead some changes in training for
publie school administrators, chart a course for the Superintendents’
Network, and describe the kind of superintending required to manage
a major urban public school system. New York City, for example. We
are picking New York because it is still the big apple and the toughest
nut to crack. to scramble the images a bit.

The Future of Training

Training is alvo a bit of tough nut. Past a. .0 present approaches
are seriously deficient, but we do not believe there is a single approach
that witl work for evorsone evervwhere. It follows, we believe, that the
monepoly now held by g aduate schools of education must be broken.,
We simply do not thick <.uch of the argument that it is not 2 monopoly
but an oligopoly: areenic. cvanide. and strychnine are different in
some wavs toa, but they are alike in the one way that matters. Poisons
have their [egitimate uses (arsenic can be prescribed in the treatment
of syphilis and encephalitis) but in small doses and special cases.

Where might school administrators be “trained.” in addition to
the graduate schools of education? Just about anvwhere: universities,
large school districts, state or federal agencies. health or social service
organizations, or private business. Why shouldn’t a competent, re-
sotrceful, and thoughtful hespital administrator, business executive,
or government official be capable of running a schoeol district? We
know of no ehvious reasons why school administrators should be
former teachers and principals who have trained at graduate schools of
education, Certification is a hurdle, but not an insurmountable one.
When one major school district in New Yok State went shopping for a
new superintendent last year it made discreet inquiries about the
possibility of hiring a person from outside professienal education. That
district subsequently opted for someone with an Ed.D. and the proper
blood lines, but other districts will follow the early lead, and some day
one will not turn back.

To prepare for that day, training for administrators needs to break
ot from its narrow bondage. Teacher training is already a few steps
ghead. Some school districts — Montgomery County, Maryland. for
example — offer in-service courses for teachers with credits which
count toward advancement within the system (but these credits are .ot
transferable, a major problem). The American Federation of Teachers
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wants to train teachers, and the large foundation that received the AFT
proposal calls it “interesting.™

Training for administrators already ~hows some signs of life,
sSeveral large sehool districts are interested in establishing training
programs jointy with an institution of higher education, that is, with a
university or g school of education. Dallas, Texas, is involved in a
Master's Program in Administration for prineipals, which works this
way: about 30 promising teachers from Dallas are selected each year,
they are rotated through the system for the school vear, given a four
and one-half month classroom program in management technigues,
and tested at intervals for specifie skills and language usage. Their
attitudes, perceptions, and prejudices are measured on 8 “dogma
scale.” If they make it through the program (many are weeded outy,
they serve as principals of a summer school, then as “intern princi-
pals” for twe vears in two different schools in the district. During the
internship they take classes at the university, and after completion
tagain, some are dropped) the graduates receive a Master's degree and
go into the pool from which Dallas selectsits principals. The size of the
pool and the rate at which Dallas principals are recruited away by other
districts all but guarantee each graduate a principalship within a year.

Dallas is proud of that program but recognizes that there is room
for improvement. Right now all the candidates come from Dallas: an
improved program would fish for candidates in a pool which included
nesteschool. non-Dallas people. The program is apparently rigorous
enotigh to weed out those without the qualities and abilities that make
a good principal, and broadened recruitment would test the old school
adage about the importance of working up through the ranks. Perhaps
the butcher. baker. or candlestick-maker would make capable princi-
pals. given on-the-job training. Right now. final judgments ahout
graduation and certification — the official imprimatur — are in the
hands of the university and the certifying agency. An improved prog-
ram would give the school district an official voice. The interns spend
most of their time in the public schools, and the district’s unofficial
veto power ought to become official.

The Dallas program is a geod beginning. However, it is a program
for middle management, not for superintendents, Even s, it is easy to
imagine that same structure writ large, with the modifications sug-
gested above. Not surprisingly. we think school districts could do a

_aood job of training superintendents.

Recruitment must search beyond the ranks of scheol people.
What schoolmen call “chalk on your sleeves™ is helpful but not neces-
sary. What is needed is integrity, the capacity for leadership, and an
inclination toward a life of the mind. By life of the mind, we mean
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humane learning and the habits of reflection and introspection. Some
superintc ndents might argue that job conditions do not allow time for
reflection, but that response only demonstrates the linear mind-set
that we need to move away from. Reflection and introspection cannot
be scheduled for 30 minutes a day or 30 minutes a week: they are
habitual, as the life of the mind is pervasive. Harold Howe Il wrote
ST yedrs ago,

I have long believed that 2 man with the ability of Adlai
Stevenson might be a successful educational administrator
in a large city. and one who would lend the profession
dignity: but | imagine he's a little short of semester hours.?

A joint university-school district training program would require
stadents te spend roughly hatf their time in university coursework, half
in the administrative machinery of the district, The doctorate ought to
be avarded jointly by the university and the distriet. The prospect of a
degree trom a school district raises eyebrows, but that reaction is to a
peripheral issue. The central point is that the sehool distriet should
share the responsibility for and control of administrative training and
credentialing,

We want ta be clear about our proposal. When we say university,
we mean just that, We do not recommend that the departments of
educational administration share the training responsibility with the
school district. We are recommending that the un: rersities share the
responsibility. Asking the departments of educational administration
to carry the whole load is akin to asking the polluters upstream to clean
up the river,

There are other polluters and pollutants, of course. It is not the
sole fault of departments of educational administration that so many
principals and superintendents are concerned with minutiae. To a
great extent, school boards and the citizenry reward that behavior, and
the training is geared to elicit that response. We said in the opening
chapter that the public schools are laden with contradictions, and the
public’s lack of a;preciation for conflict and controversy in the schools
is well documented.

We are not arguing that departments of educational administra-
tion should go out of business, Over 1,000 of the nearly 30,000 graduate
degrees in education in 1972 were in educational administration, and
that propoertion may well increase. as mare specialized administrative
jobs are created. We just want to see some competition.
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Continuing Education

“Continuing Education” is nat really competing with the graduate
sehools, becguse most of it aceurs there, There are varietios of con-
tinuing education available, and more 1o come in the years ahead.
After all. there are about 13,000 superintendents, plus all the associate
and assistant superintendents — and theusands more waiting (cer-
tified) backstage. Even as the number of superintendeneies shrinks,
specialized administrative posts are being ereated. and the normal
pattern of suceession is unlikely to be disrupted by our oranyone else’s
complaints and suggestions, Thus we bave compiled. with the help of
UCEA Executive Director Jack Culbertson, a list of “strategies™ of
continving education. which we present in no particular order. This is
how people ¢ -¢ elimbing the ladder:

b Through the professional organizations: the three-day
workshops run by the National Academy for School
Administrators are the major example,

4 Through foundation-sponsored individualized learn-
ing: The Kettering Foundation provides small grants
and resources to individuals who have outlined in fairly
specifie terms what it is they want to learn.

3i  Through the school system: A "Director of Continuing
Eduecation™ is appointed. His job (rarely full time)is to
coordinate and facilitate the in-service education of
personnel (usually teachers but including adminis-
tratorst in the school system,

41 Through on-the-job diagnosis: Properly designed in-
struments might be able to indentify the strengths and
weaknesses of administritors. The UCEA and the At-
{anta public schools have ecently completed a series
of instruments to diagnose the performance of princi-
pals in different behavioral domains (such as “reaction
te change™) in order to prescribe necessary learning.

30 Through on-campus summer workshops: these involv-
ing external lecturers are less popular, while those
involving more active learning through such methods
as simulation are becoming more popular, according to

the UCEA.

