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. FOREWORD

Life for the educational leader is either a challenge for continuing learning
or it bccomes a life of nothing but frustrations and troubles. Stated another
way, self-renewal for the administrator is mandatory if educational institutions
are to stay in tune with the times. Statements of this nature can be found in

~most educational administrative textbooks, policy manuals, or statements of

o

philosonhy dealing with individual qrowth and deve]opment

The Policy Board of the Rocky Mountain Rpg1ona1 Interstate Planning Pr'OJec’r
picked the top1c of "Administrative Renewal" for a major workshop, the purpose
being to again explore the background and rationale for Administrative Renewal
and to find out what State departments of education were doing in the field. We
also felt the need to acquaint the participants with new management techn1ques
and how to apply the new with individual management needs. We also wanted to
stimulate a cross-dialogue between educators and management experts from business
and industry. We wanted a different point of view. ' In obtaining this different
point of view, we also wanted participant participation. We also wanted to find
out. what a couple of our wrban school districts were do1ng to keep their personne
abreast of the timés. -

The papers and presentatlons 1nc]uded in this report are pub11shed to help you
know what is going on in the field and also to assist you in making your efforts
in Administrative. Renewa] more productive. . : . :

I want to thank the Planning Committee who pUt together the workshop objectives

~and stated the kinds of activities included in the program. I also want to thank

the Policy Board and their State represehtatives for the excellent support they
gave the Project. I, too, want to thanHleach of the presentors for the time and
effort they put into -this workshop. A gpecial thanks to John Madson for taking
caré of the Jocal arrangements and to Jake Huber for getting this pub11cat1on
produced SO soon after the workshop.

LLmar LeFevre
Director
Regional Interstate Planning Project
Nevada State Department of Education
- 4055 South Spencer, Suite 234
: Las Vegas, Nevada 89109
(702) 385-0191
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INTRODUCTION

The Regional Interstate Planning Project participants meet periodically at
conferences sponsored by ten State departments of education to discuss new

or topical issues of general concern. The most recent meeting was held
November 12-14, 1975 at Lake Tahoe, Nevada, to consider various means of admin-

istrative renewal.

The R.I.P.P. Conferences are financed with funds provided under the E]ementany
and Secondary Education Act of 1965, Public Law 89-10, Title V, Section 505

as amended. The p'~ject is adm1n1stered by the Nevada State Department of
Education under the supervision of Superintendent John Gamble who serves as
Chairman of the Policy Boand. Other cooperating State departments of education
-are Arizona, Colorado, Idaho, Montana, New Mexico, Oklahoma, Texas, Utah, and

Wyoming. . &

The retention of .the same cover design-for eact of the first three volumes of
the R.I.P.P. proceedings caused some conference members to believe they were
receiving the same document. Consequently, the cover of this Volume 5 was
changed to a consp1cuous red and green.

tDurlng the process of{transcr1b1ng, editing, and compiling the R.I.P.P. proceed-
.ings, the editors have sought to keep the material both brief and informative.
The resulting report is, hopefully, a useful record of many thoughtful discussions.

/

/

Dr. Jake Huber, Co-Editor
- Dr. Evalyn Dearmin, Co-Editor
Research and Educational Planning Center
College of .Education
University of Nevada, Reno

Reno, Nevada
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INTRODUCTORY REMARKS
. ADMINISTRATIVE RENEWAL

by
£ James Costa

2 Deputy Superintendent of Public Instruction
Nevada Department of Educaticn

B

%

~ The policy board has chosen the topic of administrative renewal for this convo-
.o cation of Reg1ona1 Interstate Planning Project. Webster defined "renewal" as
making new again by rep]ac1ng damaged or decayed parts, restoring or returning
to.an original state atter depletion or loss. As defined by your poT1cy board,
renewal is a set of experiences, the sum of which will be “the acqu1s1t1on of
the necessary skills, knowledge, and attitudes to face moderm-day challenges
and to improve leadership. .In this sense, renewal appears to be reform that
will lead to refreshing:and rejuvenating educational administration.

Reform is not new to the educat1ona1 enterpr1se, but it doesn't seem to be quite
as pronounced now as it was in the 1950's. Coincident with.an increase in
_reform in the 50's, we had an increase in involvement of the federal government °
in the educational enterprise. Ever since 1957 with the advent of the space
* era when the Soviet Union caused the United States to feel embarrassment over
the loss of space superiority, the federal government has become more: 1nvo1ved
in goa] setting and policy making in éducation. .

In the 60' s, Congress became the consc1ence of Amer1ca and responded to the
plight of the minorities, the unemp]oyed, and the educationally disadvantaged.

Act of 1964. The civil rights movement has probab]y had the most significant
impact on education. -YFrom it has emerged the host of educational grants and
aids for equalizing-educational opportun1ty, notably the E]ementary and Secon-.
dary Education Act. ; , .

HoweVer, American school boards and adn1n1strators, it appears, were. reluctant
to move rapidly to stem the c¢irisis, and so the Jud1c1a1 system became party to
the American education enterprise. The courts began to hear and act on chal- c
: lenges for-racial balance in the schools, for financing of public education,
- for~altering the traditional role of women, for the treatment of confidential |
' ' information and records, for the rights of students, for the rights of students
and parents to participate in educat1onaT decision-mak’ng, and for the r1ghts
of teachers to barga1n collectively and to- arb1trate

-A11 of this has p1aced the traditionally educated school administrator in a
constantly defensive stance, .continually responding to crises. Unless the.
administrator can be offered opportunities to develop skills and.insights, to
provide leadership in educational planning and d1rect1ng, management by crisis

o '1W111 bécome standard operat1ng procedure _ . . B

The mission adopted by your policy board is timely and relevant. State Depart-
ments of Education, it seems, are in an enviable.position to participate and
> .assist in moving this administrative renewal forward.: In concert with teacher--
- training institutions. with graduate programs for administrators, with univer-
sities generally, and -in concert with the U.S. Office of . Education, the people
who are making this conference possible, it seems that we should:be able to
mutally and cooperat1veTy beg1n a program of adm1n1strat1ve renewal. _

léfil(: L : . : 1 “:_}gd v SR

A whole series of federal programs was enacted, starting with the Civil Rights =
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~ NEWS FRCM THE POTOMAC

by

. Dr. Duane Mattheis
Executive Deputy Commissioner -
U. S. Office of Education

-The "topic of "renewal" couldn't be more appropriate. . It is one we're going to

list on a prioritizing scale the things we in education ought to be concerned
about now and for the future--administrative renewal as well as teacher renewal.
If we don't succeed at these, if we don't make a constructive effort in the
years . ahead, education is going to .suffer incredibly because of it. The renewal
of adm1n1$trat1ve staff, educat1ona1 personnel, school boards, and State schoo!
board members is essen11a1 A11 of us that are associated with education have

to be‘constant1y involved in and aware of our renewal responsibility. I believe -

we're'still doing too little about it at the federal level a1though we have a

new minor input now under- Teacher Corps which we th1nk is going to make a differ-
ence in the educational renew:l of those few million teachers out there. We
presently lack the renewal that we have had h1stor1ca11y from the influx of

new people who brought about a natural opportunity.for renewal. We're not going

to have-that influence to.the degree that we have been accustomed to formerly
because of stabilizing and declining enrolIments. - We're go1ng t0 have to worry

i_more about renewal of ongoing staff, those people who are ﬂo1ng to be W1th us
‘for the next 10, 204 and 30 years.

The u. S.'Office of Education, feeling that administrative renewal was a matter
of great concern for all in education, last year in New Hampshire, in conjunction
with the Council of.Chief State School Officers, focused their week-long. summer
institute on the area of renewal for chief State school -officers and middle and

upper administrative personnel. The conference was excellent and had some follow-

up in'a number of Staees as they looked to furthering renewal.

My ro]e in th1s is to prov1de a report from the Potomac, a news report on th1ngs
that are going on and what we are 1ook1ng for as far as the immediate future.is.
concernéd. I wish to share what I've perceived to be the present status. The
most press1ng prob1em ‘1 suppose, and question on your minds, I suppose, is when
in heaven's name.is the money going to start f10w1ng? "1 wish I knew. I'don't
have the answer very spec1f1ca11y

Cne of the spec1f1cs that I can talk about which has moved ahead and is moving
ahead very quickly has to do with the V1etnamese students. The regulations for

the program that :we are now adm1n1ster1ng have been published in their pre11m1nary

form in the Federal Register. As soon as the 30-day waiting peyiod is up, money
will start be1ng piped down that line. The formula is simple and clear, and I
think jt is going to .be about as simply administered a program as any we have

put out. It indicates what the Office of Education can do in a short period of
‘time when it -makes up its mind to do it. The program calls for every school dis-
trict that has an enrolled child of the Vietnamese refugees.

. The b.gqest act1v1ty in educat1ona1 legislation has to do with hand1capped 1eg1s-
lation. 1t is going to be one of the most significant pieces of legislation
..during the next session. Handicapped legislation has great potential for the
future because it could change things significantly. One of our concerns about
the legislation, however, is the continuation of a philosophy that this adminis-
tration and the past adrinistration have been working very hard to change--the

14
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relationship of the federal government to local school districts rather than to
State departments of education. ' The bill for handicapped education is again
going to provide for a program that has its major activity and relationship from-
the federal government to the local school district, substantially bypassing

. State departments of education. Although we have pleaded for a change, we
frankly have not made that much impact. -

The formula calls for 50 percent of the monies to go directly to the local

school districts in the first year, 75 percent the next year, and.I think ,

95 percent in succeeding years. The detail of federal prescription in the pro-
-»~gram, I think, ought to give every individual some concern. There is no question
~about the justifiability of the cost of education for the handicapped or of increased
educational opportunities for the handicapped, but:State legislators have made =~ -
incredible“progress in the last five to ten years in expanding programs and in '
mandating programs:for the handicapped. The federal interest. is coming almost

-too late on the scene. e

The dollar figures are pretty substantial. They're larger than we have had over
recent years, but compared to what is being spent and what will be spent on the
education of the handicapped, they are nothing earthshaking either. The dollars
we're talking about are a $100 million dollars in 1976 and $200 mil1ion dollars
in 1977. That's a continuation literally of the past because this new law really
gets gearad up as a first year of operation in 1978. The dollars it would call
for in 1978 on a formula per-head basis of handicapped children being served in
states would go up to $387 million dcllarsé In 1979, $794 million; in 1980, a ~
billion and a half; in 1981, 2.3 billion; and our estimates are that it will
level off there at a figure of 3.1 billion in 1982 when it would reach its fuli

funding. .

- When you talk -about these .sizable amounts of money, you areé going to find in the
T~ immediate future more reservation by the Congress in adding on large amournts
than we have seen in,the past. They are getting much more budget conscious.
"They are establishing, and they are going to be working on, just in the next few
weeks now. laying out that total figure that they are going to set as their bud-
getary guideline for fiscal 1977. They are becoming very, very cautious about
exceeding that in any specific area, and I don't-think we are going to see all
these big figures coming down like they have sometimes in the past. One has to
remember this i$ authorizing legislation which sometimés gets to be a Tittle
‘'sky-bluish. "What the budget committees will end up doing might be something very
“significantly different. The handicapped legislation is a tremendously importanc
piece of legislation in many ¥&spects, but the administration and total dollars
of it appear to be excessive with regard to the: federal budget possibilities.

ki

The National Institute of Education just concluded its hearings which were quite
good because a greater degree of unanimity was 'shown by the educational community
in support of NIE than we've seen since the -inception of the idea. I attribute-a
fair amount of it to the new Director from Berkeley. He is turning around the
perception of what NIE is and what it can do for the States and Tocal districts.
He's one of us; he has some teaching and administering school experience under
his fingernails Tike the rest of us, and he relates .in a very concerned way with,
the educational community. His relationship with the Congress.has been one of

openness and honesty.

A comment is in order about higher education. The legislation terminates June
. 30th, but we still don't have any new legislation to take its place.

15"
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'There has been much in regard to higher education which is now, as you know so

well, student-aid oriented; it's a pacPage of student-aid programs to try to

_ prov1de the best in access to and qua11ty of post-secondary education.

