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ABSTRACT

The Superintendent of Pennridge School District in
Bucks County, Pennsylvania, evaluates the local district
administrators for merit pay twice a year based on management by
objective concepts. Working individually and in teams, the
administrators develop common and individual objectives. These
objectives are assigned point values by secret balloting and
averaging the results. Each administrator can earn a maximum of 1,000
points, with 750 for day-to-day activities and 250 for special goals.
The superintendent and his assistant evaluate the administrator's
goal achievement and can award up to 5 percent of the base salary as
merit pay for high achievement. The system is founded on a strong
team-management concept. (LW)
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PENNRIDGE SCHOOL DISTRICT

REMARKS FOR _M.B.O. - NSBA CONVENTION, 1975

THE TITLE OF OUR CLINIC IS "HOW TO EVALUATE ADMINISTRATIVE STAFF: RECOGNIZING

GOOD MANAGEMENT",
APPROXIMATELY FOUR YEARS AGO, AS A FIRST-YEAR SUPERINTENDENT IN THE PENNRIDGE

SCHOOL DISTRICT IN BUCKS COUNTY, PENNSYLVANIA, I WAS CHAIRING A COMMITTEE OF
ADMINISTRATORS AND BOARD MEMBERS WHO WERE TO DEVELOP A NEW SALARY SCHEDULE PROCEDURE

FOR OUR ADMINISTRATCRS. THE ONE POINT CONTINUALLY BROUGHT FORWARD IN OUR DISCUSSION,

WAS THAT SOME ADMINISTRATORS SHOULD BE PAID MORE THAN OTHERS, EVEN THOUGH THEY HAVE

THE SAME BASIC RESPONSIBILITIES. FOR EXAMPLE, IF YOU HAVE AN FLEMENTARY PRINCIPAL

WHO IS DOING AN OUTSTANDING JOB, HE SHOULD BE ABLE TO EARN A BETTER SALARY THAN AN

ELEMENTARY PRINCIPAL WHO IS DOING A MEDIOCRE JOB, IN ESSENCE, WE WERE TALKING ABOUT

MEP.IT., AS A RESULT, I IMMEDIATELY BEGAN TO DEVELOP A METHOD FOR ARRIVING AT A

DETERMINATION AND RECOGNITION OF GOOD ADMINISTRATIVE MANAGEMENT, AND ALSO REWARD THE

ADMINISTRATOR WITH EXTRA PAY FOR THE DEGREE OI' SUCCESS AND EFFORT PUT FORTH IN SCHOOL

MANAGEMENT. THE METIIOD FINALLY DEVISED 1S NOT REALLY NEW., IT HAS BEEN USED IN INDUSTRY

FOR MANLY YEARS. IT HAS JUST RECENTLY ARRIVED ON THE EDUCATIONAL SCENE AND APPEARS TO

BE SPREADING VERY RAPIDLY. I AM TALKING ABOUT "MANAGEMENT BY OBJECTiVES", OR M.B.O.,

AS' IT IS MORE COMMONLY KNOWN. MOREOVER, I CONCLUDED THAT IN ORIER TO MAKE MANAGEMENT

BY OBJECTIVES REALLY WORK, TT ALSO NEEDED A NEW TEAM APP,’OACH TO SCHCUL ADMINISTRATION,

THERE ARE A NUMBER OF REASONS WHY MANY SCHOOL DISTRICTS ARE MOVING IN THIS

DIRECTION---THE DIRECTION OF MANAGEMENT BY OBJECTIVES. THE TWO MOST IMPORTANI REASONS

APPEAR TO BE "ACCOUNTABILITY" AND "TIME",
DURING THE PAST FEW YEARS WE HAVE BEEN HEARING MORE AND MOﬁt ABOUT ACCOUNTABILITY.