6 Through technology: audio cassettes, for example,
seem suitable for individualized learning in free time.
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The UCEA and some private sector firms offer seties
on administration,

T Through individual efforts, such as night school, the
<abhatieal. and travel: It is impossible to gauge the
les el of these aetis ties,

8 Through “organization development™ in a school sys-
tern over a period of time: system-wide (or state-wide)
efforts usually employ outside consultants, whe
analvze the system and prescribe remedies to prob-
fems thus identified. The re-education of participating
personnel is often by a preseribed remedy. and, at the
~ame time. a hy-product of the whole process, That is.
the administrators of the system are re-educated to
somie degree by virtue of their involvement in the
analysis,

The offerings in continuing ceducation for administrators at
graduate schools of education tend to be frequent, short, and crowded.
Sevents-five per cent of the institutions had programs during 1970-71,
but almost 30 per cent of these were one-day sessions, and almost half
of the warkshops involved 30 or more participants. Only 17 per cent
could coneeivably be called small (fewer than 25 participants): enly 15
per cent lasted more than three days. Short sessions with 50 or more
participants are to be suffered through. but not generally learned from,
in our experience,

That is the way things are, however, and itis also the way they are
likely to remain for some time. Radical change in public education or
in the training of its administrators is not very probable, Most change is
of the “balt-on™* variety, like much of the gadgetry designed to reduce
automabile engine emissions. Human beings tend to think in patterns
and to gssume that things can only be as they are. We tinker with what
we have, and even many of the truly drastic changes end up looking @
lut like what they were invented to replace. The old joke that *the
automobile engine is in the front because that's where the horse was™
provides an insight inte the process of change. As long as people
believe that some sort of extra training is necessary. changes in the
present training process will be of the “bolt-on™ variety.

The Superintendent of the Future

Imagining the urban superintendent of the future is easier than
hurdling the obstacles to his appearance. New York City is our
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metaphor for any unmanageable trban school distriet, and the terms
“supetintendent” and “manage” require some explanation. too,

First of all, no single superintendent can do the job, and present
administrative teams are inyvariably accidental. instead of the deliber-
ate ereations they ought to be, Maost assistant and associate superin-
temdents get there by dint of talent, hard work. thne. tenacity, and the
happy aceident of being in the right place at the right time, The
superintendent mas have gotten to the top in the same way. or he may
be an outsider. It he came from outside the district, he probably
brought one or two, ravely more, Key assistants with him. The rest are
inherited. and the cesulting combination may or may not be an effec.
tive managerial team. We do not think New York City or any other
urhasdistrict can be managed by that kind of team. especially in these
davs of active, politically aware school hoards.

And although it defies training. soeial custom, and some present
rules and regulations, we think the nation of the superintendent ax
single persan should and will disappear, Someday in the future, New
York City, or Pittaburgh, or San Francisco will hire a superintending
teain of six or ten or se.? That team will have trained together and will
be muiually supportive, Administrative teams will come and go as one,
and their contracts will stipulate that no one on the team may be hired
te replace the person at the top of the pyramid (No more backstabbing.
O Brave New World!). Such a team will be complementary. though not
conflict-free. Today's administrative teams sometimes match weak-
nesses, or are weakened by the choice of a superintendent who is
fearful of competition and thus selects lesser people. That is the first
part of our answer: a superintending team, and not a single superin-
tendent,

“Manage™ requires redefinition if urban schools are to be man-
ageable, Many educators actually mean suppression when they speak
of conflict management, and they do so hecause that is apparently
what the public wants, Unless society’s tolerance for conflict®
increases, urban schools will net be manageable in our times,

Qut of genuine concern fur impressionable children. social pro-
hibitions have evolved to prevent the teaching of extreme political
views, and school personnel are expected to be apolitical and
hetervsexual in and out of school. Children are encouraged to prepare
for life in a democracy. but schools seemingly do not believe that the
provisions of the Bill of Rights apply to children. Confliet must be
suppressed.® and superintendents are hired and fired for their ability
te do same.

As long as this is so, no urban school system will be amenable to
“management.”” How the citizenry can be educated to tolerate conflict
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in the schools is gnother, mote difficalt question, We can be against
vielenee, bt we oaght to be able to aceept healthy shouting and
shoving, and no one should <hrink from sen<ible attempts to under-
stand the tension and confusion that exist in society and are mirrored
in adolescent minds, Some will sav that is courting tragedy, consider-
ing the casy availibility of weapons and our society's proceupation
with gratuituous violence, We appreciate the point, because it demon-
~trates the <chool’s relationship to the world outside. Schools ar
regetive institutions, no better or worse than the community and otl
interconnected institutions want and allow them to be, A team o
superintendents — if it is willing to take the risks — might be able to
feead the public out of the wilderness, but it will not be able to manage
the public «chools until the public understands that contlict is often
healthtul and necessary, and that suppression of conflict can be a
threat to ~ocial and individual ~stability.

Getting back to that teugh nut. New York City, 2 superintending
testn there will bive to be a political foree. willing to take risks,
hecatse as lomg as guns and drags are avatdable on city street corgers,
they will turn up in the sehools, As fong as significant efements of the
society are obnessed with violence vet intolerant of confliet, the
schools — in New York Cie and elsewhere — will be unmanageable in
am ceal sense, That i the second part of our answer,

The Obstacle of Retirement Plans

Redefining “management™ is only ane of the obstacles to the
appearance of a superintending team. A superintending team may be
impossible today, beeause of the severe disloeation of existing person-
nel. One part of the problem is traditional: the superintendent (or
assistant superintendent) cannot hecome a principal again without an
unacceptiable loss of personal and professional prestige, This is not the
case with college deans and professors: in their cases. mobility is
lateral. and a dean can become a professor again without actual or
apparent demotion becanse the two positions are equally respected,
But movement from the central administration to principal is seenias a
demation talthough some superintendents will say privately that high
school principals have a tougher jobi, If the movement were seen as
lateral (as in the college or university), then bringing in a superintend-
ing team waould canse much less dislocation, and former assistant and
associate superintendents would be eligible for principalships in the
distriet,

That sort of redefinition of the hierarchy may be necessary.
hecause, although movement intrastate from one system to another is
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not particulardy complicated. movement to another state is nearly
impaossible, The retitement systems are the problem . ironically. Orig-
inally et up to protect, they now are genuine batriers to change
because they stitle mobility and reward stiisis,

Thete really is no “typical™ retirement system. Some plans in-
clude all state emplovees, some include all public education em-
phinees, and some are limited to professional educators working for
the state. Benetits ditfer with the eligibility rules: some plans pay
wocial sevitrity, and others don't. Some mateh contributions, while
otsers put in a fixed amount. Benefits may begin at age 60, 62, 65, or
whenever the retivee chooses. But the rub is “portability.” which
means the transfershility of bepefits from one state to another. Be-
cittse o state syatem honors eredits boilt up anywhere in the state, an
intrastate transfer means only a battle with red tape, Transferring to
another ~tate without losing retirement benefits is often impossible
and abw avs difficult. Ninoteen states have portability provisions, all of
which difter. The other 31 states simply do not provide for transferring
benetits in and out. There is ne nationad retirement system for
superintendents’ or other public education employees, nor is there
likely to be one, Fducation is a state responsibility, and the care of
retired public educators has naturally fallen to the states,

Consider the implications: the superintendent or any ather publie
school emplovee whe has put 15 or 20 years into g school system simply
cannot move to & different state without jeopardizing his or her retire
ment benefits, The AASA survey indicated that only eight per cent of
all superintendents had switehed states, and that most moves had
been to another superintendency within the same state, Beeause the
pattern is for movement within the state to a district of the same size. it
in easier to move in California or Texas or New York, where there are a
number of districts of comparable size. In Nevada or West Virginia
there aren’t many districts with 25,000 pupils. or with 10,000 pupils.