The. Comm1ss1oner w111 test1fy tomorrow in regard to the Right-to-Read Amendments
which are,” in our Jjudgment, some of the most critical facing us now. We have
‘been working to get an amendment to the National Reading Improvement Program
which was just enacted in 1964 to allow for part1c1pat1on by the State educational
-agencies. We were astounded that the law didn't provide for it, and we couldn't
get. the Congressmen and Senators to provide for it. There 'is among some of the
“Senators and Congressmen considerable animosity toward State departments of edu-
cation.. They really don't view State departments of education as being worth-
‘while; so they wrote -State departments out of .education, out of that right-to-
read ‘Tegislation. We have at lTeast gotten their attentwon now in the Congress,
and we have submitted amendments and the hearings are .being held this week. we
~hope, that\w1ch0UL too much conflict now, the amendment w111 preva11

There. is abroad a m1sconcept1on with regard to regu1at1ons for federa1 programs

and educational programs, what their purpose is and who they are to serve. Some .

" of you have been in State departments of education back in .the 50's and 60's when

we saw federal program people in Washingtor make incredible, individual deter-
minations -as to what.would be funded and what would not be. That day is long
gone, and row every. federal program is required to have regu]at1ons - The purpose
of thé. regulations literally is to assist the grantée--the constituent who is
going to .use the program for: educational purposes. Primarily, regulations are
-for c1ar1f1cat1on of the Taw, embe111shment of the 1aw to 1mp1ement the law.

‘The Office of Education has made a much - ~~-cer. effort 1n.gett1ng Jregulations

out o 1mp1ement legislation than prev10u- ‘--1t s incredib¥e. =Al1 but one of
the programs in that act, which is now just 15 months old, have’had proposed
~regulations published. we re working ‘on final regu1at1ons on all of them. The
“number one critical factor during the comment period is the number of comments
received. If there weren't many comments, there won't be too much change in the
proposed regulations. But where there are comments, we are required to address
those comments. In the Women's Educational Equity Act and the Community .Schools
Act, we literally are doing down, by groups-of comments, every s1ng1e area

 addressed and responding to them, saying why we are or are not going to change

the regulations. Comments are hav1ng an impact on the final regu1at1ons which
we will then live by in implementing the orogram '

1,
Dr. Jake Huber was aware and-expreSSed a .concern abOut the fact that the f1na1
regs haven't been coming out all that fast. We now have-a new Secretary of HEW.
It requires some time for him to educate himself and his new staff about. the
processes involved. Things are going to’'proceed much more exped1t1ous]y now.
The most successful and beneficial act1V1ty in education that the 0ff1ce of Edu-
. ation has been involved in this year has. been the State educational visits to
wWashington initiated by Commissioner Bell. Téxas was the x1rst State and really
broke the ground for the activity last October. Since then we've recently, had:
Nevada and Oklahoma. They ve been great visits. Our people have been able to -
get to know your people and vice versa--local.school district people, PTA peop1e,
higher education people. The visits have rea11y established a new level of coop-
eration, a knowledge of each other, and generated confidence that we are all in
this- educat1ona1 activity together. - We can't succeed the way all of us want to
unless we cooperate and work together For instance, the people in the Office

pa

16



of Education learned some new and rather startling facts and statistics from .

the people of Nevada. They just weren't aware of the distances in Nevada, taie
size of some of the districts. The remoteness of it just struck them in a new
~way and.significant because they still remember -the visit very well, and it gives
them a new feeling as they administer federal programs when they realize that the
. States are quite different, and that within States there are such great diversi-
ties. o . ' L o

i
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ON EDUCATIONAL MANAGEMENT AND BUGGY WHIPS o
: . - by :

Dr. James' E. Conner
Director, Staff Development Project
Council of Chief State School Officers

Mindful that any human communication involves a series of "to-whom-it-may-concern”
messages, I will be pragmatic and frame my presentation in light of your concern
for administrative renewal. What is management? What are its essential features?
What i's management behavior anc¢ how does it différ from non-management behavior?
Is there a "management point of view?" If so, what is it and how might such a
point of view help education? How does educational management differ from busines
or corporate management? What are some orevailing theories related to staff and
organizational renewal? And finally, are there some models that, while not per-
fect, will move educators significantly forward on the road to greater effective-

“n the past sSeveral months, events of seismic proportions have shaken the public's

confidence in our educational institutions. First, there was the public disclo-
sure by the College Entrance Examination Board of a steady decline in the mathe-
matics and communication skills scores of high school- graduates. As if that were.
not enough, ‘about three weeks ago, headlines in both the Washington Post and Star
sgreamed oyt to'a good part of the 1{terate world that an HEW-funded Study

revea a ¥ifth of this country's adult population is "functionally ihcompetent,'

“which meals{simply that over 20 million adults cannot perform some simple surviva
- tasks suc

_ .45 reading and comprehending sales warranties,-auto license manuals, o
computing Waw much_money they may be entitled to for overtime work. .As if we sti
haven't recdived enough bad news, George Gallup reported only a couple of weeks
ago that there is widespread disj]lusipnment,vdisenchantment; and distrust with

our public institutions. o i

What all this may presage is, if not a deschooling of socijety, then a move to _
reduce the number of things:schools are trying to do--a:limiting and, hopefully, . .
a refinement of the schools' priorities. While I am cautiously optimistic that

institutional education is here to stay, it is clear that education as & non-

system won't be tolerated for Tong. You can anticipate alternatives to our prese

. structures. FRerhaps one of the workable alternatives to. deschooling will be the

further emergénce of State education agencies as a viable renewal mechanism.
: a0 T B!

The times require an active optimism--intelligent, deliberative action to miti-
gate our problems. We must begin to see our problems as opportunities to assert
a .new leadership based on honest results, not flimflam, not drowning the public
in a flood of false indices masquerading under the name of educational excellence.

-We must confront a new consumerism -in education... We must take care that our.solu:

tions don't -become part of the problem. .

As a begihning,‘wé should try to find answers to the'¥0110wing qguestions:

1.~ 1s it necessary to continue to have so ‘many monumental surprises in
" education? Can't we develop information management systems to keep
<us on top of things? S : : '

~-. : s
S



2. What defects curreﬁt]y exist in our educational institutions that
perpetrate these surprises?

3. What should be the role of. State and Tocal education agencies in
© ameliorating an increasing number of system breakdowns?

{' _ ' 4, How might we deve]dg)temporary systems within existing bureaucratic
-~ structures to cope with emergency needs and requirements?

/ Conceding the truism that life is unpredictable, I suggest that much of the

' systemic breakdown we are seeing in our schools is related to a failure to uti-~.
11ze estab11shed principles and practices of management--to adopt a management

T "point of view. What many of us see as destiny 1s rea]?y bad management.

g We educators have been prope]]ed into a new culture--a culture of expanding
technology and information. Lut we, in the words of Marshall McLuhan, continue
- to look at the world through a "rear-view mirror." We continue to clutter up
our plans and programs with anachronisms. Just as the first automobiles were
no more than motorized' carriages, each with its buggy whip for the horse that
was. not there, education continues”to carry its "buggy whips," raising the
question of how we can maintain stabilicy in our institutions--reduce future
. shock--while at the same time responding to new and urgent conditions. And,
we need.tc explore whether it's possible for institutions to invent the future
rather than have the future .thrust upon them, and to what extent educators can
\becowe preactive and 1nteract1ve 1nstead of cont1nu1ng in what-must be Tabeled--
~+ the reactive mode.

W\

~Much is be1ng said these days about the necess1ty faor educators to become more
preact1ve Russeil Ackoff, critical of the preact1v1st because of what he sees.
.as their over-preoccupation with the future, recommends an interactive mode for
coping with a rapidly changing world: ) ; . - :
Intercetivicts are nol J7:Z7M/ to saittle for the currernt state
of their affairs or the way they are going, and they are not willing
Jto retum: bo the past.  They zant to dpszan a Jp"LrabZe future and

- M "
Cinwvent waus o bringying 1t about.  They el {eve we are capab7e of
- contrellian o significant part of the future as well as its™i jyvcf
upon us. They try to prevent, not mprelglprepare for, threéats and .

ko c}pﬁoﬁ, not merely emPZOLt oprortunil'eu' Preactiviats, accord-
iy to interactivists, spend too much time trying to forecast the
uﬁurc The future, they argus depnnd, more on what e do between
o and thern than it does on nhab has- happened up xntLZ now).

‘It follows that we must find ways to develop what Ackoff descr1bes as inter-
activists.. However, ‘'ve can f1nd Tittle cause for optimism in traditional pro-
grams for tra1n1ng educational Teaders. Many universities and teacher-preparation
institutions are woefully out of touch and are not client-oriented. Most
in-service programs leave much to be desired. It is apparent .that new avenues
to 'staff adevelopment must be explored, particularly as relates to budget-bound
publie-service organizations. For those of you planning staff development pro-
grams, I highly recommend an article by- George Odiorne -entitled, "The Hard
Technologies of Training.! In this article, Odiorne identifies ten hard tech-
nologies, but the real graboer is his suggestion that you "think simulation
first." Simulation is a-"forcing act1v1ty'” it causes us to deterinine the
essential realities and to structure exper1ences to assist us in coping with
them.
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As we plan for administrative renewal, it is well to recall the words of Dimock
and Sorenson cautioning us to be organic in our thinking:

No part of. institutional change *is an "island unto itself:"
changes i program call for changes in every other part of the 1nstz—
tution. . .and advance in.one sector cannot proceed far ahead of
change in other sectors. For example, program groups carmot be
changed without officer traznzng .which in turn is contigent upon
advisor training...which in turn depends upon staff reeducation.
.Similarly, changes in staff goals and ways of working are dependent
‘upon administrative. procedures, polietes, and budgets which. in turn
requzre changes in Boards and Commzttees

By this t1me, you have probably detected a b1as, and it is this: The manage-
ment of what Norbert Weiner calls "organized complexity” cannot be achieved
except by using a system approach. What this implies in a broad sense is that
you cannot have administrative renewal if you only renew people; conversely, you
cannot have administrative renewal if you on]y renew organizations. Both:'must
be renewed together Argument about ‘the primacy of people vs. the primacy of
organizations .is just about as fru1tfu1 an exercise as debating how many angels
can dance on the head of a p1n '

‘Goodw1n Watson g1ves an added perspect1ve when he says:

The structures of a system largely determine the patterns of
. interaction which' take place within zt, and these, in turn, form
the attitudes of participants. This is the SPA sequence--from the
st tuation (S) to the processes of znteraetzon (P) to the consequent
attitudes (A).

Watson s S-P-A formu]at1on has enormous implications for administrative renewal,
just as did the work of my friend, the late Lawrence K. Frank, in his book,
Society As the Patient. Where we have dysfunctional people, we should. 1ook at
the. total system to determine, in the words of datson, whether what we are

seeing is "congruent behav1or" re1ated to organizational requ1rements

One of the best papers exp1a1n1ng genera) system theory is by G1enn L. Immegart
entitled, "The Systems Movement and Educational Administration.’ In it, Immegart
briefly overviews the development of system theory. and some of- its app11cat1ons '
to educational administration. Some of the products of "Operation PEP" in the )
late 60's, under the tutelage of Robert E. Corrigan and Roger A. Kaufman, provide
‘a-highly useful approach to system p]ann1ng in education. Both Kaufman and .
Corrigan made s1gn1f1cant breakthroughs in applying management principles: to edu-
cation. ' Kaufman's book, Educational System Planning, - is an.essential book for
the educational manager. Let me say, however, dealing as it does with process,

it is not casual reading. ) '

© While we are-on the subject of planning, let me say something. abouf futur1ng Tt
is not possible to be against future pTann1ng, it is obviously-essential in our
fast chang1ng world. What disturbs me, and I have no documentat1on to support
‘my uneasiness, is a fee11ng hat many futur1ng exercises are grasped as welcomed
diversions from a pressing urgency to deal with the exigencies of the present
-, and the press of the immediate future. Moreovers too often the ritual looms
‘larger than the substance. This brings to mind the “law of the instrument" that
'states "If you give a small boy a hammer, ‘everything he sees will need -pound-"
. ing. Needs assessments and devices such as the De]ph1 ‘technique often provide
a fascination of their .own at the expense of acquiring usab]e data. These

a \
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reservations having been noted, I want to cite three excellent sources on
futuring. The first is several years old and includes over 200 pages of anno-
tated bibliographies; it is "Alternative Futures for Learning,” published by

the Educational Policy Center at Syracuse University. The second source was
~developed by Research for Better Schools. in Philadelphia and is called "Resource
Document on Futuring." This document does an outstanding job of describing -
succ1nct1y a number of futuring techniques. The third source I commend to you
is a description of the Delphi technique which appeared in the RBS newsletter,
P]ann1ng,Schoo]s for the Future (October; 1975).