ACCOUNTABILITY IS PURE AND SIMPLE EVALUATTON, AT A RECENT PSBA MEETING JOSEPH ORAVITZ,

PSBA "1IRECTOR OF RESFARCH AND MANAGEMENT, MADE THE FOLLOWING REMARKS: "EVERYONE IS

EVALUATED AT SOMETIME DURING HIS LIFE, FDUCATORS AND OTHER EMPLOYEES 1IN THE SCHOOL
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SYSTEM ARE REALLY NO DIFiRENE FROM ANY OTHER SEGMENT OF THE WORKING PUBLIC WHEN IT
COMES TO EVALUATION OF THELL WORK EFFORT, OR AT LEAST THEY SHOUL! BE NO DIFF'RENT. ALL
OTHER PROFESSIONS, TECHNICAL, MEDICAL, LEGAL, ETC., COME UNDER SOME FORM OF FORMAL OR
INFORMAL EVALUATION, EVEN THE EFFORTS OF THE SCHOOL BOARD MEMBERS ARE EVALUATED AT
THE POLLS DURING LLECTLICN TIME, ULTIMATELY, SOMEONE MAKES A JUDGMENT ON THE PER~
FORMANCE OF OTHERS,  FOR LXAMPLE, TEACHERS JUDGE PUPILS, ADMINLSTRATORS JUDGE TEACHERS,
BOARD S JUDGE ADMINTSTRATORS, AND [HE PUBLIC JUDGES THIE: BOARDS. AN INTERESTING PARADOX
EXISTS 1IN EDUCATION WHEREBY ‘1RACHERS WHO REGULARLY JUDGE STUDENTS, FEEL THREATENED
WHEN AN EVALUATION OF THLIR EFFOKRTS 1S SUGGESTED, 1 MIGHT ALSO POINT OUT, THAT IN
MANY CASES, AN ADMINLSTRATOR MAY FEEL JUST AS TUHREATENED WHEN HE IS JUDGED OR RATED
BY HLS SUPERINTELNDENT OR SCHOOI, BOARD,

SOME SAY THAT ‘IHE CRITERIA FOR EVALUATION CAUSES MORE CONCERN THAN THE ACTUAL
PROCESS ITSELF.  THIS IS PROBABLY TRUK, AND 1S WY, IN My OPINION, TIAT 1T IS VERY
INPORTANT THAT THE EVALUATTON PROCESS FOR ADMINLSTRATORS BE DEVETLOPED BY THE ADMINIS~-
TRAVIVE TEAM, I ALSO FEEL VERY STRONGLY THAT THE FEVALUATION OF ADMINISTRATORS MUST
BE DONE BY THE SUPERINTENDENT AND NOT THE SCHOOL BOARD, IN MY OPINION, TIIE SCHOOL
BOARD MUST BF READY TO ACCEPT THIS FACT, OR THEY SHOULD IIRE A NEW SUPERINTENDENT, IT
LS ITHE SUPERINTENDENT AND 1H1S ASSOCIATES WHO WORK CLOSELY, DAY BY DAY, WITH THEIR
FELLOW ADMINISTRATORS; AND IT IS THEY, TN MY OPINTON, WHO SIOULD DO THE EVALUATION,
HOWEVLK, THE 1DEAL CRTTERIA, NO MATTER HOW PERFECT, WILL ALWAYS BE SUBJECT TO INTER=-
PRETATION, AND DEFINED IN TE(MS THUAT WILL VARY FROM LOGCALLTY TO LOCALITY, IN OTHER
WORDS, WHAT IS BEST FOR OUR DISTRIGT MAY NOT BE THE BEST FOR A NEIGHBORING DISTRICT,

LET'S FACE TT, ADMINISTRATORS HAVE ALWAYS CLAIMED THAT EVERYONE KNOWS THE GOOD
TEACHER, AND EVERYONI. KNOWS FHE INEFFECTIVE TEACHER, THIS 1S ALSO TRUE WLTH ADMINIS-
TRATORS, WE KNOW WHO ARL IHE GOOD ADMINISTRATORS, AND WHO ARE TIE LESS EFFECTIVE
ADMINISTRATORS,

I'T IS SILLY FOR US TO IRY 10 EVADE THE LSSUE AND SAY THAT EVALUATION OF ADMINIS-

TRATORS CANNOT BF ACCOMPLISHED, T _CAN. MANAGEMENT RY OBJECTIVES SUPPLTIES A METIOD
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OF DOING THIS, THERE ARFE MANY DIFFERENT APPROACHES TO MANAGEMENT BY OBJECTIVES, I
WILL SPEAK TO TIILIS SYSTEM OF EVALUATION IN GENERAL TERMS, AND LATER EXPLAIN HOW WE
HAVE DEVELOPED A SPECIVIC SYSTEM IN THE PENNRIDGE SCHOOL DISTRICT WHICH IS NOW IN
ITS FOURTH YEAR OF USE,