Often an urban school district (few states have more than twe)
makes the interstate move possible for the incoming superintendent
by buying credits in the retirement system. Portability is lexs of o
problem when the district pays for five years of retirement credits,
enabling a superintendent in his first year to pay for his sixth year of
membership in the new system. But buving retirement eredits for a
team of superintendents is not realistic, It would cost the district too
much. Htis unlikely that those displaced by the new team would be able
to move out-of-state without losing benefits. and the availability of
comparable positions within the state is a matter of chance. It amount.

te @ “"ne-win” game. _
. 106



Imagining The Future 99

The new waperintendent -brings one or twe key assistants at the
mient, He inherite s many a= 20 ganistant, associgte, and regional
superintetdents, from whose petepeciive the new superintendeat is
an utkonown quantity . Evervone spends a good deal of energy protect.
ing his own <take.

Sebwool boards can be v ed by economs . emaotion. and sentiment
to retain the assistant and asseciate saperintendents, whe probably
are over By vedars ald, have given their lives o the distriet. and have ne
place to g Fagually powertul but quite different emetions figure in the
hogtd’s decicion to remove the superintendent, Neither the retention
of the assistants nor the remaval of the superintendent comes o the
hewrt of the matter. Both decisions focus too much attention on ane
person, the supetintendent,

We would like 1o suggest some gradual steps toward the superin.
tending team. One wauld he the adoption of the poliey of mass rexigna-
tiennws it snigthit bee i o Bodea if all assistant and associate superinten-
dents were to offer their resignations upon the appointment of 2 new
superintendent. much as cabinet officers resign when a new President
of the United States takes office. The new superintendent and the
board could accept the resignations or nat, at their discretion. If they
chaose nat to gecept some resignations, then those assistants stay on,
members of the team in a genuine political and psychological sense. If
the resignations are accepted. the immediate burden falls on the
distriet tthat is. on the bogrd) to see that those no longer on the
administrative team are gppropriately employed,

The heavier burden falls on the profession itself. for it muse
develop strategies and techniques for transferring credentials and
equity, Such a step sounds radical only because the isolation of train-
ing and certification have led to a lack of public awareness of the
complesities of school adainistration and to inbreeding on the part of
the profession. A tradition of mass resignation would give superinten-
dents a healthy jolt,

The new superintendent also ought to be able to select perhaps 20
per cent of his administrative team from outside the certified world,
that is, from among laymen. lawyers, engineers, social workers, and
others, This new pepetration inte the administrative tangle could
reinvigorate the superintendency, educate the public, and build politi-
cal support for the superintendent. These are steps along the way to a
team approach.
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The Future of the Supevintendents” Network and
PROJECT OPEN

We edo ot expeet those now govetning ddministrative training te
goo dlong with our soggestions witheut a struggle. We think “trust
busting™ i~ in order. We think that the “continning education™ now
availithle tor schoal administrators is woefutly inadequate, We think
the presseesiee trasming of administraters would benefit from competi-
tioss, aned we thiek that arranging for schoal distriets and universities to
put theit hands on the controls wauld end some of the stagnation. We
want more drastic changes i the relatively new field of centinuing
education.

Fitet of adl. continuing education is & misvomer, We will call it
teoesdrreatton, hecatse that is what is necessars it publie school ad-
tinisttators ate going to survive and grow personally and profession.
alhyv. Re-education is the aim behind the Superintendents” Network,
because thete is no point in continging anvthing that is part of the
pl‘th'm.

The premise of the Superintendents” Network. and its reason for
heing. is that superintendents are in trouble, and their training and the
avaitable continuing education are not much help. Designed as sup-
groatt sy steemits, these training and continuing education programs are in
fact millstones. A support system for high-level public school adminis-
trators must be relesant to their needs, 1t must provide a means for
them te pecognize and deal with their enviromment, the central fuct of
which i the interrelatedness of the school svstem and its surrounding
seicial svatems and subsyvetems, Re-education of this kind abolishes
false distinetions hetween trainer and trainee by reqeiring that
evervone work at defining problems and designing solutions. Re-
education tor school superintendents recognizes that locating the set-
ting for change in the superintendents themnelves is one step toward
change in the public schools. The process of individual, institutional,
aned secial chuange is contradicted Iy the notion of a “changer’” and a
“ehangee,” sinee evervotie js sgsceptible to change. The atencture of
the Superintendents” Network i« built on that premise, One-disy work-
<hope for 3 superintendents are not.

The Question of Evaluation

Inuovation and change are comples and diverse, like publie edu-
votion itaelf, and cannot, with our present knowledge of the process,
be controlled in a way that would satisfy the evaluators we have

known. David Cohen says:
1€
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. o .the process of planning, development, and testing so-
cial innovation cannat be understoud simply as a series of
intergetions in which theary is translated into practice. ftis
in addition a process of exploring what the idea was in the
first place, and finding out what it might become, Discov.
ery in as appropriate & metaphor as development.®

Ve can cde the steady spread of PROJECT OPEN-type networking
avross the country, but most of the data would not be of much use in
warding off bright-es ed ey aluators eager for instant results, In the end.,
we came hack to our origingl premise: since school superintendentx
have to answer for the state of the schools, they ought to be equipped
with at legst <ome of the tools for controlling their operating condie
tions,

Actualiy, the evaluators ask the wrong questions, as almost
eversane privately admits. The “state of the art™ in educational evalu-
ation i~ misetable. The information comes in too late to influence
decicions, but the pressure for data often forces programs into a
“quantitative” mold in which the unmeasurable must hecome
measarable or be ruled illegitimate.

Of conrse, the Superintendents” Network dike every project that
spetds public fundst must be held gecountable for its behavior, but
accountability does not necessarily have to be data-processed. The
publ.c. the schaol hoard, and the federal government have a right te
know the conditions under which the money is spent, and te what
ends. If they saw fit to approve the project in the first place, then they
have an obligation not to strangle it in ite infancy by immediately
demanding hard data.

How should the Superintendents” Network be evaluated? There
are at the present time insurmountable obstacles to objectivity, and
this ought to be recognized. The Superintendents” Network is new,
often inarticulate and unclear about its goals and methods (which are
changing!. and often unsure about what standards it ought to apply to
itself, Part of tryving out an innovation is alse trying to decide how to
evaluate it.

As the Superintendents’ Network and PROJECT QPEN grow. it
is logical to expect the tensions of the local-federal relationship to
increase. Tension rises with the stakes. Right now PROJECT OPEN
is asking questions about what went wrong with educational reform
and is tryving te enlarge the arena. so that all the social systems and
stib-systems involved in public education are past of the re-education
and readjustment process. PROJECT OPEN and the Superintend-
ents” Network are not experiments in a scientific sense. They are a
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groping effort to go heyond the limits of research. development. lec-
tures, and computer retrieval systems as a means of improving schools
and school people. They are also a new kind of federal-local relation-
ship. Essentially. the federal role is to encourage diversity, not to lead
the way. The Office of Education. in our view, shouid not be neutral,
which implies passivity. but should push for growth in new directions,
leaving the choice of direction up to the locals. Donald Schon has
written:

Government cannot play the role of “experimenter for the
nation,” seeking first to identify the correct solution, then
to train society at large in its adaptation. The opportunity
for learning is primarily in discovered systems at the
periphery, not in the nexus of official policies at the center.
Central's role is to detect significant shifts at the periphery.
to pay explicit attention to the emergence of ideas in good
currency. and to derive themes of policy by induction.?

This means that the Office of Education must live with the tension
created by leaving the Superintendents’ Network on its own. The
Office has an enabling function, and it has to resist the pressure totake
the local machinery apart te discover why it ticks.

We cannot know if the Superintendents’ Network will become
“respectable’ or who will make it so. Perhaps the AASA, the Chief
State School Officers. or the Council of Great City Schools will em-
brace its philosophy. That sort of respectability would be a virtue,
considering the hewiidering pressures on school superintendents, but
we do not want the united front of respectability to become an excuse
for inaction.