Since I have been charged with giving you some useful sources for your work in -
~administrative renewal, I must mention some very good material developed by a
multi-state consortium, with Florida as the adm1n1ster1ng State, under the old
CAP program of OE. The’ CAP project deve]oped seven training modules to be used .
by local schools. The mdédule titles are System Renewa] Functional Task Analy-
sis, Evaluation, Shared Decision Making, Organizational Crisis Intervention,
Performance Objectives, and Communication/Information Flow.  These are excellent
modu]es, and I urge you to give them a close exam1nat1on. :

While I have spent some time relating management to genera] system theory, it is
important to emphasize that management, as-an area of study, has certain dis-
tinguishing features. The most obvious of these: management is, in the first
and last instance, results-oriented. This means that the.management viewpoint
finds itself opposed to conventional indices of educational excellence. These
1nd1ces, for the most part, are input-oriented, such as amount of money spent per
student, degrpes earned, and 1ongeV1ty of teachers, etc. :

In spite of his preoccupat1on w1th a "sovereign so]ut1on“-—performance contract-
ing--in his buck. Every Kid ‘A Winner, Leon- Lessinger provides one of the best
statements on management for.results in- educat1on and its benefits.

When « program in the schools is weoZ enganeered,,zﬁ will meet
several tests: it will require educational planners, to speeify, in
meqsuraulu tezww; what “they are trying to accomplish; it will pro-

. vide for an independent audit of results; <t will allow Laxpajeru
- and t%ezr representatives to judge the educational payoff of a given
anproprzau7nﬁ 1t will stimulate a contimiing process of innovation,
not merely a one-shot reform; it will call forth educational ideas,
talent, and technology from all sectors of our society, not only
- from within a particular school syster; it will allow schools to
experiment with new programs qt Llim7 ced risk and adopb the best of
them promptly. Above ally, it will guarantee results in terms of
what stulonts can actuaZZy do. Tn this sense, educational engineer-
ing is rnot a single program, but a ‘technique fco the management of
" change. . .
Gorrigan and Kaufman have produced a performance-based, Six-step management pro-
cess model useful both in planning and monitoring programs. When I reviewed
Title III, ESEA, MBO proposals last spring,; their model provéd exceedingly valu-
able in determ1n1nq whether proqgrams had utilized a total system approach. Another
instrument useful in evaluating programs is the Independent Educational Manage-
ment Audit: A System Approach deve]oped by Lessinger,.Kaufman, McVity, and
myself. Using over 300: quest1ons in.nine categories, the Audit can he]p you

spot system breakdowns:

- o o ,. sl
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After spending over ten years searching -for a comprehensive management training
model for education, I have concluded that Robert E. Corr1gan has evolved

what is perhaps the best program for involving educators in management behavior
through a process of problem solving. = Corrigan, more than anyone I know, con-
forms "to Drucker's requirement that "management is practice.”

As you know, the ascendent fashionable words in education these days are
“management-by-objectives." U. S. Commissioner Bell has clearly endorsed this
approach, and it is 1ikely to receive an ever-increasing emphasis in federal
guidelines.. However, the proposed use of MBO in education is not without its
critics. Robert Snider of NEA, in his Is MBO the Way to Go?, . has raised some
valid questions about its use. - Snider points out correctly that there are some
essential differences between education and business, Peter Drucker probably
draws the clearest distinction between business and service institutions, while
ﬂt the same time coming out strongly for accountab111ty in service institutions.
e says

)

.What matters is managerial autonomy and accountability.
What matters is whether resources are being allocated to produce:
results and on the basis of results.

Then Drucker formu]ates six important requirements for service institutions:

1. They need to define what is our bus1ness, and what shou]d it be?

2. They need to derive clear objectives and goals from the1r definition
- of function and mission.

3. They then have to think through 9r1or1t1es of concentration which
enable them to select targets, to set standards ‘of accomplishment and
performance, that is to define the minimum acceptable results; to set
deadlines;...and to make (responsible people) accountable for results. .

4. They need to define measurements (indices) of.perfprmanceL

5. They need to use these measurements to feed back on their efforts, that
Js to build se1f—contro1 from results into their system.

6. .Finally, they ‘need ap organ1zed audit of oboect1ves and results so as
"to identify those objectives that no 1onger serve a purpose or have
proven unobtainable. e

The best known of the dominant theories of human motivation as they relate to

the management of human performance is probably Douglas McGregor's "Theory X"

and "Theory Y." Based on assumptions about people, Theory X holds in effect

that most oeop]e are no damned good, that they cannot be-trusted, and must ‘be
continually watched. Theory Y holds that, given.a chance, most people will seek
and accept respons1b111ty, be self-determining, and will exercise "1mag1nat1on,

-ingenuity, and creativity." - . o Lo

~‘\>
Gordon Lippitt, while largely conced1ng the validity of Theory X and Y, expresses
some reservations. He recommends an. ”ex1stent1a1 pragmatism,” which he labels
"Concept 'E'." He says: .
The underlying assumption of Concept "E" management is that the
managerial response will he appropriate when it solves the problem
situation, at the same time strengthening the human resources and

.252
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process 5f interfacing, and when it contributes to the growth:of
the organization while responding realistically to the external
environment. ‘ oL :

* The person most réSponsib]e-for converting Abraham Maslow's need'hierarchy

theories to the field of management is Frederick Herzberg. What Herzberg did
was to identify two sets of conditions that affect people in their work. One
set he called motivators; the other hygiene factors. The motivators encompass
achievement, recognjtion, the work.itself, responsibility, and advancement.
"The motivators," says Herzberg, "describe man's relationship to what is done;
job content, achievement of the task, recognition for task achievement, the
nature of the task, and professional achievement or growth in task capability.”

The factors involved in the hygiene set are organizational policy and administra-

tion, supervision, 'salary, interpersonal relations, and -working conditions.
The dissatisfiers describe the employee's "relationship in the context or
environment in which he does his job." These serve primarily. to prevent job
dissatisfaction while having little effect on positive job attitudes. The
upshot of Herzberg's study is that the factors involved in producing job dis-

- safisfaction are separate and distinct from the factors that lead to job dis-

satisfaction. The lack of satisfiers does not result in dissatisfaction; the
presence of hygiene factors does not result in satisfaction but in no dissatis-

- factian.

Finé]ﬁy,‘in this quick survey of prominent influences on manégement-theory, I-
call youf attention to the "managerial grid" developed by Blake and Mouton.

Five distinct managerial styles have been identified in grid theory, but.the
user can derive as many as 81 variations.. One who is familiar with grid theovy
finds he can make ‘rather quickly some fairly reliable assessments of an individ-
ual's or organization's managerial style. Important in administrative renewal
is an awareness of these different styles and an informed selection of styles
most suitable to an individual's predelictions. .

So there you have it--buggy whips,_reaﬁ4view mirrors, and all. - In spite of the .-

tendency tg carry excessive baggage from the past, I see some hopeful signs for
educational managers capable of inventing exciting, productive futures.

el
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THE OPEN MANAGEMENT SYSTEM

by .

. Dr. John Schaefer
. _ Counseling Psychologist.

3
o

What is the nature of the major problem in business and the academic environment
today? People-to-people relationships. The failure to establish satisfactory:
people-to-people relationships in Ltusiness results in communication breakdowns,
Towered productivity, increased absenteeism,:intra-departmental conflicts, non-
congruent goals. What is needed is a way of providing people with practical
tools that they can use on the job right now. = The Open Management System is the
answer to this need. : i

The Open Management System is a- new concepf utilizing a systéms apbéoach to
working with people in- the business environment. Thec three principals of OMS

~are (1) to see a situation from the other person's viewpoint, empathy; (2) to. _.

identify and werk with people's strengths rather than weaknesses. Strength
may be on1y 10 percent of what a person does, yet responsible for 90 percent of
his success; and (3) to understand human needs, psychological needs. These are

- the need for economic security, freedomr from want; the need to control life from

an individual point of view; the need for recogn1t1on, the need for personal
self-worth, worthiness; and the need to beiong and be accepted.as a member of a
group. These are not new concepts, but OMS requires that they be considered in
a synerg1st1c way so that the whole is greater than the sum of the parts, a
rec1pe ‘for people effect1veness

OMS.calls for identifying and building on strengths rather than concentrating

on weaknesses. . A1l too often managers and administrators take a negative approach,
1ook1ng for what is wrong w1th the other person rather than for what is right,
seeing only the.other person's weaknesses. We're. not suggesting that weaknesses
be overlooked; by all means try to overcome them. But the world is f111ed with

~peoplé who succeeded by building on their strengths

In the. 1972 World 01ymp1cs, for examp]e Mark Sp1tz won seven Go]d Medals for
swimming--a fantastic feat. It is conce1vab1e, though, that if someone had said
to Mark as a young boy, "You're already a wonderfu] swimmer, 30 how about devel-
oping abilities in some other sports so that you *11 become an all-around athlete?"
he m1ght not have become the first person to win seven 01ymp1c Gold Medals. The
fact is that most men and women- are lopsided where talent is concerned-: F1nd1ng
out what particular talents a persor poséesses, and allowing him to use them, is
the best way to achieve superior performance in any field.- Job satisfaction
depends, to a great degree, on being able to exercise one's special abilities.

Great genius rarely goes unnot%ced, but ordinary mortals are often unaware of

.where their special strengths Tie. One way to recognize your own (and other

people's) strengths is to keep track of daily job activities and rate them.

List each daily activity in the column on the left, ahd make an evaluation
accord1ng to how you feel about doing it. For instance, if one of the th1ngs
you do is write leagthy reports, and you dislike writing them, you might give
this activity a 9, 1, or 2 rating. If ta]klng with a fellow worker on the phone
is an activity you enjcy, you might rate it in.the maximum area: an '8, 9, or 10.

]
"
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Keep a.log of job activities for at least two weeks. At the end of this time,
as you review your list, pay particular attention to the items with very Tow
ratings as well as the ones rated very high. Obviously, the high-rated activi-

- ties are the things you like doing best, and very often these are your areas of.

special strength. And, the more time you spend working in your strong areas,
the happier you will be and the greater youv contribution to your work group.

Many peop]e think they already know how they fee1 about the different aspkcts

of their jobs. But, in rat1ng all the activities involved in a particular job,
one gets a good, clear overview of the work itself, and why it does or doesn't
contribute to a sense of satisfaction. No attempt is being made shere to suggest
that job strengths are a more important factor than any other. Rating one's
strengths is simply a tool which can be helpful in making the right decisjon.
The method for identifying strengths, incidentally, will not only heip you
analyze your own areas of special competence, but can also help you discover:
-hidden strengths that lie within each person in your organization.

The Open Management System also requires understanding of human needs. Many
books on management-emplayee relationships reafer to human needs and classify

them in different ways and under many different headings. Some place these needs
in a hierarchy or define them as job-related or non job-related. Often the same
need is called by different names. Some books claim there are only three basic
human needs; others say there are 15 or more.

Just as physical needs must be met if one is to live, so too must psychological
human needs be satisfied if one is to Tive meaningfully and with a sense of pur-
pose. If these needs for economic security, contro], recognition, self-worth,

and belonging can be satisfied con the job, the work will be enriched. If they
are not satisfied on the job, the individual will attempt to satisfy them off tne
_JOb, and the work will remain bor1ng, frustrating, and meaningless. ,

People work just as hard to satisfy human needs as they do to satisfy physical
needs. At work, both managers and employees are motivated when they recognize
that the job can help meet some of their individual human needs. Since work .
satisfaction depends, to a great degree, -on whether or not strongly felt needs
are being met on the job, it's important to kncw which. needs are prime motivators,
It's possibie to 1dent1fy the needs that. predom1nate within any one individual

: by observ1ng that person's traits and attitudes.