THE OTHER RFASON 1 MENTIONED, FOR BECOMING INVOLVED WITH M,B.O., IS TIME., NONE
OF s, AS ADMINLSTRATORS, HAVE ENOUGH TIME TO ACCOMPLISH ALL WE WOULD L1KE TO ACCOM-
PLISH, THE PLAIN AND SIMPLE LIONEST ANSWER TO THE QUESTION, "DOES TIME MATTER?",

IS "YES, TIME MATTERS VERY, VERY, MUCH,"

IN BUSINESS, TIME 1S MONEY---AND THIS IS ALSO TRUE IN EDUCATION, PARTICULARLY
IN SCHOOL ADMINISTRATION, WE ARE ALWAYS RUNNING OUT OF TIME, ONLY HIGH PRICRITY
ITEMS CAN GET AF'ENTTON, AND AT TIMES THESE DO NOT GET THE NECESSARY ATTENTION
BECAUSE WE ARE COUTINUALLY RUNNING AROUND ‘TRYING TO "PUT OUT FIRES" AND CARRYING OUT
THE DAY-TO-DAY ADHINISTRATION; NOT BEING ABLE TO INVOLVE OURSELVES IN A TONG RANGE
APPROACH TO EDUCATIONAL DEVELOPMENT, 1T TS SAFE TO SAY THAT IN TODAY'S SOCIETY,

TTME HAS BRCOME A VERY SCARCE COMMODITY. HOW MANY TIMES HAVE YOU HEARD A BULLDING
PRINCIPAL SAY TUAT IIE JUST DOLES NOT HAVE ENQUGH TIME TO GET EVERYTHING DONE THAT
SHOULD BE DONE THAT DAY,

YET, THERE ARE SOME ADMINISTRATORS WIIQ ARE SUCCESSFUL PERFORMERS IN THE TIME
MANAGEMENT DOMALN., THESE PERFORMERS KNOW THAT IT_IS IMPOSSIBLE TO SPEND THEIR TIME
SUPERVISING DAY~TO-DAY OPLRATIONS AND AT THE SAME TIME BECOME SUCCESSFUL ADMINISTRATORS,
IT IS NOT ONLY IMPORTANT TO HAVE TIME TO GET THINGS DONE, BUT WE NEED TO FIND MORE
TIME TO LIVE, AND TO BE WITH ONE'S FAMLLY; TO TAKE ADVANCED STUDY; TO DEVELOP ONE'S
SEL¥F; TIME TO RELAX AND HAVE RECREATION; AND TIME TO JUST ENJOY LIFE, A PERSON WHO
IS ABLE TO DO ALL THESE THINGS WILL BE A VERY SUCCESSFUL SCHOOL ADMINISTRATOR, AS I
STATED PREVIOUSLY, MANAGIMINT BY OBJECTIVES AND OUR CONCERN FOR TIME GO HAND IN HAND,

I FEEL THERF ARF SEVIRAL REALITIES THAT WE MUST ACCEPT WHEN ENTERING INTO M,B.O,
AND ‘HIE ADHMINISIRATIVE TEAM APPROACH, THESE REALITIES AREs~- (1) 1DEALLY IT WILL TAKE

SEVERAL YEARS BRFORE A TOTAL PHILOSOPHY AND SYSTEM BASED OM M,B,0, CAN BE BUILT AND IN
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FULL OPLRATTON THROUGHOUT AN APMINISTRATIVE STAFF; (2) IT TAKES MANY HOURS, AND AT
TIMES MANY DAYS> OR WEEKS FOR ADMINISTRATORS TO DEVELOP WORTHWHILE GOALS AND OBJLCTIVES.,
TO LEAR' IIOW TO IDENTIFY GOALS AND OBJECTIVIT IS NO SIMPLE TASK, AND SHOULD BE DONE
FRO' A TEAM APPROACH; (3) BY USING M,B,O,, ADMINISTRATORS MUST ACCEPT THE FACT TUAT
THEY WILL INCREASINGLY BECOMIT MANAGERS OF THELR BUILDING,