The Superintendents’ Network could create the climate for risk-
taking. so that all districts in a state could adopt. for instance. a single
position on compliance with court orders. School superintendents
could never urge their boards to “get out in front™ on desegregation.
for example. but they could urge boards to pressure the state educa-
tion agency to adopt a consistent attitude toward enforcement.® The
Superintendents’ Network might be the vehicle for weighing the ad-
vantages of such a declaration of unity. At present, no such vehicle
exists. and no unity either. beeause districts by their very structure
and charter act independently. and resist independently. Through the
Superintendents® Network school superintendents and others could
begin to understand the effects of non-compliance and resistance on

school and community.
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Until a team of superintendents is possible, and until something
like the Superintendents’ Network re-educates its way through the
urban public school systems of the country, the struggle for high
quality in the public schools will be a losing one. The issue is not just
the survival of scheol superintendents ~— even though the social learn-
ing we urge includes the lesson that superintendents are currently
being held responsible for events they do not control.

At stake is the survival of public education itself, because we
cannot continue to heap demands—often contradictory ones—upon
public schaals without tearing thewa apart. and we cannat continue to
insist that the schools do what we as a8 people are apparently unwilling
to do. The Superintendents’ Network and PROJECT OPEN are small,

tentative steps toward the healthy readjustment of the entire society.

FOOTNOTES
v Haredd Hoae 11, FPhe Care and Feeding of Superintendents,” Saturday Review
tFebruary 17, 1962, 1w, 85,

The District of Colimbia recently hired a supenntending team of two, Barbaea
Sigemuore and Nenncth Haskine, Sizemore in the Superintendent and Haskine the
Vice-Superintendent ouly because, ax che explained it. *The Boand had to know who
was {inally responsible and who would get the bigger paveheek.” Sizemore and
Haskins are aperating as s team, and one of their first tasks is, in Hankins” words, “to
flatten out the hierarchy.”

The Oukland Athletion baseball team, owner Charley Finley, and ex-manager Dick
Willisma are gowd tif time-bound! examples of the public’'s and the media's low
tolerance for conflict. Williams managed two different teams to three championships
hetween 1967-73, including consecutive wordd chamgrionships in 1972 and 1973, The
A'n 0 particalar have been embrailed in conflict plaversplaver, mangger-pluyer,
and owner-plaver. Confliet between the managet and the owner became public when
Willisme resigned ahruptly after the 1973 Warld Series. The reaction to these
conflicts has been interesting. The A’s have said in offect, ©* Why does it matter how
we got dlong off the field?” On the fiold we're professionals. and we're winning.”” The
public and the media do not seem able to accept this. A great deal has been written
abwut the QOakland teaar's hehavior, atmost all of it eritical, The implicit, and often
explicit, eriticism is that 4 *real’” team should not and would not squabble, eriticize,
ane fight in such a manner. The mildest eriticism comes out something like, "Well |
supgeme it'« all right for them, but [ xure wouldn't want my daughter to marey one,™
Apparently the Oakland fans ageee; they stay away from the hall park in droves.
Although the A« win en the field, which ie the goal in professional basehall, the
public, led by the sportawriters, cannaot gecept the ides that conflicts are inevitahle
and healthy . especially ameong a stable of highly eompetitive, high-strung, well-paid
athletic machines whose professional life span is short,

4\ report on violence in the California public schools bears aut our oheervation.
Minimizing or preventing conflict is the aim of the report s recommendations, as this
summary from Education [ S4 (December 10, 1973) makes clear:
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FOOTNOTES (Cont.)

A new report on violenee in California pubfic schoods suggests that stidents,
parents. and teachers sl disagree on the causes of sehiool conflict and violence, Inits
vear-long study, A Report on Conflict and Violence in California’s High Scheols,”
the state education department found that students helieve conflict is cansed by:
uneven application of discipline by the school staff and favoritism toward “student
government cligues,” smoking regulations. unfgir and authoritarian administration
practices. poor connseling services, lack of a student role in the decision-making
nrocess, tracking, eppressive school policies (suspension, clothing codes, ete..), and
discrimination against low-income students by ansessing fees for participation in
nchool activities. On the other hand, administrators. ceunscelors and teachems sug-
gested entirely different causes for contlict, including excessive administrative
paperwork, peor facilities, teacher disinterest, drug use, and home values, Parents,
howeser, offered still a third set of reasons for confrontations, including crowded
seherals, ban sehoal discipline, irrelevant curricula, outside agitators, and poor com-
munication hetween schoals and police.

The tuxk foree presented several recommendations for dealing with and
minsianizing sehoud viojence and conlict. Active involvement by all participants, in
the schont—administrators, counselors, teschers, students, parents and commanity
legderaeis & significant preventive measure for conflict, the report says. Parent
advisory conncils have heen formed in many commuonities as effective vehicles of
participation, giving assistance and suppeort to prevent conflict before it erupts. One
of the mast premiving practices is the growing use of group counseling to “coanl”

- troubled campuses. it says. And it offers several ideas for redueing vandafin:
student leunges and “rap rooms.” the planting of green areas and construction of
outdoor patios and other gathering areas, student-designed murals for hallways, and
redecoratic n of rest rooms under student supervision. The atudy found that inter-
group eonflict can be minimized through moere communication among students of
different ethnic origins, inservice teachers training te develop sensitivity to ethnie
differences and minority problems. and adoption of & multicultural curriculum to
include balanced presentations of the history and cultures of minoerities,

California scheol chief Wilson Riles plans to establish a “*Conflict Prevention
Resource Index. a clearingheuse for matcehing districts with developing or potential
problems with communities which have experienced simitar difficulties and have
found ways to prevent a recurrence. “Conflict in the schools is a reflection of the
conflicts in society, but that does nat excuse the schueals from their responsibititios ™
Riles says. “Sehouls must not function in ways which contribute to conflicts in the
('uunlr}'."

8 The ehment thing to 2 natienal plan i« the AANA's Retirement Plan, established eight
years age. It is intended to supplement social security and other retirement plans,
Under the plan. employers contribute by reducing actual employee salary or by
diverting a salary incregse into the retirement fund. Retirement ix usually at 65,
although benefits can begin at 533, The plan provides for portability, “Participating
members whe transfer from ane employer to another will take the total vatue of their
annuity with them regardiess of how long they have been employed. It is hoped that
the new employer will continue to make the eontribution on your behalf, thus
permitting your retirement plan to remain intact.”

Q . o
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FOOTNOTES (Cont.)

David K. Cohen, “Social Experiments with Schools: What bas Been Learned?”
Center for Educational Policy Research—the Brookings Institution July, 1973, p,
24,

Denald A. Schon, Besond the Stable State (New York: N aton. New York, 1971, p.

-e
té

The Superintendents’ Netwaork is concerned with desegrogation to the extent that it
is & major issue in public education. Public schools have been told to do what the
larger saciety seems unwilling to undertake, and public education is being
serutinized as neverhefore. Superintendents feel the heat, and that is often reflected
in petworking sessions. Superintendents at a networking session generally begin by
talking about their own survival, Gradually they discover then that not even hanging
tugether prevents them from hanging separately. New and better interaction with the
rest of the world sounds like a simplistic preseription for survival and positive
vhange. but it works. The Superintendents’ Network ix committed to that prescrip-
tion.
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SOME REFORM ATTEMPTS

The current interest in the training of educational administrators
dates back to the late 1940°s and early 1950°s, when the Kellogg
Feundation underwrote exploratory studies and a large-scale im-
provement program. This apnendix discusses a number of the larger or
more recent efforts. The list is not inclusive,

1. The Seven University Consortium Project

The best known of the reforms in training educational adminis-
trators is the Seven University Project, now the Seven University
Ceonsortium Project. The program was set up by the Foid Foundation
in 1968 to help prepare superintendents to cope with the emerging
problems of urban schoof administration. Enough universities were
interested in reforming their own training programs with Foundation
money. and Ford ultimately funded proegrams in seven major univer-
sities, buth public and private.