Each percon surrounds himself with things that represent  the image he has of hiri-
self as well as the image he wants others to see. These things, or symbols,
~also indicate how an individual's human needs can be satisfied; there s, in
fact, tangible evidence of both to <atisfy. Anyone can learn to recognize human
: symbo1s; thev are there for all to see. We are all familiar with the term
“status symboi," which usually refers to such ostentatious displays as expensive
; automobiles, large houses, luxurious furnishings, and extravagant clothes or
- jewelry. The term "luman symbol" is much broader; it includes the just- ment1oned
status symbols but much more as well.

In general, people will accept, buv, and surround themselves with things they

like rather than things they dislike. If a. person buys .and accepts what he 1ikes,
- then what he buys and accepts will provide clues to his self-image and human needs.
Often symbols are thought of as being only tangible or material things. But, the
things that people talk dbOUt, tiie words they choose, and the way they use them
are also symbols. When given the opportunity, people usually-talk about them-
selves or the things that interest: them. Words are symbols of our thoughts and
the way we regard ourselves. Words provide further clues to an individual's
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self-image and human:needs. To develop good relationships with people, it is
necessary. to watch and listen for these human symbols.

For example, Susan likes to wear brightly-colored clothes. Seeing Susan's
~ brightly-colored clothing, we might assume that Susan has an image of herself
as attractive, and that she wants others to see her in this same way; also, that
. she wishes to stand out from the crowd and be noticed (or that Susan has a
strong need for recognition). :

Symbo]s, however, must be seen and evaluated from the other person's point of
view. Susan may indeed see herself as attractive and want others to share her
opinion, and she may indeed have a need for recognition, but another girl wearing
brightly-colored clothes may wear them for entirely different reasons. Before
attempting an interpretation, one must look for evidence of a pattern to the
human symbols that apply to the individual one is trying to understand.

How does one find a pattern of symbols? The answer is: Stop, look, and listen.
The symbols are there for all to see and hear--and most people do see and hear
them. But, many are not aware of their significance. Symbols tell a lot about
other people, and the perceptive observer will see the relationship between
symbols, self-images, and maximum human needs. To be a p rcept1ve observer,
“incidentally, one does not have to stocp to nosing around in other peop]e S
private. affairs. Far from it. It is necessary only to haOe a conscious awareness
of -the symbols surround1ng the person one is trying to understand

Without a pattern of symbols, the observer is eas11y m1s1ed.\ One must be flexi-
ble and avoid making judgments about the value of another person's human symbols.
Symbols are never "good" or "bad," and to judge them as one or the other is to
jeopardize one's chances of making accurate interpretations. Rather, symbols
“should be regarded .as mere indicators of self-images and maximum human needs.

-~




DECISION MAKING FOR EFFECTIVE ADMINISTRATION
\ : by -

a2 c-Dr. Patrick E. Connor
' Associate Professor of Management
“o Oregon State University

c

Successful administrative renewal--successful improvement of administrative

‘effectiveness--necessarily invelves the improvement of organizational processes

and administrative actions. It is my hope today to stimulate your interest in
focusing on those processes and actions which are espec1a]1y critical to
improved effectiveness. We consider first the arena in which administrative-
actions occur: the organ1zat1on Second, we discuss the relative advantages

of individual versus group problem-solving processes. Finally, we examine whaf

"is probably the critical administrative task: decision mak1ng

Setting sthe Stqgei The Organization -~ e o .

-Administration is the process by which human and nonhuman resources are coordi-

nated to accomplish a set of objectives. In contemporary Western society, this

-process typically. occurs within the framework of the formal organization. -While

several models to understand and deal with organizations have been employed,
general systems: theory seems to be the best one tried so far. Basica11y, the

Systems approach to organizations.states that organizations acquire resources -
from the external environment, transform these input resources into output goods .
and serv1ces, and dispose of the outputs in such a way as to fac111tate the con- -

tinual acquisition of add1t1ona1 1nputs e

Ly

In essence, it is usefu1 to consider the 6rganization as a resource-processing
entity. More completely, however, the administrator needs to recognize that
there are several distinct components to the organization's resource-processing
character. First, the transformation of input resources into -outputs occurs
within-a formal organizationa® framework or setting. The nature of this trans-
formation is affected by specific features of the setting (structure, proce-

_dures, kinds of péhp1e) as well as by various organizational processes (commu-
~nication, group rq]at1o&i, status, conflict). The transformation is then:

implemented through deliberative administrative action (dec1s1on making, leader-
ship, coordination, objective setting, etc.), and is reflected 1n u1t1mate

organizational performance. .
Ny

As we suggested, administrative renewal is the 1mpr0vement of organ1zat1ona1

- performance. Improvement of performance requires improvement of those th1ngs

that contribute to performance. Thus, .adninistrative renewal imvolves the'

systematic and comprehensive zmprovement of the organizational components
identified above: context, processes, and administrative action. Let us first _
consider a particularly cr1t1ca1 organ17at1ona1 process, group behavior, as it

re1ates to problem so1v1ng

< ]

Group Problem-Solving Effectiveness

It is probably not an exaggerat1on to state that a~ substantial proportion of
werk that gets performed in organ1zat1ons is done within and by groups. How
well groups perform, therefore; is of no small importance to effect1ve admin-¢

;ﬂstrat1on
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What are the relative merits of a group, as opposed to an individuai, mode

of problem solving? Let us consider some ideas that might help the administra-
tor determine which mode is appropriate, under what circumstances. .The forces
operating in work groups can be either assets or liabilities, depending upon
the effectiveness of the members and the leader(s). :

Group Problem SoZving: Some Assets

- Greater Knowledge. There is often more information and knowledge in a group
than in any one of its members. If the group consists of members with somewhat
different sources of expertise relating to their problem. it follows that eath
person n:ight be able to fill in the knowledge gaps of other individuals.

More Approaches. I1ndividuals have a tendency to.deveiop "tunnel vision" in
their thinking and their approach to a problem.: The interaction of the members
can stimulate the search for more approaches by challenging each other's thinking.

gy

Inereased Acceptance. . The solution to problems frequertly requires the support
of several individuals if it is to be implemented effectively. It bears consid-
ering that a high-quality solution, lacking acceptance, may not be as effective
as a lower-quality solution with high acceptance. In short, solving problems

is more than a technical matter; it includes the add1t1ond1 task of persuading
others to accept the solution.

Group Problem Soszng Some Liabilities

OverconJormaty When social pressures emphasize consensus and camaraderie while
frowning on disagreement, work groups.can become instruments for ma1nta1n1ng '
:conformity. Agreement and acceptance of a decision by group members is therefore
not necessarily related to the quality of the decision reached.

Domination by an Individual. A work group's effectiveness can be reduced by

~ allowing ane individual to dominate its activities. If he is not especially
forceful or dynamic, the best problem so]vér may not have the opportunity to
influence and therefore upgrade the group's decisions. -This problem is
accentuated when a group has an appointed leader.

Goal Displacement. The goal of a problem-solving group is to create a v1ab1e
solution. To accomplish this, the members need to consider alternatives. Some
of .the members may begin vigorously to support their preferred alternatives
early in the problem-solving process. Thus, group members can bezome too con-
cerned.with bringing the neutral members to their side and refuting those with
other suggestions. The resulting goal then becomes one of winning the argument
rather than finding the best solution to the original problem. This process can
obvious]y lower the quality of the decision. -

Makang Problem-Solving uroups More Effective

N

Functions, Scope, and fizgree of Authority. - First, the group's dut1es and scope
must be clear and well defined. Group members must know the range of the

. subject refarred to them and the duties they are expected to fulfill in relation
toit. If a group has a c1ear1y spec1f1ed scope and duties, it is less likely

to f]ounder ' i -
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Membership. The quality of a problem- solving group's work is on1y as good as
its members. Members should be willing to see each other's viewpoint, be able
to 1ntegrate their thinking with that of other members, and be careful that
they don't compromise at the least d1sagreement

If poss1b1e members ‘should be of approximately the same organizational rank
and 1ndependent of each other. This ensures that their deliberations will not
have any superior-subordinate connotations. If they are cliosen from different
organizational units (departments or projects, for example), then difficulties
of rank are more easily overcome. Selecting members from different units also
helps to assure proper representation of the various interests wh1ch will be

-affected by the committee's actions. The impertance of dzda rep rsentation
cannot be minimized. Advisory boards, citizen-particination comm ctees, and

othef such devices are typically designed to include members representing a
variety of occupations, values, objectives, and 1nterests Such a design
intends to take advantage of this asset. ~

Size. A number of changes octur in problem- so]v1ng groups and in their per-
formance as they increase in size from two members up to 20 members. The .
critical point seems to be about five to seven. Beyond this size, it becomes
increasingly difficult for the members to engage in the interaction and sharing
of ideas necessary to effective problem solving. In short, administrators.can
part’y influence the performance of a problem-solving group by controlling its
size. For groups engajed in intensive problem solving, it appears the ma ximum
size should be approanate1y seven members.

Committee Procedures. Problem-solving sessions are usually much more effective
if certain procedures are agreed to by the members and then followed--if agenda;
are prepared, minutes are composed and distributed to members befove subseauent
meetings, and if such subsequent meetings are planned well in advance and mem-
bers are appropriately informed. Having the members agree to a set of procedural
rules to guide their deliberations usually minimizes the frustration and "wheel -
spinning" annoyance that often accompany group meetings. . .

Group Interaction. Even without the gu1dance of a chairman, most groups would
eventually arrive at some conclusions through the dynamics of group interaction.
However, experience has shown that some groups are able to arrive at conclusions--
and better conclusions--before others do. This occurs because.some chairmen
structure group interaction more successiully than do others. This structuring
involves such things as keeping the discussion on the relevant subject, assessing
the quality and ability of group members, and chcosing appropriate procedures
and methods for the type of individuals and the .subject involved. This latter
concern is especially critical because each member will Tikely.think of how a -new
proposition will affect him and his working environment. This tendency can
obviously tead to unnecessary frictions. Therefore, the chairman must develop .
. some common basis for evajuating propositions. He must first establish agree-
ment on the nature of the problem under discussion. Then he must see that every-
one understands the issue. Only after these steps have been.achieved can the
members of the group effectively interact and achieve a successful s~lution.

In éummary, an =ffective chairman must master two leadership roles: a role that

-emphasizes leader control over task activities and a role that emphasizes group-
building and the ma1ntenunc9 of group soc1a] relations.
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Administrative Décision.Making , SR

To make certain that their organizations provide the proper §oods and services,

in as effective a fashion as possible, administrators must do their best to see to
- ~it that organizational resources are allocated and utilized in the most appropri-

‘ate way. This process--allocating resources--is what administrative decision

making is 411 about. Our interest today is in those elements that contribute to

decision-making effectiveness. " '

Organization or Imdividual?

Decisions have consequences, both for the organization and for the people within
the organization. The administrator (whether or not he realizes it) walks a
*thin line in his decision-making activities. The line is' thin because he is
continually balancing the positive and negative organizational conseguences of a
decision; the line is even more thin because he must also balance the positive
and negative personal consequences; the ling is narrowed down. even further
because he must balance the organizational consequences against the personal-
consequences.

Ir carrying out this multi-faceted balancing act, the administrator must assess
vore carefully the impact that critical decisions are likely to have upon the
v.yznization and the people in the organization.. A useful action he can take

i making this assassment is to develop a list of criteria to use in making
ducisions. These .riteria should deal with all of his concerns, personal as

w: 11 as organizatinsnal. The overall decision process may then be ‘conducted in -
@ relatively straight-forward fashion, as suggested by the following steps:

1. Dezermine problems or opportunities that require administrative deci-
sions. - . ' :

(a8}

ve.zrmine relevant criteria on which to base the decision.
a. {rganizational
b. Personal

-,

3.7 Prioritize these criteria using.

a. Organizational values
b. Personal values
ks N

Communicate the prioritized criteria.

o

i
.

~ 5. Gather irformation that is useful in making the decision and
understanding the consequences of alternative possible decisions.