SOML PEOPLEL GET UPSI'T WHEN YOU REFER T EDUCATORS OR SCHOOL ADMINISTRATURS AS
BEING BUTLDERIG MANAGERS, T PLRSONALLY SEER NOTHING WRONG WETH THIS., I DON'T MLAN 10O
INITLR THAT A BULLDING PRINCIPAL, FOR EXAMPLE, SHOULDN'T BECOME INVOLVED WITiI CURRICULUM
IN HIS BUILDINGj; BUT BY IMPROVED BULLDLNG MANAGEMENT, HE WILL HAVE MORE TIME TO WORK
TOWARDS SPECIFIC GOALS AND OBJECTIVES THAT MIGHT VERY WELL INCLUDE MORE TIME FOR
CURRICULUM INVOLVEMENT, AND MAKE HIM MORE OI' AN EDUCATLONA! LEADER.

IN A RECENT ARTICLE T READ ON M,B,0, IN INDUSTRY, THE STATEMENT WAS MADE THAT
M.B.O. IS THE MOST SUCCESSFUL CONCEPT EVER 10 HAVE BEEN PICKED UP AND PUT INTO PRACTICE
IN ALL OI' HANAGLMENT HTSTORY, THIS WILL ALSO BECOME TRUE LN EDUCATIONAL ADMINISTRATION,
WE HAVE JUST BEGUN 'TO SCRATCI 'IIE: SURFACE OF M,R,0, IN EDUCATION, AND IT IS SURE TO
STAY WITH US FAR INIO THE FUTURE, TO MAKE IT WORK, IT IS VERY IMPORTANT THAT PROPER
ATTTTUDES BE DEVELOPLD. IT IS ALSO IMPORTANT, IN MY OPINION, TO WORK VERY HARD AT
DEVELOPING A 1EAM CONCEPT TO EDUCATIONAL. ADMINISTRATION, WHERE THIS CANNOT BE
DEVELOPED, PERHAPS SOME CHANGES IN THE ADMINISTRATIVE STAFF ARE NECESSARY, HOWEVER,

I ALSO FLEL M.B.O. BRINGS Til: ADMINLSTRATIVE STAFF INTO A UNIFIED TEAM WITH MANY OF
THE SAME COMMON GOALS AMD O3JECTIVES, M.B,0, AND THE ADMINISTRATIVE TEAM APPROACH
CREATES MORE CONFIDENCE, RESPECT AND UNDERSTANDING OF EACH OTHER. IN OTHER wORDS, IT
FORCES A SHIFT FROM INDIVIDUALISM TO TEAMWORK,

M.B.O. TAKES TIME TO DEVELOP, BUT IT CAN BF. IMPLEMENTED ON VERY SHORT NOTICE AND
RETINLD OVER A NUMBrRR OF YFARS OR SPAN OF TIME, EVEN THOUCH TIT TAKES A NUMBER OF YEARS
TO DEVELOP, THL> Doks NOF MEAN THAT THERE ARF NOT IMMEDLATE RESULTS. IN MY OPIMION,
THERE ARE ALMOS T INSTAMTANLOUVS RESULTS, AND THESE RESULTS CONTINUE WITH [HL PASSAGE

OF TTIMI AND ACCUMULATE RAPIDLY . THE RESULTS THAT L HAVE OBoERVED ARE:  IMPROVEMEMT
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o coruNTCAT IO, A BETILR DLLLGATTON OF RUSPONSIBILITIES, LMPROVEMENT OF ORGANIZATION
HOKALE,, CONFIDENCL IN YOUR FRLLOW 'TEAM MEMBER, AND IMPROVED SALARY SCHEDULES,
ONE THING THAT SCMETIMLS SHOCKS FELLOW ADMINLSIRATORS AS THEY BECOME INVOLVED

IN THE M,B,0, PROCESS TS THi' HARGH TRUTH THAT LT TAKES MANY DAYS, RATIER THAN A FEW

HOURS, TO FIGURE OLI WORTHWHLILE COALS AN OBJLCTIVES, A POPULAR MYTH AMONG MANY OF

US 1S THAT WE ALL KNOW OQUR OBJLCTIVES, THIS MYTH SUGCESTS THAT ALL THAT THE ADMINIS-
TRATORS HAVE TO D0 LS WRITE OR FORMULATE OBILCTIVES, LET ME WARN YOU, HOWEVER, THAT
NOTHING COULD BE FURTHER FROM THE TRUTH, DLISCOVERING AND DEVETOPING WORTHWHILE
OBJECTLVES CAN BE A VERY DEMANDING AND MIND WRACKING EXPERIENCE, IT REQUIRES A