This is how the Consortium describes itself:

The Consortium for Educational Leadership was in-
corporated as a not-for-profit Corporation in the State of
Itlinois on May 24, 1973. Its membership includes seven
major institutions of higher education in the United States:
Atlanta University, the University of Chicago, Claremont
Graduate School, Columbia University (Teachers College),
the University of Massachusetts, the QOhio State Univer-
sity, and the University of Pennsylvania.

Financial support for the initial work of the Consor-
tium has been provided by a grant fram the Ford Founda-
tion, with the University of Chicage acting as fiscal agent.

The purposes of the Consortium are: to train educa-
tional leaders; to promote cooperation among the seven
institutions which train educational leaders: to assist in-
stitutions which seek the services of qualified persons; and
to conduct research related to leadership training and prac-
tice,

Within the context of these purposes. five priority areas have been
identified by the Board of Directors:

(1) Placement: Effective placement of students in intern-
ships (when desired) and jobs from which leverage for
creative change can oceur.
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(2) Cadre-building: Growth of collegial relationships
among students on the various campuses. as well as
with alumni now working in the field, to provide sup-
port for leaders who are bringing about change and who
need assistance.

(3) Sharing Intellectual Resources and

(4} Diminishing Faculty Parochialism: Opening up the
human and material resources of each campus to stu-
dents and faculty on the other campuses. in such ways
that individual needs are satisfied and interaction en-
hanced.

5V Problem-oriented Research: Focusing of research ef-
forts on the political and training issues of the Consor-
tium and upon the particular problems of leaders who
are interested in the reform of public school systems.

Each of the Consortium membets actively recruits educators who
are sensitive to the needs of the alienated, both metropolitan and rural,
and gives them the skill and competencies to serve these groups.

The office of the Consortium is located at 5801 South Kenwood
Avenue, Chicago. HHinois 60637 (312-667-8585-6). Dr. R. Bruce
McPherson is Executive Secretary and Mr. Columbus Salley is Deputy
Executive Secretary of the Consortium.

2. The National Ed.D. Program for Educational Leaders

The Ford Foundation has been indirectly involved with a con-
troversial “external doctorate” program at Florida's Nova University.
The Foundation made a planning grant to enable this program to draw
up a curriculum outline and a process evaluation of its program for
school administrators. The Nova Program has come under attack,
most recently in the November, 1973, Phi Delta Kappan, as a *di-
ploma mill” or a *cheap” docterate. Those interested in the con-
troversy.are directed to Nova's response (in the February, 1974, issue
of the same magazine) by Dr. Donald P. Mitchell, director of Nova's
Natioral Ed.D. Program for Educational Leaders.

That Ed.D. Program describes itself in this fashion:

The Nova University National Ed.D. Program for Educa-

tional Leaders — a new program for improving leadership

in the elementary and secondary schools of the United

States is designed to:

+ develop persons already in administrative roles in
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the achaols to assure that leadership improve-
ments attained by candidates are felt in the
schools immediately — and not add to the over.
supply of trained persons for jobs that probably
will not exist,

focus on real-life situations and real job problems
by using the schools as real laboratories — and not
by pulling participants out of the system to spend
time on university campuses and then be rein-
troduced through artificial “internships.”

make maximum use of the top talents of outstand-
ing scholars and practitioners drawn from the uni-
versities and educational systems of the entire
nation — and nét presume that any single univer-
sity or system in isolation is able to provide the
level and diversity of talent needed.

provide a national point of view through systematic
interaction with those from other areas and back-
grounds to mitigate the provincialism now present
in local school systems and loeal universities —
and not to reinforce inbred attitudes.

work through a suppertive mechanism — the clus-
ter (hoth local and national) — where candidates
aid one another in a professional manner — and
not encourage competition in isolation for indi-
vidual trophies.

operate a total program involving a significant
number of peers in both individual and group ef-
forts — and net bits and pieces where each person
alone shops around from university to university.

provide support and help te participants beyond
the period of actual involvement in graduate work
~~ and not communicate only for alumni funding
events.

assure its financial continuance as a program by
providing its essential elements through the tuition
paid by its working candidates — and not depend
upon the whims and fancies of governmental or
philanthrepic groups’ support for survival.
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e offer a unique national laboratory for the rescarch
and development interets of the participants, local
and state authorities, foundations and others in-
terested in the improvement of the schools, by
keeping the emphasis on growth and change
throughout the system — and not by placing a
research cachet on existing systems.

¢ keep testing whether the program is fulfilling its
purposes in the real world — and not assume that
meeting standards in treatises based on theories is
the only read te credibility.

Nova University attained its accredited status at the end of
1971 from the Southern Association of Colleges and Schools. The
Southern Association had spent three years studying “non-
traditional study programs" and thus was receptive to external
degree proposals in December, 1971, The program was announced
to the education field in January 1972, By June of 1972 eleven
clusters were in operation. There were 31 at the end of 1973,

Among the requirements for successful completion of the Nova
Ed.D. Program are the following: each participant must demon-
strate competency in each of eight substantive areas. Participants
are helped to develop their competencies in these areas through
all-day seminars with Natienal Lecturers, specially prepared study
guides. local cluster activities, and study group activities; they
must also devote a great deal of time to independent study.

The study areas are designed to provide participants an oppor-
tunity to gain conceptual skills and substantive understanding that
will assist them in providng leadership to schools and school sys-
tems. The primary goal of improving the leadership of school ad-
ministrators provides a rationale for content and pedagogy as-
sociated with each study area. Similarly. all persons seeking
graduate preparation who are interested in a career as a basic
researcher or specialist in education technology. for example, will
find other graduate programs more appropriate.

Formal instruction in the program is provided by National
Lecturers. Work in each study arc a lasts three months and includes
three all-day seminars with National Lecturers. The Senior Na-
tional Lecturer in each study area is responsible for designing the
area of study. identifying and monitoring the Associate Lecturers,
and evaluating the participants.

. b
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While the lecturers present much substantive information, they
ctpliasize development of perspectives and understanding that help
the cluster and participants to move ghead on their own, Local clusters
and individual participants have much opportunity to shape their own
leaming experiences in each study area. They inform lecturers of foei
within the study area especially relevant to the cluster; they use special
cluster funds to involve local expents in the instuctional program; they
develop or purchase special materials or equipment and they use one
another as a resources by forming task-oriented study groups.

Participants are formally evaluated on the basis of examina-
tions, projects, or papers. The common characteristic of the evalua-
tion procedure is that they emphasize analytie, interpretative, and
conceptual skills rather than information recall. Instruction and
evaluation procedures are increasingly process-oriented. When
appropriate however, participants may test aut of a given study area
by working out a suitable evaluation procedure with the Senior
National Lecturer.

A Pass-No Pass System. Each participant must pass all eight
areas. In no more than two of the eight areas, under all special
circumstances, a participant may request an alternative evaluation
from the Nova staff. In such casex it is the participant’s responsibil-
ity to propose and justify the alternative procedure. and to complete
it to the satisfaction of the Nova staff,

The alternative evaluation procedure is not easier than a regu-
lar exam: it must result in persuasive evidence of a participant’s
competency in the study area. There is ne stigma attached to
success through an alternative examination.