6. Make the decision.

7.' Communicate the deciéion-to peop]e.affecféd.
The.priqcipal lesson to be learned from this 1ist is this: adminfstrative-deciéion=
making is a process, a process in which the actual "deciding" is only one of

several steps. Effective administrative.decision makin. involves in reali
. any 1 ealit
effective management of the total decision process. v >
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A LINKING AGENCY: | | .
PRODUCTIVE COLLISION CAN FOSTER RENEWAL

by

Dr. Terrence Deal
Research Associate
Stanford Center for Research and Development in Training

Administrative renewal can be accomplished in many ways, but I would like to
emphasize the "new" of renewal by developing a different approach, one that
fosters a tense, sustained interaction or productive collision, one that pro-
duces a lot of sparks between administrative practice or organ1zat1ona1 or
adm1n1strat1ve research. ¢
Now this product1ve dynam1c kind of interaction can have several purposes,
depend1ng upon one's view of the role of administrator in today's schools. If
you view the administrator as a powerless reactor, the theory-action dialogue
might provide riew°coping strategies, tension-reducing mechanisms, or a more play-
© ful approach ta an impossible situation. Administrative renewal for me as a
pr1nc1pa1 of an experimenfa] high school was a jug of Swiss Colony and a straw in
the evening upon arriving home. If you view the administrator as a heroic lgader,
the dialogue would be focused on new 1eadersh1p styles, new methods ‘of instruc-
tional supervision, the development of charisma, or Machiavellian Ppolitical vower
strategies that would be designed to move schools in new directions. If you
view administration in.a more interactive sense--the administratcr -as an organiza-
~tional designer whose prime ability lies in changing, facilitating, and coardina-
ting the structure of-organization--then this theory-action dialogue that I am
_describing would emphasize organizational dynamics and how these can be orches-
trated to produce better.schools.

The other approaches to administrative renewal, the collision I'm describing
between knowledge and real” world problems, has certain strengths and weaknesses.
It can potentially help both research and schools, but it needs some stimulation
and sponsorship. It-also needs a place to happen, and it will have to recognize,
I think, some of the difficulties that the mergers of these two perspectives have

- had in the past. Given these limitations, I should Tike to develop with you,

" for want of a better description, a "linking agency" design for administrative .

. renewal. 1'd like to develop.this 11nk1ng agent model by sharing with you a
series of. experiences which have convinced me that such an agency could be a
useful approach to administrative renewal. -In a nutshell I'd'Tike to share with
you our experience in lifking. organizational theory and research-to admimistra-
tive renewal. 1'd also like-to suggest how an agency might be established on a
broader basis with a primary mission of linking or coordinating other existing
resources with administrative training peedsl :

The original purpose of the research work we are doing with the schools at the
present time was to develop some ideas about how schools might be organ1zed or
reorganized. We've worked with a sample of 188 elementary schools in 34 school
districts, surveying them at two points in time. What we were trying to find out
‘the. answer to is a relatively simple but interesting question. Given different
kinds of instructional programs and given some that are quite sophisticated, how

do these affect the organization of the classroom, the-organization of the school,
the organization of the district? In other words, how might schools, classrooms,

Aand d1str1cts be organ1zed ‘to support innovative 1nstruct1ona1 programs?

o . I - N | S
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We have some preliminary results from tl s research at the present time which
» suggest what we are now calling a loosely-coupled organization. In other
. - words, inl schools at the present time, the levels of schools and the divisions
e g peop1e operating within 1eve1s are not very well coordinated. When suddenly
C there is a need for a 1earn1ng disability specialist, a learning disability -
" specialist is added to the staff, the learning disability specialist does his
' or her thing, but that's not 11nked in any way with the classroom teacher. We
asked the question, -"Why are the schools loosely-coupled?" One way in which
an organization can adjust to its:environment, a very complex dynamic, changing
Te env1ronment, is to make its structure very loose. We are in a preliminary stage
in this .research, but I do think that it has some 1mp11cat1ons for administra-
- tors because it makes the administrator a prime coord1nator in a largely uncon=
tro]]ed or- uncoordinated system. .
/ .
The end product of our research is to provide guidelines for reorganizing or
restructuring schools or school districts or, in other words, renewing the
system. In our view, the administrator is a coordinator and the organizational
des1gner who is aware of .-how to manipulate the system as well as aware.of how
the system manipulates him or her. Adm1n1strators were involved in our research
from the very. bedginning in designing the way in which wé would get our informa-
tion and in interpreting some of our results. We tried to .get some administra-
tive input into our research so we wouldn't be making some of the mistakes that
I tnink researchers have often made in the past We also wanted to talk about
the implications of our research results and get some react.ons to administra~
tors of what we were doing. The administrators, however, weren't very excited
about the research we were doing. We:were criticized for being too structured
-or systems oriented. Their response created for us a series of problens: How
can we influence administrators' perceptions of organizations? How can we share
results and perspectives? How can we build some communication channels with
school administrators? ' :

- These problems led to the second phase of our work.. I would ‘1ike to tell you
that we linked up with a group. working on administrative renewal as a very
‘rational and planned course. Unfortunately, we did not.. I met a fellow at "
a conference who was a member of the Association of California School Adminis-
trators. He and I had both been having several drinks, and we began to urgue
about the role of research and the relationship of research to administrators.
He told me that he thought it didn't amount to much. I told him that I thought
that it did, and I challenged him to visit our center, which he did. Since he
, was a member of Project Leadership, we made an agreement with that organization
g which spec1f1ed some things we could do for them and some things. they LOU]d do

. for us.

PrOJect'Leadersh1p, a creature of the Association of California School Adminis-
trators, is basically a network of schoois and school districts organized for
the pr1me purpose of administrative renewal. - The State is divided into regions.
Each region has a liaison administrator who communicates both to the central
_organization and back to the administrators in the field. Project Leadersh1p is
~identifying through a needs assesgment the needs of administrators in training.
- They publish Thrust Magazire, conduct regional workshops, and train trainers.
One of these regional workshops is bringing together people who are doing either -
research or related work in the areas which the adm1n1strators have themselves
identified as very 1mportant , .
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We have related to the Project Leadership network by preparing articles for
their pub]icatiéns. We also do workshops in which we share our approaches to
organization. We share the instruments and the methods we ‘use to solve organ-
izational problems. We also give presentations in various schools and school
.districts, and once in awhile, we will be involved in a district or school
problem. This cooperative venture, although it evolved accidentally, offers @
-promising future for.linking research theory and other resources to administra-

- tive renewal. It meets the needs of researchers, and it also meets the needs of
the practitioners. ‘

Resources are needed to coord1nate, to link, to- identify other resources, to set’
the conditions and the format for interaction, to provide quality control, feed-
.back, and follow-up. 'A linking agency must seek out resources that can be
actively applied to administrative renewal. A linking agency must build net-
works, both vertical and lateral, so that the theory and research introduced

can ferment with the other available resources. A linking agency needs to
coordinate existing resources with identified needs, and it needs to stimulate
the creation of new resources wherever they are needed.

Where our theory and research have gaps, a 11nk1ng agency could provide a vital
forum for' the creation or the sponsorship of new theory, the, development-of. new
theory, or the actual accomp11shment of new research needed for administrative
renewal. - Another vital element provided by a 1inking agency would be quality
control--a well-developed follow-up that would not-only reinforce what has taken
_place but also catalyze further deve]opments of renewal and change within the

system.

Some pressing issues that a linking agency concept must address involve.philoso-.
phy -as well as cpoiration. We need to ask how committed administrators are to
being renewed? We need to ask how committed will administrators or state educa-
tion agencies be to a linking. agency concept as compared with other approaches

-to administrative renewal? Can a linking agency maintain a balance or tension

. between theory and action? In our experience, the sparks fly when, those two
collide, and if a linking agency does rot maintain a balance, that collision will
not be productive. Can theory and research be put into a form that .can be adapted
to administrative.renewal needs? This'is a very crucial question. Operationally,
can a linking agency establish an interactive needs assessment system? Can pro-
ductive networks be established among administrators from different schools and
school ‘districts, and can such networks be made to foster two-way, vertical, as
well as lateral communication?  Can Tinking agents be made to move comfortably.

" and effectively between research and practice? .Can thé linking agency provide
incentives or rewards ‘for people whose prime function:is coordinating or linking?
Can the linking agency resist the temptation to develop training capabilities of
its-own? Is linking and coordination of resources with needs a fundable kind of
proposition? Will Tlinking agencies be equal to the task of system renewal, of
which administrative renewal is only one part? If a knowledgeable person were
to observe your State department and its administrative renewal program two years
hence, what would you hope.this person would see? The new chapter for adminis-
trative renewal would include an agency that actively coordinates and 1jnks’
therapy and knowledge to administrative pract1ce

-




THE COLORADO DEPARTMENT OF EDUCATION AND THE DEVELOPMENT
OF SCHOOL DISTRICT-BASED ADMINISTRATOR RENEWAL PROGRAMS

by

' Edward Brainard
Director, Leadership Development
Colorado Department of Education

~Characteristics of School District Administrator Renewal Programs

~ Here's the problem we faced in Colorado 16 months ago: MWhat can the Colorado

Departmont of Education do to assist interested school districts in developing

systemat1c and planned administrator renewal or professional growth programs?’

. Today, after many months of work, 31 Colorado school districts areé: either oper-
ating or deve19p1ng administrator renewal programs for their school administra-
tors. In general, the programs have these features:

1. They are profess1ona1 growth programs which adm1n1strators develop as a
result of enab11ng Teadership provided by the school -district.

2. The programs are school district-based, schoo]'d1str1:t—p1anned, and
school district-operated. Each district's program differs somewhat
from those of other districts; yet, there are common threads of prac-
tice among the severa] programs.

3. These professional growth or renewa] programs are designed 1arge1y to
capture the interest of schoo] administrators who have completed their
formal graduate educat1on :

4. "The main target population of the school district-based programs are
educators who serve in middle-management positions.

5. The prpgramé takg place on the job,'not,in an iquated academic setting.'

6. The nrograms use many of the practices of some 45 school diétricts in
14 states which developed and operated administrator renewal programs
during the period of 1968-1974 in association with CFK Ltd. Foundation.

There are six characteristics of effective school district-based and operated
administrator renewal programs. An administrator renewal program is (1) indi-
vidualized to the greatest extent possible in regard to the renewal topics and
problems identified by the involved administrators, (2) related to the on-the-job
concerns of the administrators, (3) related to school improvement projects
organized and conducted by the administrators, (4) contjnusus, rather than con-
sisting of "one shot" ‘events which lack follow-up activities, (5) largely based
on small group and individualized Tearning processes, rather than only on large
group workshops or similar activities, and (6) based on the goal of improved
performance on the job as opposed to only providing administrators with new or
additional information about improved schools. ~In.brief, effective programs are -
persona11zed in that the participating adminis<trators work on problems. and

issues of their own 1nd1v1dua1 concern. Thus, the programs are on- -the-job oriente
After the first year or two, they become action- or1ented in that actual school or
pro1ess1ona1 improvement- prOJects are the focus. _ .

22 | 34
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How School Districts Develop Administrator Renewal Programs

Typically, districts follow a six-step process in organizing an administrator
renewal program:

First, one of the district's administrators assumes responsibility for pro--
viding program leadership. In about half of the cases, the superintendent
assigns the responsibility. In other instances, the Teadership is assumed.

Second, a formal or informal task force of administrators is organized to
consider the administrator renewal idea. ‘

1

Third, an assessment process. is used to discover the interests of the dis-
trict's administrators'as a group or as-individuals. (Various needs assess-
ment procedures are available and used for isolating the issues on which the
participating administiators desire to work. They range from simple inter-
view techniques to discussion groups on needs, and from complex paper-and-
pencil assessment surveys to the identification of professional growth goals
as a part of managemeht-by-objectives systems used by administrators in many
school districts. In one district, for example, the administrators develop °
individualized professional growth plans related to job functions about which
each person desires improved-abilities. .Another district used the CFK Ltd.
School Distrirt Climate Profile as a means of identifying their priorities
and the topics about which they wish to work together as a team. A large
Colorado school district developed an extensive and formal needs assessment
survey in association with a university. . Using the resulting priorities,
they made  arrangements to have:university classes offered in the district

for those interested.

)

Fourth, the task force develops the dfstrict's plan for providing adminictra-
tors with renewal opportunities. =~ . )

Fifth, interested administrators volunteer to be a pakt of the program.

Sixth, éo]]egia] learning teams are often organized. -Such teams‘develop
learning activities to achieve their team and individual renewal objec-

tives.