SEARCH, NOT ONLY FOR Tiik iNDIVIDUAL'S MISSION AND LDUCATIONAL GOALS, BUT IS SOMETIHING
THAT SHOULD 1DEALLY BEGIN WITH THE BOARD, THEN TO TIHE SUPERINTENDENT AND EACH ADMINIS-
TRATOR, LT SHOULD ALSO LE ABLE 10O START WIWil THE LOWLST PALD AD.“lINI.S’l'R'A'I‘OR AND PROCGRESS
IN THE OPPOSITE DIRECTLON TOWARD ‘THE SCHOOL BOARD, MUCH TIME MUST BE SPENT IN TRYLNG
TO DEVELLOP WORTHWHLILL GOALS AND OBJECTIVIS,

L WOULD LIKE TO READ A SHORT REPORT IFROM A GENERAI MANAGER OF A SMALL COMPANY, ‘\_\
DOTNG ABOUT A $5 MILLION A YEAR BUSINESS, WHO DECLDED TO BRING HIS EXECHUTIVE TEAM
TOGETHER ONE EVENING FOR AN HOUR OR TWO TO SPELL OUT THE COMPANY'S GOALS, HERE WERE
H1S REMARKS:---"WFKE WE SURPR1SED, WERE WE EMBARRASSED, IT TURNED OUT THAT WE DIDN'T
KNOW WHAT OULR OBJECTIVES WERE BECAUSE WY HAD NONE, WE ALL KNI'W WE WANTED TO GROW AND
BE PROFITABLE, BUI WHO DOLSN?T, BEYOND THAT WE HAD NO DEFINLTFE GOALS, OUR REACTLON
WAS EMBARRASSMENT, HOW COULD A GROUP OF SO-CALLED BUSINESSMEN NOT KNOW WHAT THEIR
OBJLCTIVES WERE?  HOW COULD WE EVER GET ANYWHERE OR EVEN WORK TOGETHER AS A T.EAM IF
WE HADNIT FIGURED OUT AS A TEAM WilAl Wi. WANTED TO ACHIEVE$ AND HOW COULD WE HAVE BLEN
SO DUMB AS TO THINK WE (OULD SPELL OU'T OUR OBJLCTIVES AT A SINGLE MEETING?"

THE REASON THAT OBJICTIVES TAKE AND _SHOULD TAKE SUCH A LONG TIME TO ARRIVE AT

DOES KNOT STEM T'ROM ANY &4 CREET O COMPLLCATED PROCEDURL, IT ARLSES FROM Tili FACT THAT
THI. SEARGIHE I'OR WORFABLE A™D RLALTSTIC OBRJECTIVES REQUILRES SOME CONSTDERATTON AND