3. The National Program in Educational Leadership

Mid-Career training is the approach taken by the National Pro-

gram in Educational Leadership (NPEL). which began in 1970, and is
supported by the U.S. Office of Education. NPEL seeks to recruit into
education those whe have already been successful in other fields but
now want to work full time in education. Five universities, a commu-
nity college. and the North Carolina State Department of Education
are the participating institu?:ons: Ohio State University, Claremont
Graduate School, City University of New York, the University of Texas
at Austin, Northwestern University, and Navajo Community College
(Chinle, Arizona). Ohio State is the coordinating institution.
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Approximately five candidates are selected annually at each in-
stitution for a two-vear program. Stipend (ap to $18,750) is based on
past salary and need. NPEL believes that after two years of study. the .
Fellows will be able to abtain meaningful positions in education,
though not necessarily as superintendents.

According to Creamer and Feld. in a pamphlet “*Some Innova-
tions in the Training of Educational Leaders.” (The Conference
Board, New York, 1972, p. 49, NPEL is not a degree-granting pro-
gram, though it is university-affiliated, Because the student involved is
a mature professional, the content of the program for each individual
varies depending on his background and interests, He is assisted in
this planning by the director in charge of the program at each center.
All facilities of the educational center involved are available to the
Fellows. However, they are encouraged to arrange interviews and
internships at various educational and community agencies and or-
ganizations, Fellows meet to discuss their experiences and suggest
possible interviews with persons whe can widen their knowledge of
education and provide them with new perspectives.

Because no degree is to be awarded, and because the Fellows will
not have “gone through the ranks' before entering the educational
system, great effort is being made to obtain the support of various
people within the system, to keep them informed of the process of
NPEL. and to solicit their ideas on how to improve and strengthen it.

4. The Education Professions Development Act

Part F of the Education Professions Development Act of 1967
{EPDA) provides for leadership training in the vocational education
field. Fighteen universities have set up programs and qualified for
federal funds. The stress has been on diversity of studies, including
liberal arts training. and on intemnships. A typical program is de-
scribed below:

The doctoral program at Rutgem is divided into four seg-

ments: the Core. Selected Area Course work, the Intern-

<hip. and the Dissertation.

The Core segment consists of six basic areas: vacational-
technical education. educational foundations, psychology.
sociology. economics, and research methods.
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Must students in the Rutgers program attend on a part-time
baxis. but EPDA Fellows are required to be full-time stu-
dents. For the 1970.71 school year, 17 EPDA doctoral
candidates were chosen, Ax a4 whole. however, there are
128 students in the Rutgers doctaral program.

EPDA Fellows receive a stipend of 83,500 per academic
year (maximuim of three years) plus an allowance of 8400 for
each dependent. Additional funds are available for sum-
mer study. Each university in the program receives $2,500
per vear plus 8600 for summer work for each student. This
amount is reduced by any tuition charges paid by the
student, (Creamer and Feld, pp. 48-49)

3. The National Level Internship Program
The University Councit on Educational Administration (UCEA)
sponsors a National Level Internship Program. which it thus de-
scribes:
The National Level Internship Program is currently accepting can-
didates for the 1974-75 academic vear, which will be the second
vear of operation for the program. The NLIP is sponsored by a
special project grant of the Division of Training Programs, Bureau
for Education of the Handicapped. United States Office of Educa-
tion.

The program has several objectives, They are as follows:

To achieve a national perspective on education

2. To acquire understandings of change strategies used
by national agencies

3. Teoparticipate in change strategies and other functions
performed within national agencies

4. To abserve government and private agencies interact
at the national level

5. To assist individuals in clarifying their career goals in
terms of a national perspective

A theme underlying the entire National Level Internship Program is
the integration of the fields of general and special education. During
the last four years, UCEA has become involved in a consortinm of
departments of general and special education in universities across
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the country. The consortium is designed to assist integration of the
two fiekds to the extent that departiments of special education can
learn more about the field of administration and departments of
general education can become aware of the problems of the special
educator.

Candidates for the National Level Internship Program are drawn
from buth general and special education or related fields, and are
epected to have completed or be near completion of the doctorate
in these areas, In order to facilitate the integration notion of under-
Iving theme of the program. interns whe are receiving their docte-
rates in general education administration are offered the apportu-
nity to be placed in agencies having a major responsibility for
pecial education. Interns whe are receiving doctorates in special
education ay also he placed in organizations which have a more
general leadership orientation. Special education agencies which
have or are going to participate in the program are the Bureau for
the Fdueation of the Handicapped. the Council for Exceptional
Children, the National Association of State Directors of Special
Education, and the Secretary’s Commission on Mental Retarda-
tion. General education agencies that have or will participate in the
program are the Council of Great City Schools, the National Insti-
tute for Education: the American Association of School Adminis-
trators. the Association of Chief State Schoul Officers, and the
National School Public Relations Association.

Interns are provided the opportunity for periodic seminars that
wupplement their internship experience. These seminars help in-
terns to gequire learnings external to the agencies with which they
are involved. as well as provide the interns the epportunity to share
experiences along the line of integration of general and speeial
education administration.

The evaluation of the program is being conducted by Dr. C. Brook-
tvn Derr of Harvard University, Dr. Derr has conceptualized an
organizational evaluation design which consists of both {formative
and summative evaluation. Formative evaluation i defined as ongo-
ing information which is constantly and periedically collected,
analvzed and fed buck into the system in order to help develop and
maintain consistency or congruence of expectations between in-
terns and their supervisors. This type of evaluation is often over-
looked within the normal evaluation designe of many programs,
Summative evaluation is defined as more long-term terminal types
of evaluation and is more typical of the common evaluation design.
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6. There are also several new. university-based programs: a “univer-
sity witheut walls™ at Fairleigh Dickinson and Harvard's Administra-
tion and Social Policv Programs deserve special mention, as does
Yale's Mid-Career Program in City Schosl Administration. The latter
i* a one-year non-degree program for between 10 and 20 high-level
administrators who receive leaves of absence and up to $15,000 geave
pay and stipend combined). The Kellogg Foundation has provided a
five-year grant with the expectation that Yale will provide from its own
funds as the grant decreases. Creamer and Feld describe the program;

Half of the program is tailored to the needs of the individual
student using university resources. The other half (2
cotirses) is & common program involving all students.
Common Course 1 is a colloguium — extending over the
vear — in which major problems in city schools are dis-
cussed. Lecturers from inside and outside the university
speak and readings are assigned. The lectures are mul-
tidisciplinary. involving such fields as psychology,
eeonomics, philosophy, sociology, political science, and
law. Common Course 2 is an intensive seminar each
semester consisting of all aspects of one topic . .

For the individualized portion of the program students take
over available seminars at the university according te their
particular interests. The candidates come into the program
with some problems from their own school system and
these are te be worked cout during the time of study. In this
connection they meet to discuss Advanced Problems in
Administration. (Creamer and Feld. p. 57).

Erwin Miklas, in *“Training-in-Common for Educational. Publie.
and Business Administrators™, (UCEA Series on Administrator Prep-
aration, Danville, Hlinois. 1972, pp. $0-43), discusses several joim
programs and makes special reference to Stanford University's Joint
Program in Educational Administration, a venture involving the
Graduate School of Business and the School of Education. This pro-
gram. and roughly similar Business-Public Administration combina-
tions at Cornell University and York University in Toronto, offer a core
of common courses. Miklos also discusses, with reserve, some man-
agement programs that claim to be preparing people for careers in
public and private organizations. He puts new programs at
Camegie-Mellon (1971). Yale (1971) and the MIT Slean School of
Management (1971) in this category.
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7. A Program to Retrain Principals

The Carnegie Foundation is underwriting # twa-year program for
the retraining of principals in Massachusette. The Educational De-
velopment Corporation (RDBCH of Newton hopes to train ‘ahout 60
principals each year with a §350,000 grant, while at the same time
building a base of public support for the program, Dr. Charles Brown.
the project manager, feels that the program can do what the univer-
sities have fgiled to do. It s uneonscionable that schools of education
east their graduates adrift, but they do, Perhaps the schools of eduea-
tion aren’t capable of meeting the needs of school administrators.”™
Brown has experience and perspective: he worked at Ford on the
design of the Seven University Project and then directed the initial
altempt at their conperation.