I\

‘The Collegial Team as a Means of Providing Professional Growth Opportunities

An effective means of providing renewal opportunities is the collegial Tearning
team of administrators, a group of professional colleagues who are committed to
“ providing each other with support for their growthi goals and serve each other as

consultants, thus reducing the cost of and need for hiring consultants from out-
side the school district. Each member of a collegial team designs a plan of pro-
fessional self-renewal and growth, shares the plan with the team of colleagues,
goes through learning and sharing experiences with the team on a regular committed
basis, obtainé meaningful feedback and help from the team regarding his or her
plan and progress, and uses the team to assist in revising professional goals for
future growth. Typically, the team, consisting of seven to ten administrators,

% has a -ommon topic or goal. THe team meets periodically for a two to three-hour

' period approximately every three weeks. . In-brief, the collegial team approach is
a means of breaking the total group of interested administrators into -smaller
working teams on areas of commop interest and concern. : '

3o
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The Role of the Colorado Department of Education in Assisting School Districts
to Develop Administrator Renewa] Programs

In assisting Colorado school d15tr1cts to organize administrator renewal programs.
the Director of Leadersh1p Development in the Colorado Department of Education
initiated a number of major activities. These activities represent oue approach
a State education department might use as a process for involving school district
leaders with developing administrator renewal programs in their school systems:

1. Obtain books and monographs to‘provide as a resource library to poten-
tial school district administrator renewal program leaders and which
will help such educators develop growth programs in their districts.

2. Develop visibility for the school district-based administrator renewal
* program concept through initial contacts and planning sessions with
superintendents or other central off1ce-1eve1 adm1n1strat015 of inter-
ested school districts.

3. Develop leadership plan of goals andvobjectives designed to stimulate
school district bdsed administrator renewal programs.

4. Organize and refine field services processes for assisting each inter-
. ested school district in the actua] deve]opment of an adm1n1strator
renewal program. .

5. Organize collegial activities among the administrator renewal progran
leaders of the participating school districts.
6. Organize consultant resources to support the development and operation
of administrator renewal programs. N
To provide additional assistance to districts interested in developing administra-
tor renewal programs, the Colorado Department of Education has retained the ser-
vices of five school district administrator renewal program leaders on a unique,
mini-sabbatica. leave basis. With the title of Special Associate for Administra-
tor Renewa' Programs, Colorado Department of Education, each associate assists
other districts with administrative rencwal programs for a total of ten days
spread throughout the school year.

A series of seminars for superintendents of districts in different size categor-
ies ‘has also been tried with success. These are now being developed into a pro-
gram.

Administrator rénewal programa are not difficult to beg1n because they capture
the interest of many superintendents. The real ‘chailenge for a State education
department is to assist each interested school.district in sustaining its: program
once the initial glow of enthusiasm wedrs off. A larger goal of administrator
’renewa1 programs is that of school effectiveness. In the final analysis, school
principals, superintendents, and other administrators will not be judged by the
efficiency with which they have run their schools., Rather, they will be Jjudged
by the.effectiveness with which they have educated a generation of thoughtfu]
sensitive, and humane, as well as informed, young men and women.



SHADOWS OF THE PAST -
RESTRICTION OR OPPORTUNITY FOR RENEWAL

by
Dr. M. Donald Thomas

‘ Superintendent of Schools
Salt Lake City School District

Most renewal programs are talk, and very little change in human behavior
actually occurs. For the most part, workshops or in-service training or col-

-lege courses do not make a basic difference in the life of the individual. I

would Tike to illustrate for you what that is.

According to the theory' of the shadows of the past, within each of us there is

a combination of factors residual from our entire pas.. which determine at any
given time what ‘we do or what we don't do, what we vaiue or wha*t we don't value.
These are based on the large number of experiences we have had, and these experi-
ences, in totality, become our shadows of the past. As the shadows of the past
talk to us through an inner voice, each of us evolves a self-image, a 1ife view.
Each of the events of the life, as they occur to us, are interpreted at a par-
ticular time based on that life view.

Unfortunately, the ability to interpret an event creatively with options or
with renewal or with a great deal of flexibility is usually not present within
our shadows of the past. Generally, our experiences have not allowed for poSi-
tive attitudes toward new experiences, have rnot allowed us to look at the events
of ]1fe with a great deal of openness, trust, and challenge.

o
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Most training programs look at-the job events--such as scheduling the high school

.or non-graded teaching or team teaching or some factor within the job itself--and

give you some training in the job skill. These are usually of very littie value
because they don't attack the basic problem of the shadows.of the past.. The
1ife view, for the most part, remains the same; so the interpretation of the
events are restricted. In order to make a significant difference in the renewal
of a human person, it is necessary to take'these'experiences and either re-
experience the totality of them or create new experiences which will balance out
the shadows of the past and create a new reference point from wh1ch to develop a

different 11fe view.

Thﬂse are eight important areas in which administrators stould have new experi-

. ences to counteract the general experiences that prevent self-renewal. If you
in fact design individual renewal programs in those areas, generally you will

have a shadows of the past different from most people. You will tend to be more

" creative, more trusted, more open, more able to deal with stress and to 1nterpret

the events of life W1thout anxiety. ‘ L

The eight areas are these: (1) The ability to use time as a servant rather than
a master, Generally, we will say, "I don't have enough time." Time is master-

“ing us rather than us mastering time. Shadows of the past say, "You're too busy,

and you' don't have time to do something new. If ‘you get this additional respon-
sibility, you are going to be overwhelmed." But when time becomes a servant of
the individual, not the master, then he can solve the part1cu1ar problem formerly

‘subverted by the shadows of the past.

cl
\'A
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(2) A "can-do" attitude. Most people look at something new or something which
is extremely challenging or difficult, and the shadows of the past say to him,
"That will be a lot of work, that will be very difficult, that will take a lot
of effort." Because of the shadows of the past presenting that kind of restric-
tive irner voice, he, interprets the event as rather dangerous or as an event
that will hurt him, put him ca the spot, make him fail, and therefore he will
not attempt that event. However, as the individual develops talents, produces
products, and does things that he did not normally believe that he could do,

as he succeeds, he generally develops a can-do attitude. As he develops that
kind of attitude, the shadows of the past take on a little different perspective,
and he is able to be more positive, more open to challenge, more trusting of a -
new opportunity. ‘

(3) The ability to handle stress and insecurity in a positive way. Our jobs
are always insecures our boards of education may fire us at any given time,

a creep who swears*at us may come out of the woodwork at any time at a board
meeting--that's just part of the game. Learning to deal with insecurity and
stress is a definitive program. There are self-initiated and self-controlled
activities that we can use to learn how to deal with insecurity and stress in
an open manner. '

(4) The ability to communicate with people--to comnunicate openly in a straight-
forward manner, and not play verbal games.

(5) The ability to neégotiate. As Satchel Page once said, "As you go through

life, vou have to learn to jangle a little." Some people are extremely rigid.
Everything that happens to them is a catastrophe. They can't jangle a little.
[f you le.rn to jangle a little, the problem becomes less severe. The ability
to negotiate with events gives you control over the circumstances of life, and

it is a skill that can be learned.

By the way, all of these areas are developed in terms of specific behavioral
skills that an individual can learn. They are validated through colleague val-
idation. [ can take this area--the ability to negutiate and jangle a little--
and work on a self-continuing education program, discuss it with a colleague,
and at every opportunity have the colleague determine whether or nut I am making
any progress in that particular area and give me a coatinual reflection of my

behavior.

(6) The ability to set goals and achieve them--the ability to say that I am
going to get this amount of work done and the ability to succeed in getting it
done and have someone validate that I have learned that skill. That again can
be defined in specific behavioral terms, and all of the self-skills of that
particular objective can be defined and evaluated and validated by a colleague.
I can develope an ICE plan--Individual Continuing Education Plan--and I will
contract with another colleague who will monitor my development in that area.

(7) The ability to see the big picture--the ability to look at any event in life
and put it into perspective with all the other events. We usually note the
things that we have accomplished: graduating from college, securing an M.A.,

~ obtaining a teaching position--a long list of things, but put these into perspec-
tive. One day a patron calls you up and says that he thinks you are a bad prin-
cipal. So what? One day the Board calls vou up and says that vdu're fired.
So what? It is just nmusical chairs anyway. I don't know one superintendent in
thi$ situation that's unemployed. .
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(8) The ability to take action. That's a difficult skill. to learn. Most of us
- want to verbalize rather than take action. Even though most of us here have had
training in developing this, it hasn't made a bit of difference. We're still
nervous, we're still d1strustful. we still play little secret word games with
each other, and we aren't really satisfied with our jobs. What we have to do is
work backwards because in order to have a more satisfying job, a greater ability
to negotiate with 1ife, a view which is more expansive, we have to change our’
self-image. What do we do to change our self-image? We have to get rid of all
of these shadows of the past. How do we get rid of them when we have all of
these experiences to build up the shadows of the past? We have to have new

experiences.

These eight areas are the ones in which you should develop new exper® .es.

We have developed programs in each of these areas. When an individual goes
through the whole training program, and he has decidud for himself which area
‘and in what sequence, and has appointed a colleague to monitor him, he does in
fact becume different. He is able now to look at the totality of 11fe with a
different perspective and can continue to renew himself because it's a way of
life and not merely a training program or a workshop, but a whole perspect1ve
of what human life is all about. )



~ ADAPTING TO CHANGE
THROUGH A COLLEGIAL SYSTEM

by

Dr. Thomas Neel
Superintendent of Ampitheater School District
Tucson, Arizona

In administration today we. have people who have been selected for quite dif-
ferent reasons. In the 40's the ability to deal with progressive education

and .to implement children's self-needs was paramount. Then the emphasis shifted
to schools as community centers, and many of our administrators were selected
because of their ability to handle public relations. In the Sputnik era schools
were a part of national survival. Academic counseling and prumoting achievement
in subject areas became the more significant administrative skillis. In the 60's
and 70's many of us entered administration because we were supposed to be inno-
vators and change agents who had the ability to initiate change, break up tradi-
tion, and open up school systems. At the present time, schools have become pro-
moters of self-concept. Accountability and sharing decision making dominata the
scene. Because of the forces that change us and the climate in which we work,

we have to renew ourselves.

Some interesting things happen to people when they are confronted with change.
They can either admit failure and take the risk of loss of status, or they can
stay.close to the status quo line and perhaps adjust. The forces of progress,
however, are centered.in the people who can deal with ambiguity, show initiative,
make order out of chaos, be responsive to change, and be rist -oriented. In tle
Ampitheater District we encourage our administrators to be risk- oriented.

Ue have started a program of accountability and management -by-objectives. We
'went out to the.public with the Delphi Techn1que We asked the community in
groups of 150 what the characteristics of a quality school system were. We
identified some concepts as potential goals, and then we set up a committee of
about 30 people chosen from the community who turned these into goal statements
and goal indicators.

)

Then we sent out 1,500 questionnaires to a random sample of the population.

We obtained a consensus on the goals thus identified, and the Board adopted them.
What the community wanted most was promotion of self- worth. The next was tied
to salable skills or basic skills and then variety of experiences.  Twenty-three
items on my contract are related to those objectives or goals of the district,
and the administrators have their performance review based on them.

Because some components of the system didn't fit, we started a new performance-
based po11cy system. :

After we had the goal objectives, we set up.a decision-making matrix for who
would be involved, and we used these threc kinds of decision making: Z power,
all authority to get the job done; C power, consulting before the action is .
taken; and I power, informing or commun1cat1ng Last year we took the po11c1es
and the goal statements and set up a grid assigning those who would be the Z's
and who would be the C*s. Everybody wanted to be an I.

a0 - :
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-Now, this i5 the process that we have set up for administrative renewal program -

- after we had our objectives and goals of the district. First of all, the admin-
istrator conducts a needs assessment. Nearly every principal is a new principal
_to his school because we rotated 11 of them last year. He selects five goals
for the year, and then he reviews them with me. He chodses his collegial team.
His collegial team is not requirad in our district but the performance review is.

“He has to fill out & quality assurance agreement, but he doesn't have to have a
team. He then writes a SPAR or a Self-Performance Achievement Record. SPARS are
usually something personal. For example, the fellow is going to initiate an
alternative school program for,two or three years. I don't expect him to write
a SPAR if everything works out all right. ' ) ’

Throughout the year, usually three or four times, the collegial teamysits down
with the colleague and discusses his-progress te date. Usually, the collegial
teams are collegial teams for one another rather like a social experience.