THINKTNG TN DEPTH,  SOME OF THLS PROCESS SHOULD BE DONE AS A TEAM, SOME AS AN INDIVI-
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DUAL, SOME TN SMALI. APMTNISTRATIVFE GROUPS, 1IN SFTTING GOALS AND OBJECTIVES WE MUST
KEEP IN MIND, PRTMARILY, I'HE EDUCATIONAL PROCLSS IN WHICH WE ARE ;NVOLVED; ALSO,
PLANNING, ORCGANIZING, DELFGATING, COORDINATING, COMMUNICATING, CONTROLLING, INNO~
VATING, TRAINING, ETC,
I WOULD NOW LIKE TO TURN TO THE PENNRIDGE PLAMN AND SOME OF MY BELIEFS ABOUT
OUR SYSTEM OR APPROACH. FIRST OF ALL, I AM CONVINCED THAT THE MANAGEMENT TEAM CON-
CEPT IS NECFSSARY 10 OUR PRESENT-DAY EDUCAT1ONAL STRUCTURE IN OPERATING A SUCCESSFUL
SCHOOL SYSTEM. THE CHIRF <SCHOOL ADMINISTRATOR IS ONLY AS GOOD AS THE SUM OF HIS
PARTS. A NUMBER OF THINCGS MUST GO INTO AN EFFECTIVE ADMINISTRATIVE TEAM. ONE TIIING
THAT HLLPS THIS CONCEPT IS TIHFE MANAGEMENT TEAM EFFORT. M.B.O., WITH AT LEAST SOME OF
THE GOALS AND OBJFCTIVES BEING TIHE SAMEL FOR EACH ADMINISTRATOR, WORKS TOWARDS THE END
OF A UNTFTED TEAM STRIVL.G FOK THE OVERALL SAME GOAL, A BETTER EDUCATIONAL SYSTEM.
M.B.O. ALSO LENDS IiSELF TO A DOVETALING WITHL A SCHOOL BOARD'S LONG RANGE PLAN.
THE SCHOUL BOARD PLAN MIGHT BE CALLED it OVERALL MISSION GOALS"., A PLANNED PER-
FOKMANCE APPROACH I NECESSARY IF ADMINISTRATORS ARE TO BE JUDGED AND EVALUATED BY
THE, INDIVIDUALS TO WIIOM fHEY ARF RgSPONSIBLE. THERE ARE BOTil ADVANTAGES AND DISADVAN-
TAGES TO THF M.B.O. SYSTEM AS | SEE IT AT PENNRIDGFE, SOMF. OF THE ADVANTAGES MICHT BE
AS FOLLOWS:
1. A STATEMENT OF COALS AND OBJECTIVES INCREASES TIE CHANCES OF COMPLETING
SUCH 1TEMS, SINGE BY PUTTING THEM IN WRITING, THEY BECOME CLEARER IDEAS
OF WHAT ONE IS TRYING TO AC.COMPLISH, A STATED OBJECTIVE A{OUSES COMMLTMENT,
2, THE FACT THAT THF GOALS AND OBJECTIVES WILL BE ASSESSED SEVERAL TIMES
DURING THF YEAR INCLINES EACH INDIVIDUAL TO PERIODICALLY EVALUATE HIS
OWN GOALS AND OBJSLCTIVLS BEFORE THE RATING IS DONE BY HIS SUPERIORS.
3» PRIORITY IS CGIVLN TO OBJECTIVE ACCOMPLISIMENTS, ESPECIALLY WHEN TIED TO
A POINT VALUL SYSTEM AND SALARY 1INCREASES.
4o IF GUALS AND OBJECTIVES HAVE SOMF SIMILARITY WITHIN THE ADMINISTRATIVE
ORGANIZATTON, 1T TENDS 'TO CREATE A UNTFLCATION OF CAUSE AMND SENSE OF

DIRECTION OF THF MANAGEMENT TFAM,
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do STATED OBJLCTIVES MAY (LEAR AWAY ORGANLZATIONAL BARIIERS,

6. ADMINISTRATURS CAN CONSCTENTLOUSLY STRIVE TOWARD PAR1T ICULAR GOALS AND
OBJECTIVES INSTEAD OF JUMPING FROM “RISIS TO CRISIS WLTHOUT COMMLTMENT
T ATTAINMENT,

" SOME OF THE DLSADVANTACLS ARE:

1. SUPLLTOLS MAY LMPOSE UNREALISTIC GOALS AND OBJECTIVES ON SUBORDINATLS,

A COMMENT MERE IS THAT [T 1S IMPORTANT TO PERMIT THE KIND OF DEVELOR-
MENT OF GOALS AND OBJECTIVES THAT COME FROM THL BOAED DOWN TO TII LOWLST
PAID ADMINISTRATOR, AND THEN FROM THE LOWEST PALD ADMINISTRATOR ON UP
TO TIFE BOARD,

2, A WEAK ADMINISTRATOR MAY BECOME OVER-RATED BECAUSE OF HIS ABILITY TO
WRITID OBJECTIVES OR DO WELL AT THE EVALUATTION MEETING,

3o THERE 1S THE POSSIBILIIY OF THE DEVELOPMENT OF AN UNHEALTHY COMPETTITIVE
STTUATTON AMONG ADMINISTRATORS IF TIE PROGRAM IS DONE TOO MUCH ON AN
INDLIVIDUAL BAST.S AS COMPARED TO A TEAM BASIS,