Brown feels that principals need g goond deal of help, although he
atres=es that the EDC project will not tell principals how they ought to
be re-trainsed. We will ondy be working with principals who want help.
He or <he will work aut with us the diteetion the program will take.™
Brow n ensisions that prineipals will want to chart “adaptive™ plans for
the future. to study and learn from the past. and to cope with the
contradictions of being a public and a private figure simultaneously,
“Principals live by crisin management.” Brown observed, “They
rarely have the time or the personnel to allow them to loek through
problems at the larger picture, Some don't have the inclination. it's
true. hut we want to help those who do.” (Personal interview. July.
1973y,

8. The National Academy for School Executives
The AASA's National Academy for School Executives describex
itself in thisx fashion:

The Academy operates upwards of fifty to sixty programs of
varving length each vear, Generally speaking. these programs are
directed by a member of the NASE staff: about a third are directed
each by the NASE consultant. William Curtis and the NASE as-
sociate director. Richard Morrow: of the remaining third. the pro-
grams are about equally divided among the NASE director, Louie
Zeven. NASE interns who serve with us on a one-year assignment.
and a few “outside” directors, such as Forrest Conner, recently
retired executive secretary of AASA,

The Academy opened the doors onits first sessions in the fail of
1968, and since that time the Academy has operated 152 programs
for 4,314 participants,
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Of those participants, a little more than a quarter are school
superintendents. Initially — in 1968 through 1970 — the percentage
of participants who were acting school superintendents hovered
around 40 per cent. Since we adopted a new, broader mailing list in
1972, the percentage of superintendents has dropped to about 26
per cent. and the percentage of other categuries of administrators
has increased.

The Academy operates three different kinds of workshops
varying in length. The most common type of program offered by the
Academy is its Seminar which lasts from Monday morning to Friday
noon. The cost of a seminar to a member of AASA is $225 for
registration. materials and instruction. In addition. the Academy
alse offers role institutes for men and women new to their positions,
skills institutes for administrators who seek to develop a specific
skill. and orientation institutes for administrators who wish a
broadly sketched understanding of a major issue in education. Each
of these institutes is one and a half or two and a half days in length,
and the costs vary slightly from $100 to $150 to AASA members.
Again. that fee includes costs of registration, instruction and mate-
rials.

Beginning in early 1974, the Academy will also offer one-day
programs designed to take very quick looks at emerging proi.. - s in
education. These will be substantially less in cost. although we
cannot at this moment accurately indicate the exact level of the
cost.

Neormally costs for attending the Academy program are paid by
the administrator's own school district. There are instances where
these costs have been absorbed through federal project funds. or in
some cases, have been paid personally by the man himself. Nor-
mally, however, the district absorbs expenses.
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THE SUPERINTENDENT’S NETWORK:
SELECTED SITUATIONS

SITUATION 1

BACKGROUND: Assumne that you are the superintendent of a
school syscem and you have an assistant superintendent who is per-
forming well in most areas of his job, but his achievement in one area is
below standard. Assume that you and he in previous discussions have
agreed upon specific output goals, (e.g.. the interaction of new cur-
riculum units across the system, inservice teacher training. etc.).
These were discussed carefully and plans were made to achieve these
goals with agreement on the step-by-step process involved. About a
month ago. vou met with vour assistant and found that he was not
attaining the goals. They were again discussed and revised slightly
downward, and there was an agreement that they could be achieved.
You now learn. through an internal reporting system, that the goals are
heing missed significantly. You are now talking to the man and he has
said that he has a variety of problems in achieving the goals. but there
really is no change in his situation. He just doesn’t know why he is
unable to get the results and expresses real concern. You as the
superintendent (system) must select a strategy to deal with the assist-
ant superintendent (environment) regarding the successful perform-
ance of a variety of functions (goal) and. while this process has been
going on, completion of at least ene of the tasks has become urgent.

RESPONSES TO SITUATION 1

RESPONSE A: Accept the fact that it's a tough job and everybody
hits rough spots. Try te give him support and reassurance and, at the
same time. show a willingness to explore other ways in which he might
strive toward goal achievement.

RESPONSE B: Dig more deeply into the specific causes for difficul-
ties. Try te build joint understanding of what's needed. Explore any
additional alternatives that are uncovered. Strive for commitment
toward improvements,

RESPONSE C: Point out te the man he shoud continue to develop
alternatives and necessary plans to move back into line with your
jointly agreed-upon objectives and also make it clear that some kind of
step will have to be taken if improvement doesn’t begin to emerge.
(That is. depending upon the specific case. point ut that he may be
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transferred to a less sensitive job, or into an area where he has more
chance te develop before heing assigned additional responsibility, or
in an extreme situation, he might even be terminated.

RESPONSE D: Use vour own experience and any data available to
point out ways in which he might improve and achieve his goal.
Hlustrate to him some of the advantages of new and better approaches
to the problems he faces. Point out some of the possible henefits tohim
over the long pull,

SITUATION 11

BACKGROUND: The Board of Education in a small. primarily upper
middle-class community has decided to institute a program of com-
munity use of school facilities. It develops over thic course of the year
that several things happened. One is a severe cut in the budget
allocations as a result of a defeat of the bond issue. Secondly, there's
quite a bit of <ocial unrest in the community. with some violence
breaking out. particuiarly some of an interracial nature in a small
downtown area. Also, the initial efforts at this kind of program have not
been well received by quite a few parents who at the moment are “up
tight” about the violence. As the Principal of the largest scheol facility
you have been asked to advise the Board (System) on the most appro-
priate course of immediate action for it to take with regard to the new
program (goal) in this community (environment).

RESPONSES TO SITUATION 11

RESPONSE A: [ don't think it makes much sense to push forward
with this at this timc, We are short of funds, there is unrest in the
community. and some people are expressing concern about a climate
of violence. Rather than make a big issue about expanded use of school
facilities we probably should face realities and lot it lie for a while. If
and when funds are made available we may want to reopen the issue
and push for the adoption of vur plan.

RESPONSE B: If we let people in the community dictate when and
what programs to develop, pretty soon we won't be able to initiate
anything. I recognize that there is some public unrest and that we are
faced with financial problems. However, moving ahead with the pro-
gram will in fact provide us with an opportunity to build better under-
standing with the community and the interrelationships between them
and ourselves.
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RESPONSE C: As usual we are forgetting to think about the kids
themselves and their parents. Why not work with them in trying to
solve this prublem? We might attempt to problem-solve with them
about the lack of funds and the causes and realities of community
unrest. My own suspicion is that a useful program could be developed
out of this. Let's not rigidly stick to what we are propusing to do, nor
give the impression that we are giving up on a mutually advantagecus
propaosition.

RESPONSE D: Under normal circumstances I think your program
proposal is the right one, but there are more critical efforts needed now
to resolve some of the conflicts in the community. We literally do not
have the money to provide the kind of bus service or back-up funds for
community activities, or for tours and trips. I simply suggest that we
not create & big flap over an issue that is probably gving to blow over in
a week or o anyway. I don’t see much point in attempting to engage
with the community or the kids and risk escalating the already touchy
situation that exists.

SITUATION 111

BACKGROUND: A study group comprised of parents, elementary
school student representatives, teachers and university personnel
(system), has been assigned responsibility for developing a program
called “Getting to Know Your Community™ (goal) for implementation 9
months from now. The program is to be designed for youngsters
between 9 and 11 years of age, although it might be used with older or
younger students later on (environment). One member of the groups
suggests that "“getting to know your community’’ means moving out
into the town or city and learning more about its libraries, its public
institutions, its roads, buildings, etc. Someone else points out that the
program might also be used to learn something about geography and
economics. In attempting to structure the program, group members
begin to express how they feel about the group of children who might
be invelved. As the chairman of the group, which strategy do you think
the new program should reflect in its approach to the students?