The collegial team monitors the progress and critiques the person and his program.
One thing that is a little threatening to me about the collegial team is that if.
"I don't agree with it, we're in trouble. At least' I am. So far, they have
takan their work very seriously, and they have helped each other. As a final
step, the supervisor confers with the supervisee, and they write a report for

the year's performance review. :

When I go out to see people, I want to find out what standards they think are

being used on them. For instance, a few years ago I went into an elementary

school, and the backboards for the basketballs were down ‘to about five feet.
"Since 1 had never seen that before, I asked the principai, "Why do you have those
_backboards down?" He replied that it was done so the smaller kids could make a

basket. When I came back the next week, the backboards were up to nine feet.

I asked why they had been raised, and he said because I told him to. told him
“that I hadn't told him to but just had wondered why. From the tone of my voice,
. he thought that I had wanted them raised. My point is that he didn't kngw what
- was being used to evaluate him. The collegial team can help clarify. some of
those things.. Each collegial team designs a plan for professiohal renewal-and
growth.

We were fortunate enough this year to get a Title III grant for administrative
renewal. We trained the principdls in research and problem-solving skills, and
they produced four team documents. We've sent those reports from the principals
and their group directly into the Board with minor editing.. Now that might not
seem like such an accomplishment to you; but everywhere I've been before, reports .
from the field must be cleared through the central office first because people’
have different perceptions of what the Board wants to see. With our problem-
solving approach, though, we have developed a highly-=trained staff out- in the
buildings. ' : o
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RENEWAL THROUGH AN EXCHANGE PROGRAM
' by ; ,

Don Richards .
State Department of Education, Utah

In 1973 Superintendent Talbot recommended that the Utah State Board of Education
approve an exchange program among State staff and school district staff on a
selective basis. Among the staff of the State board of education there are many
fine administrators who have excellent capabilities but have not had the experi-
ence of holding a position such as an elementary or secondary school principal.
Perhaps they have not had the opportunity to hold a position in a central office
staff at the district level, or they have not been a school superintendent. An
exchande program would permit them to have the-type of an as;ignment that would
broaden their exposure and fill some. vo1ds that now exist in their professional

_experience.

From time to time, as State board members visit school districts, comments are
made from local district officials that the relationship is something less than
it should be because some.members of the State staff do not understand local
conditions. Conversely, statements are also made by the State staff that some
local personne1“do not seem to have what they call a Statewide perspective.

They don't understand the prob]ems of administering precgrams at the State Tevel,
and they don't see education in the State as being a Statewide system but rather

see it from their viewpoint as a d1str1ct adm1n1strator

Through an exchange program, it was proposed that State staff members who would

- voluntarily accept an assignment at the local level would be exchanged for

school district staff members who desire to broaden their exposure and gain
experiences available from service at the State level. Under the exchange pro-

.gram, the State superintendent has informed his staff of the benefits he feels

staff members could receive from such exchange and has encouraged those who have
an interest in this program to make that interest known, tc volunteer to be con-
sidered for this type of .an'assignment.” In turn, local boards of education and
superintendents have been informed of the possibility of an exchange program
through meetings with the Soc1ety of Superintendents. !
The problems’ that arise concern the details of such an exchange First of all,
there is the period of time. We felt that an appropriate guideline was the
period of time corresponding to the contract period at the local level. Second,
there is the problem of salaries. ‘The person involvedc:could be exchanged at his
or her current salary rate. This is the practice that we have been using-so far.
As an alternative, a salary commensurate with the new responsibilities might be
negotiated and set. -The salary could also either be paid by the respective organ-
ization or the office or agency. To date, we have let the salary continue. from

" the organization.

The third probiem involves the return following the period exchange. The person
from the State school office has the understanding that upon termination of the

contract period spent in the local district he or she will be brought back to the
position that-he or she vacated. Local boards of education, of course, are free

. to stipulate ‘the conditions for their employees, or they may decide to handle it

differently, select different alternatives. For example, a local district may
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elect not to take the per<>> back and fill the vacancy following this period.

To date, the contracts negotiated have been a strict exchange where both indi-
viduals have returned to their respective positions. In case a district does
not desire to have an individual return to his former position, that individual
would have no claim on the position in the State school office, that he occupied-
at that particular time,:but he ¢could, with other applicants, be considered for
any position that becomes vacant in the office during that time. A very impor-
tant aspect that we feel needs to be clearly understood is that the .person

being exchanged undertakes the new responsibilities with full author1ty and
accountability. . So a person leaving a State school office and Jo1n1ng a dis-
trict as the district superintendent would in fact be the district superinten-
dent for that period of time and wou]d ‘have comp]ete authority and respons1b111ty
in that connect1on

When a local board of education indicates to Dr. Talbot that it is interested

in an exchange, Dr. Talbot selects, from those in the State school office who -
have volunteered to be considered for such an exchange,  three 1nd1v1dua1s, and
he presents those files to the Tocal board of education for them to review.

Should ‘the local board choose not to exchange a local person for one of the State
staff proposed, any objectiorable individuals would be removed from the proposed
list and additional members submitted. This is followed then by a very tight
contractual arrangement with the Jocal board assur1ng that everything is 1ega1

We have the authority of the State board to move in this d1rert1on, assuring .

them that we would not create any additional new positions at the State board
level, nor do we feel that the program would add add.itional expense. This .-
exchange proposal has the commitment of the administrative staff of the State

board along with the Utah Soc1ety of School Superintendents.

To date, our experience has only been an exchange w1th the State school .office

and local district staff. Superintendent Talbot has made contact with the Deans

of Colleges of Education of three universities in Utah, preparing to exchange
between the State school office and the College of Education. We are further
anticipating exchanges in the future with the State Planning Office, the. Governor's
Planning Office, and, hopefully, with-other agencies. In fact, Dr. Talbot asked me
to offer the challenge to another State in this inter-mountain area, one of our
RIPP states perhaps. to exchange personnel within the State and let this become

an interstate activity. If there are individuals in the Utah State school office
who could be of value to you in your agency or in a particular project or recle

* for an ad hoc period of time, we would welcome negotiations with you on such an

exchange



SUPERINTENDING IN A NEW ERA:
"EXPERIENCE KEEPS A DEAR SCHOOL"

by-

Dr Roy Truby
Super1ntendent of Public Instruction
Idaho

Superintendents talk about collective bargaining, federal intervention, regula-
tion of the courts, student r1ghts, and teacher rights. For some of them, it's
just no fun anymore. They arc g01nq through a kind of ¢ultural shock. The
question 1s Tong past whether we're going to have federal intervention or not,
"whether we're going to have State involvement in education or not. Recently, I -
told a trustee at a convention that I believed in local control as a matter of

".philosophy, but not as a matter of theology. Education today is a national con-
cern and a State function. It's a local operational responsibility. The sooner
all groups realize that's the way it is and that we are go1ng to have to work
together, the better off we shall all be.

During a ‘recent speech, I couldn't resist the temptat1on to talk about what the
federal courts are doing in a positive way. Not-all of our proposals are being
accepted in Idaho right now, but some are because of Mrs. Randolph and Mrs.
. Rodriguez who had the courage to ‘take on the United States Government, When poor:
families can také cases to our courts and win and thus affect the priorities of
~our State and other States, I think there's something to be said for them.
Mrsd Lau, the Chinese immigrant, sued the 0. S. Government because she said-her
child had the r1ght_to instruction -in his primary language. The U.S. Office of
Education now has Lau Centers. That couldn't have happened in Russia or in any
- other country. While many courts are now telling us what te do, we probab]y
wouldn't have done some of these th1ngs yet if they hadn't reguirad us to.

What are we dealing with in education? In the.last two years, it is estimated
that we have spent over a billior dollars .in court cases and over 200 cases of
record. When you consider that only one case in 100 gets in a case of records,
and if you look at the total cases, the school kid's hair length has been edu-
cation's number one priority in dealing with the courts. We thought that issue
was decided; yet two weeks ago in Idaho children who didn't have hair ‘any longer
than mine were expe]]od in two districts. We finally exnlained we have a Supreme
court decision now in Idaho.. The law-abiding citizens said, "We don't really
care what the Supreme Court.says Our kids are going to cut their hair."! But

. they finally gave up. The-State board attorney has hair all.the way down to his
shou]ders One of the groups called him in for help and exclaimed, "My gosh,

~you can't go before the judge Tike that:." BenJam1n Frank]in once said, "Experi-

ence keeps a dear school, but fools will learn in no other." We often condemn
ourse]ves to the bitter fate of learning from the past; but, hopefully, we can
have epxerience-oriented kinds of =activities in our adm1n1strat1ve s-renewal pro-
grams to prepare for the future. .

It's exciting to live in a- time when we are f1na11y beginning to believe all the
things we have been saying. We do say truth and justice for all when we salute
the flag.” We talk about all men being created equal. But when we say that ve

‘ helieve in equal opportunity, we mean it; we have all kinds of prob]ema. Wa

: have got to deal with them if we mean it. We say that women aren t getting
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equal opportunities in our State.. It is easy to say so, but if I believe that,
_ then I have a problem I must deal with. How many superintendents dc you have in
© some.of your States who are women? We don't have any in Idaho. We have 250
male secondary principals; only one woman assistant principal. Whén you deal
with realities, you don't talk about a quota system. It's equal opportunity,
not a quota system. Title IX does not mean men and women in the same locker -
room; 1t just means equal opportunity. we've been spending about $10 for
boys' athletics for every dollar that we've spent on girls' in our State. We're
- beginning to quest1on that, and the quest1on1ng process can be a very positive
ane. .

" If 1 could have picked a t1me to be State super1ntendent, any time in history,
I would have picked no other time than the present. It is an exciting time to.
be in education. It is time to sow again. School administrators now need to
make renewed efforts in a number of areas. They need skills in dealing with
bqards._ School boards are changing. Some are elected today on a one or two-
issue ‘basis. They come in on an advocacy basis. They're more p011t1c1zed '
they're more involved. If you're dealing with a school board the way you d1d
then you need to .have some additional kinds of nxper1ences B

Today the successful adm1n1strat0r a]so needs to be a Jk111ed f1ghter for public
resources, both at the State and local Tevels. He has to know how to fight for
resources, and he has to be more involved in-p011t1ca1 activities. Last year

~we got- k1ndergarten fully State-funded. "But it wasn't just us. We had the
League of Women's Voters with us, we had the AUW, we had various PTA's support1no ,
us, -and we had the constituencies behind us. That's why we finally got that p1ece
of legislation after waiting for six years.

A superintendent today has to have two focuses. He has.to have an internal focus--
the department; but the big respons1b111ty is. that external focus--dealing with
the publics that can make things happen. For too long educators and adm1n1stra-
tors have. said they:.don't want to ‘get involved in politics. Well, if you don't
want to be in politics,. tuen get the hell out and let somebody take the job who

has political moxie and political, savvy, someone who can make things happen.

You don't make them happen sitting in your office. ‘

> A successful administrator must also learn to deal in a new era of emp]oyee and -
employer relationships.. We have to recognize that we are in-a new era. .In
Idaho, the superintendent used to tell the teachers, "You're going to belong to
the IEA becausg we th1nk it is good for you. So, we are going to subtract your
~ dues automatically." -Of course, at that.time the administrators ran the Idaho
Education Association. Those days are gone. I talked to a ‘superintendent the
other day who felt threatened by the suggestion that he could improve his rela-
tionships with teachers by having Tunch every other Friday with a teacher- lTeader.
. He's really not recognizing that the president of the teacher's association repre-
sents a 1ot of:power. He has the ear.of every teacher, and the super1ntendent

has to dea1 with that power.

Super1ntendents also have to 1earn to deal with activist groups in the community.

" A11 of us in education have to qrapp]e with that tendency to go our .own way, to
drift away from the public. We've had our.way for a long .time, and it's pretty
comfortable that way. We really have to get back to the ph11osophy that we have
public education because there are certain things society wants us .to do. B
Because we lose touch with what they want us to do, we create enemies. We have ~
more passion in.this d1rect1on--venom, attacks on pub11c education--tian‘'we have

ever had. , _ ,

) . ‘ Co ’ .
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We need concerned, caring parents, but the PTA is dying in Idaho. No wonder

they are dying. - ‘PTA meetings are damned boring. They have so-much to talk
about; yet instead they talk about playground equipment, cookie sales, and
carnivals. 'PTA's could present issues, create a forum where administrators

and parents get together and Tay out some of the problems about discipline.