4o GOALS AND OBJLCTIVES COULD CAUSE UNDUE PRESSURES ON SOME ADMINTSTRATORS,
AND THEREFORE . LND SOML INDTVIDUALS JUST GOING TIHROUGIH THE MOT1ONS,

IN THE PENNRIDGE SYSTEM, AN ADMINLSTRATOR CAN EARN 750 POINTS FOR IIIS DAY-T'0- DAY,
WEER=TO-WIEK GENLRAL ADMINTSTRATION FXPECTATIONS WHICIH ARE BROKEN DOWN INTO TEN AD-
MINTSTRATIVE CHARACTERTSTICS,  HE CAN TARN 250 POSSIBLE POINTS FOR SPECIAL GOALS AND
OBJLCTIVES, TN OTIIFR WOPD:, AN ADMINLSTRATOR DOING A PEi FECT JOB CAN ACCUMULATE 1000
POINFS. [ AM NOI' SAYLNG THAT THE 750 OR 250 RATIO FIGURE IS CORRECT, WE MAY. CHANGE
IT SOMETIME IN THE FUTURE, BUT LT SEEMS TO BE WORKING FOR US AT THE PRESENT TIME,

EACIH ADMINISTRATOR 1S EVALUATED ON ‘MIE POSSIBLE 1000 POINTS AT THE END OF FACI
SIMESTER BY THE ADMINISTRAI IV ASSTSTANT AND THE SUPERINTENDENT, IT IS ALSO UNDER-
STOOD, RIGHT TFROM 1k BECINNTAC, THAT THE SUHPERINTENDENT MAKES TIHE FINAL DECISION,
AND THAT HLS RLCOMMUNDATIONS ARk THEN REFERRLED TO THE SCHOOL BOARD FOR APPROVAL, 1IN

THE PENNRIDGE SYSTEM LAS YEAR, Tk SIJPERIN'I'I".NDI"gl' COULD RECOMMEND UP TO 4% OF EACH
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ADMINTSTRATOR'S BASE SALARY JOR MERLIT PAY, 1IN THE SALARY SCHEDULE FOR THIS YEAR THE
MERLE HAS BEEN INCREASED FROM 47/, to 57, OF BASE SALARY, THIS IS TIE FOURTH YEAR OF
M.B.O. AT PENNRIDGE, TI'LI. NOW EXPLAIN TiiF PROCESS OR PROCEDURE WE ARF USING DURING THE
PRESENT SCHOOL YEAR,

IN ‘LiIE SPRING OF EACH YEAR, THE K THROUGH 12 ADMINISTRATIVE TEAM WILL DISCUSS
GENERAL GOALS THAT MIGHT BE USLD AS DISTRICI-WIDE GOALS, THIS BEGINS IN OUR K-12
MEETINGS WITH OUR 18 ADMINISTRATORS, THES 1S ALSO DONE IN SMALLER CROUPS WIEN THE
K- 6 ADMINISTRATORS MEET, AND WIEN THE 7-.. .DMINISTRATORS MEET WITH THEIR RESPECTIVE
ADMINISTRATIVE ASSISTANTS, |

IN ORDLR TO MAKE THE TEAM APPROACII SUCCESSFUL, IT IS IMPORTANT FOK THE SUPERIN-
TENDENT TO MEET WITI ALL HIS ADMINISTRATORS, AND TO DO IT FREQUENTLY, I MEET A
MINIMUM OF ONCE A MONTH WITH ‘INE K-12 ADMINTSTRATORS, AND VERY OFTEN TWO OR THREE
TIMES A MONTH, MY ADMINLSTRATIVIE. ASSISTANES MEET WITH THEIR RESPECTIVE GROUPS AT
LEAST TWICE A MONTH, AND MANY TIMES MORE OFTEN; AND MANY TIMES MY ADMINISTRATIVE