RESPONSES TO SITUATION Il
RESPONSE A: Children of this age don't have very much informa-

tion about the community on any organized basis. I think we should
carefully set up specific expectations and goals and then develop
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projects designed to fill in the gaps that are likely to exist in the group
and at the same time let them build upon what they already know.

RESPONSE B: Today's kids know an awful lot. They watch televi-
sion, they're vut in the community all the time. I think we ought to let
them specify what they're interested in and then work with them to
arrange projects including tours and visits to fitin with their interests.

RESPONSE C: I'm a little uneasy about having this group settle the
major aspects of the program and the design of what should be done. It
seems to me that all of us have lived in the community for a while and
that each of us has had unique experiences and knowledge which
could be used in the situation. For instance, we might want to suggest
that the group g somewhere that it has never been aware of or
encountered. I think all of us should try to take part in determining a
variety of ways on how this program might be organized and de-
veloped. Some of these ideas could then be presented to the students
themselves so that they can respond and werk with us to develop a
program that represents a truly joint effort.

RESPONSE D: I think we're making too much out of this program. |
don't think we can expect the students to be enthusiastic about a
program that may seem irrelevant to them. If you think back on your
own lives, you probably remember how most of us had to really learn
from experience and then pretty much decide on how we are going to
tune in or out of the community.

SITUATION IV

BACKGROUND: A white secondary school principal has recently
been transferred from a predominantly Angle school to a predomi-
nantly black school. Although the teaching staff is still largely Anglo,
the proportion of black teachers has been increasing. Early in his
career at the school, the principal has received a numbes of subtle, and
some not so subtle. signals regarding concerns of his teaching staff
about his responses to the black students. One of the Anglo teachers
confronted him with: ~You'll have to lower your expectations here:
this is not the same as a white school,™

RESPONSES TO SITUATION IV

RESPONSE A: There are standards to be met. If we need remedial
sessions for students. we'll have them. If special sessions are needed
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to help the staff hetter to cope with any particular problems, we'll
arrange for them. | think we have an obligation to attain standards
established for the school system.

RESPONSE B: Before taking any specific action, I'd like to get more
information about student performance, standards that we've been
applying, teacher expectations, and where there seem to be problems.
Then we can consider remedial programs and the whole question of
appropriate standards.

RESPONSE C: The school seems o have been running well so I'm
not inclined to change what all of you have been doing.

RESPONSE D: | want to get more information about student
performance and teacher expectations. If the staff thinks that the
students need to be judged according to semewhat lower standards, |
can accept that—given the disadvantaged environnent from which so
many of our students have come.

SITUATION V

BACKGROUND: You are the school superintendent (system) in a
major mewropolitan city (environment). In similar size communities
throughout the nation, there have been numerous instances of political
pressures. court actions and/or demenstrations to bring about changes
in treatment for members of minority groups (goal). For a variety of
reasons. some of which are not clear to you. there has been very litile
action of this sort aimed at your school system. Part of the reason may
be that both the city, and you in your school system. have built truly
professional and competent staffs which have good reputations. How-
ever, there may be some factors relatively unique to your Jocal minor-
ity groups which you are aware of.

Keeping in mind both the national trend and your system’s experience,
you would:

RESPONSES TO SITUATION V

RESPONSE A: Do nothing at this time regarding your personnel
policies and practices.

RESPONSE B: Keep alert to any signs of a similar pattern beginning
in your city to respond to any incidents before they develop into a
large. issue.
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RESPONSE C: Quietly initiate an internal study, using only your
own immediate staff, to review your policies and procedures with
specific attention being given te recommendations for changing
policies so as to avoid issues which have raised problems elsewhere.

RESPONSE D: Contact key and knowledgeable community rep-
resentatives, including those from minority group organizations. to
discuss whether a joint citizens and departmental audit and review of
personnel policies and practices would be desirable.
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APPENDIX C: 125
THE DESIGN AND INFORMATION CENTER
OF PROJECT OPEN

The Design and Information Center (DAIC) of PROJECT OPEN pro-
vides certain kinds of strategic information, and ways of securing such
information, to PROJECT OPEN networks, especially during the
initial stage of each network’s development. Unlike other information
centers, this one is not a collection of solutions to be matched with the
perceived problems of educators. It is not an ERIC.like repository of
reports of research and other experience related to education. Rather,
it is information — both subjective and objective — coming from the
“action research™ of each specific network and for strategic use in the
action training of a netwurk,

The kinds of facts dealt with by the DAIC may be technical (e.g..
demagraphic data on an ethnic minority), but are more likely to reveal
the point< of sensitivity between two systems in inters etion, the points
of resistance, the points of immediate and future action. For network
participants whe share a commeon role (principals of newly integrated
schools, for example) the DAIC might well supply daia — including
individual and group perceptions — on unifying the group, identifying
possible courses of action, confirming and legitimizing felt needs. and
increasing the willingness to take risks. Very particularly, the informa-
tion system seeks to facilitate the examination of programmatic and
behavioral alternatives.

DAIC information is viewed and used as an e..ergizing force in the
networks to strengthen the participant systems’ power and courage to
act.*

The DAIC does not disparage or underestimate the usefulness of the
usual hard research data. Its posture however, is that there is an
overload of such information on many pedagogical issues (e.g., the
report of a successful demonstration elsewhere) and that to attempt to
use it at points of potential conflict will divert attention from the larger
issue: designing strategies of interaction among systems which are
normally closed to each other but which. nevertheless, depend upon
each other.

*The concept of information as energy can be clarified by examination of *Weight
Watchers™ and ** Alcohulies Anonymous.”™ In esch of these successful “networks it is
information. strategically exchanged. which provides the enesgy needed by the par-
ticipants to prevail. A more powerful example is the immense, uncontrollable energy of
rising expeetations. which has its sotree in the instant exchange. by TV and ather
media. of informatian about how the other half thoth halves) lives, and what everyone,
everywhere is getting away with.
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The word “design” is included in the name of the Center because it is
through probing into the initiating system and its immediate environ-
ment and constituencies that the Network gets started. The first step
may be a tenative survey. by questionnaire or interview, to reveal
points of concern, sensitivity, and resistance, It may, for safety’s sake,
deal at first with a fictitious case study or a distant analegous situation
rather than with the real system or systems. The surveys may probe at
first only within the protecting boundaries of systems which are
homogeneous by virtue of the identity of role of ail Network partici-
pants. Later. the surveys will probe other systems that interface with
the original system and are in some degree in conflict with it. This is
the “heterogeneous™ maode.

Thus. the design and information system of PROJECT OPEN pro-
vides data of special kinds to facilitate and accelerate the Networking
process, i.e., the process by which systems learn how to learn continu-
ously about themselves and about the systems and constituencies
which impinge upon them, The goal for all its readjustment: self-
knowledge and self-evolution, rather than self-defense and confronta-
tion. A system — a person, an institution, a government — is
nourished. energized. only outside itself.

The Design and Information Center is not meant to serve the Networks
of PROJECT OPEN throughout the entire course of each Network’s
exintence. It will help to initiate a network. help it to achieve its own
dexig. (strategies): thereafter each network is expected to do its own
probing in response to its own needs for information and interaction.

The DAIC is at present operated by Educational Systems and Designs,
Ine.. in Westport, Connecticut, under subcontract to grants made by
the U.S. Office of Education. It has done surveys and other probing
related to specific networks, by questionnaire and by interview, with
some of the latter presented on film. Much of the accumulated infor-
mation is potentially useful to other networks. Inquiries are invited.
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