SSISTANTS AND MYSELF WILL MEET WITH! INDIVLIDUAL ADMINISTRATORS,

BY LATE AUCUST, WE HAVE SET SOME COMMON GOALS FOR ALL ADMINISTRATORS TO BE
CONCERNED WITH, HOWEVER, ANY INDIVIDUAL ADMINISTRATOR COULD ALSO SET SEPARATE GOALS
FOR NIMSELF., EACH ADMIN1STRATOR THEN DEVELOPS A SET OF GOALS AND OBJECTIVES FOR
HIMSELF WORTH 250 POiNTS. THESE. ARE DISCUSSED WIT'I THEIR ADMINISTRATIVE ASSISTANTS,
BY LATE AUGUST, EACH ADMINISTRATOR SUBMITS 25 COPIES OF IIIS GOALS AND OBJECTIVES TO
ME., THESE GOALS AND OBJECT.VES ARE TIEN EVALUATED BY ALL THE ADMINISTRATORS IN A
MARATIION MEETING. FEACH ADMINLSTRATOR HAS AN OPPORTUNITY TO EXPLAIN HIS GOALS AND
OBJECTIVES, AND TIHEY ARFE THEN RATED OR GIVéN A WEIGHED NUMBER OF POINTS BY EACH
ADMINISTRATOR, AS EACH ADMINTSTRATOR PRESENTS HIS GOALS AND OBJECTIVES, HE MAY BE
CHALLENGED OR QUESTIONED BY HIS FELLOW ADMINISTRATORS, AND HE MUST THEN DEFEND HIS
GOALS AND OBJECTIVES AND IELL WHY HE FEELS THEY ARE WORTII A CERTAIN NUMBER OF POINTS,

THESE RATINGS ARE DONL IN SECRECY, AND NO ONE KNOWS WHAT RATING 1IIS FELLOW ADMINISTRATCRS

HAVE GIVLN TIE COALS AND OBJECTTIVES OF TIHE INDIVIDUAI. MAKING THE PRESENTATION,
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AL TLR LACH ADMENISTRATOR HAS MADE HEs PRESENTATLION, 'THE CARDS ON WHI1dli THE
WELGHLD VALULs HAVE BEEN LISTHD ARE COLLECTID, THERE ARL 17 OF TUHESE CARDS FOR LACH
ADMINISIRATOR,  FPHE TWO JOP SCORES AND TWO BOTTOM SCORES I'OR EACH OBJLECTIVE ARE THROWN
ouT, AND AN AVERACE IS DFVELOPED SO THAT EACH ADMINISTRATOR'S OBJECTIVES ARE GIVEN A
WEIGHED NUMBER OF POIMIS THEY WILL BE WORTH IF THEY ARE COMPLETED, WITHIN TWO OR
THREL WEEKS LACH ADMIMLISTRATOR RECLLVES A COPY OF HIS GOALS AND OBJECTTVES WITH A
NOTATION OF WHAT LACH ONE WTLL BF WORTH, THRY 1HAVE THE OPPORTUNITY TO COME 'O ME AND
CHALLENGE ANY ONE OF THESL. RATTNGS,  OCCASLONALLY THIS 1S DONL, BUT LSUALLY THEY AéCEPT
THE, WELGHED NUMBER OF POINTS THAT ARE ASSTGNED TO THEM BY THETR PELLOW ADMINISTRATORS,
EACH ADMINLSTPATOR LS THLN EVALUATED BY HLS ADMINISTRATIVE. ASSISTANT AND MYSELE AT
THED END OF ‘THE FTRST SEMLSTRER, AND AT P END OF THE YEAR, THEY ARE NOTIU'IED OF THEIR
RATING:H, OR WHAT THEY HAVE EARNUED, AND ACAIN HAVE AN OPPORTUNITY TO CHALLENGE OR DIS
GUSS ANY OF JTHESE RATINGS WITH ME 1P THEY SO DESTRE,

THE SGHOOL BOARD IS KEPT INFORMED OF T LVALUATION PROCLSS, BUT THEY ARE NOT
INFORMLD AS TO WHO RANKS HIGHEST OR LOWEST, T WLLL GO INTO 1i:IS IN MOKRE DLTALL WHEN
1 SHOW Yoli SOME CHARTS, i

BY USE OF TRANSPARPNCIES 1 WOULD LIKE 170 EXPLAIN TO YOU WHAT I HAVE BEEN TALKING

ABOUT INSOIAR A> GOALS AND OBJECTIVES, AND {HE GENEFRAL EVALUATLION OF ADMINTSTRATORS.
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