We need to talk about rights'to privacy and what.that mean$ for students and
parents. We need to talk to parents about what it means to read to a pre- ‘
schooler. We have so many things that we need to talk about. School administra-
tors need tg learn to.deal with community groups, need to be “in touch with groups, .
and build on a supportive base. ’ o -

/
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If State departments of education are going to be meaningful in this whole area
of .renewal, they are going to have to get involved and take risks too. We can't
. Just sit. back and be paper shufflers for ‘the U. S. Office of Education and 1ocal
school districts. We have to, make their problems our own problems. We have to
share problems, and we have to get involved. There are two aspects of this: -one
is renewal for our own departments, the whole ‘concept of -staff renewal, and the
other is getting away from the protection syndrome. Too many superintendents,
college presidents, people involved in high positions, are surrounding themselves
with people telling them what they want to hear. You have to have people around
you to give it to you straight, and you have to have a ¢limate in that organiza-
tion that allows honest feedback. You have to allow people around you to make
you uncomfortable. ) T

Finally, a school administrator must learn to confront without being combative.

. He must try to deal with issues, not ego. You're fiot going to change some things
- just because you don't like them. You may modify them or negotiate them, but

- confront the issues, talk about the differences. I .think too many administrators
. think that if you disagree with them, you have attacked them personally. That is
why they have things so out of perspective. If:you cannot at least solve a prob-
lem, the next best.thing-is to keep your sense of humor. ' '

4y
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- In the grant award process, the amount of paper work has ‘been reduced by using ‘. i
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TITLE IV AND ADMINISTRATIVE RENEWAL PROPOSALS

A by
Dr. A]pheus White

D1rector, Division of State Assistance ' . .
U.- S. Office of Tducation - ° - :

-

Today I shall attempt to bring you up-to-date on 93-380, in particular Title IV
within that legislation, and tell you how it relates to administrative renewal
and what the possibilities of funding are within that'tit1e.

There are two consolidations within Title IV. The first consolidation deals
with the'categorical.State plan program, and the second deals with the discre-
tionary money that the U. S. Commissioner of Education has. Congress.set up a
separate authorization for that money and also set up several priorities for its
use: metric education, women's equity education,. gifted and talented program,
consumer education, and career education. The consolidation of the State plan
program does ‘not provide for a new program in the sense that the legislation
expands the authority to provide for a new program. .It.is merely a new way for
States and school districts to apply for and receive their grants. The same
possibilities that exist within the categorical legislation also exist within
the consolidated Tegislation in terms of administrative renewal.

One additional part is available. Under ESEA Title V there were.tnree parts to .
the Title V legislation: Part A, which grants money to the State departments

with a small amount set aside for 50% type projects; Part B, which grants monies
to Tocal school districts- for internal strengthening and 1mprov1ng their manage- =
ment resources; Part C, which allows for planning and evaluation for both States
and school districts. Part B of Title V was never.funded; however, under the new
consolidated legislation, all parts of Title V are ava11ab‘e for funding. .The
year 1976 is a critical one for States to decide what kinds of priorities to set

in administrative renewal. If they are going ihto that area, they need to ‘look

seriously at the money within Title IV, the strengthening of SEA's and LEA's, and
how much money of that they are going to earmark for adm1n1strat1ve,renewa1 It -

is a ‘critical year because we do have in some States money carried over from
FY '75, we do have the categorical '76 Title V money, and then the consol1dated

money for Titie V type. act1v1t1es within the SEA Title IV.

There- are nine categor1ca1 programs in Title IV. "Most of these are State planned
programs, except the last two--drop-out prevent1on and nytrition and health::

These were small, discretionary programs that the Commissioner operated and made

grants directly to local school districts. A11 of these programs revolve arotind

- one author1ty, ESEA Title IV. To receive the funds under_that program, a State

has to prepare a State plan, now called an annual application. - Before we had nine -
programs and ten app11cat1ons coming into the Office of Education. Next year we . L
will have full conso11dat.on Wwe will have one program, Title IV, and one State ‘yﬁ A

p]an

¥
the consolidated approachs One grant award from the federa] government to the

State department of education will be made, and the State in turn will make cne
or two-grants to the local districts depending upon whether they split up the1r

B and C and issue their grants at d1fferent times.
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The USOE has indicated that the regulations for Title IV will be published in-
final form on November :18th. After that they will undergo a 45-day waiting
period before they are full-force effective. Congress has the right to hold a
requlation for 45 days. If Congress adjourns during that period, the regula-
tions are held over to the next session for another 45-day period. If some
action is taken by the Congress to reject some port1ons of the regu]at1ons,
the regu]at1ons will then have to be re-drafted. ’

. The USOE is planning some mon1tor1ng v1s1ts to all 57 Jur1sd1ct1ons between
December and May of next year to look at 'the Title IV program. ‘Several staff

- members will be involved in those visits. Letters will be sent out to the
chief State school officers in a week ar two to inquire about convenient times.:



'RENEWAL IN-SOCIETIES AND MEN
by ' R

Dr. Robert Brigham
Vice President for Personnel .
Harrah's Enterprises, Nevada

‘ »

- The problem with most administrators is they want you to. know what they are
doing, but they don't know what their subordinates are doing. Compensation in-
relation to productivity is very important. There has to be & partial appraisal
system which lets people know where they stand. There has to be promotional
opportunity clearly defined and based on merit. For these we need major-salary
ranges accurately determined. We need greater values for each position. We need
clearly defined lines of authority and responsibility. Wc need job descriptions
for each person. If you don't have.this structure to begin with, it's very-hard
to have administrative renewal. - :

What do we do at Harrah's actually? The basic thing is the performance appraisal.
This is the way we do it. £Everybody at Harrah's gets a performance appraisal at
least once a year. Most.people get them twice a year. An individual desiring

an  appraisal has to set a date for an appraisal of performance. ‘It takes about
an hour and a half. I will be there, and my boss has to be there. He is
appraising me while I am appraising the other fellow. Then there has to be some-
one there who knows the individual's work outside of my department so he can
vevaluate whether I am telling the truth or not. We also have somebody from.Per-
sonnel to be the secretary. '
Everybody then sits down for an hour or an hour and a half. We have basically a
blank piece of paper. At the top of the page, it says, "Job Knowledge and Per-
formance." The second page says, "Supervisory Skills and Leadership Abilities."
I begin by saying that this is the way I find Jim's job performance to be in the”
last .year. The people talk back and forth; and if they believe what T say,:they
will reinforce it, or they will say-that they haven't found it that-way. It has
to be resolved then and finally written down. Usually a person writes up his '
appraisal that night as a rough draft. " It is returned to the one who wrote it
who then get: it typed up and signed by everybody. Jim is then called in by me.

I go over the appraisal with him, and we set for him his idea of g development
plan for the next year. When we appraise him next year, we will appraise him on
how well he fulfilled the development plan we set for him.

1

Before we do a performance appraisal, we review the job.description because things
change. We have to reevaluate the work we are going to do and how we are going to
"do it. When I came back to Harrah's after five year's absence in 1971, the first
thing I did was to get all.of my staff, put them in a plane, take them up to.the
center of Idaho--65 miles away from the nearest road--and for four days we talked
'+ - .about what business Harrah's in, how does our department fit within the framework
of Harrah's, what should our goals and objectives be, what functions 'should we
perforin, how do I fit within that pattern, and what function should I take respon-
sibility for. . : T ' - t

We came back with a set of goals and objectives.. Our overall objective is the’
optimum development of the human resources of Harrah'§. Then, we sit down and
get specific objectives. A1l employee appraisqls must be based on individual
performance within the context of a job descripdion. |The job descriptions have
to cover those functions and responsibilities. e able to judge performance
_because we have some concept of who is going to do what. o
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We started out a long time ago in business giving people more and more financial
reward.- Then, we got into benefits.. We have more and morée benefits. We have
group health. We have hospital care and dental care. We send employees away

“to take all kinds of courses. And these external rewards don't mean a darn
thing. You never stimulated anyone really with these. There is no such thing as
dull work, just dull workers. There is no such thing as 1n<p1red work, just
inspired workers. ~When it comes to self-renewal, no one is gaing to pay you or
bribe you to do it. Basically, if you are going to.make a difference in yourse]f

you will do it yourself.

‘The best presentation of this idea that I have read is in "Renewal in Societies
and Men" by John W.. Gardner (Carnegie Corporation of New York, 1962 Annual Report,
pp. 10-13). - : '

Wank e e sharactaristics of the se LJ-I’enemnﬂ man, aid _
3 Jo te foster those characteristices?  Thoughk we are far
Jrom loud rsboandivg inese maticers, we have a few pieces of the puzzle.

Lo e sei ferenewing man 18 versatile and adaptive. He is not trayvnd
it tovhnigues, procedures, op routines of the moment. He 1s not the
. T lleod nadics and attltudes.  He is not imprisconed by catreme

<

e This Last point 1s so meowuant (and s0 easzlg mis-
E e b owe st Jdeal vith Tt cautiously.. Speciallzation is
B of Dioioiical funetioning, dTaNJtieaZZy obgervaplc

in the structure and functioning of the cellds
Junisn. I hwmans, 1t is wot peculiar to the
o labor is, older tnan recorded nistory. So

suceh s one cause for alarm.  -But specialization today

Jare Degond angtaing we knew th the past, and this presents

£y, thére are tasks that cannot be performed Ly
i e lost the capucity to function as generalis ts--

Y Ry
L crsnlp coud marcgenent, certain kinds of Twnovation, comnu-
Twitl o ,ucabnd, and runy of the responsibilities of child rearving

/ hip. Swcond, thwe lghly specitalized person often loscs the

co essential today. He may not be ach to reovient hin-
el cechrologlond chane makes his specialty obsolete.

B ranidl chanaing world UAPbL tility is a priceless assct, and
L L =rengning man as not lost that ULfaLuJ important otiribute.
e Lot gpeeialisb, bal e ha; also retained the capacity to June=
Eicas wer d eemeralict. Within limits he has even retained the capact iy
, Lo i speodedd Llen,

W oare Begboving o wederstand how to cducate Jor versatilicy wid
Peow L, s e musl despen thas understanding. T TS we indoctrinate
' Crorats .f_;et of fi.red baeliefs, we are casuning’
Ric corla cinoloseenee. The alternative fg to develop skills, atti-
tudes, wdilio o mind, ond e kinds of knowledge and understanding tiut
Will be the Duwtreents Of continuous change and growth on the purt of
Lhe youns perveo:.  Phen wo gnall have JuuhLﬂuad "a system that pre uzlu

for its ouon continuous rencsal.’

EIEN Lo R T YRS VRS AN

SRy poleri

Phls augyesic a4 standard Jor Judiing Ehe o Cﬂﬁcvﬁﬂdss of

cation--wl 80 judied, much cdiection boday is rmnuonun,alpy ihneffeo-
tive. ALl too often we are ylving youwy peorle cut flowers when e
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should be teaching them to grow their own plants. We are stiuffing *
their heads with the products of earlier innovation rather than
teaching them how to innovate. We think of the mind as a storehouse
to be filled rather than as an instrument to be used.

8. The self-rencwing man is highly motivated and respects the sources
of his own energy and motivation. He knows how important it is to
believe in what he is doing. He knows how important it is to pursue
' the things about. which he has deep conviction. Enthusiasm for the
task to be accomplished lifts him out of the ruts of habit und custom-
ary procedure. Drive and conviction give him the courage to risk
failure. (One of the reasons mature people stop learning is that they
become less and less willing to risk failure.)  And not only does he
resporid to challenge, but he also sees chdllenge where others fail to
see it. .

But the society does not always find these. attributes easy to
live with. Urive and conviection can be nuisances. The enthusiast
annoys people by pushing ideas a little too hard. He makes mistakes
becausz he is too eager. He lacks the cool, detached urbanity that
some peopie consider essential to the ideal organization man. But
the ever-renewing society sees high motivation as a precious asset and
alilows wide latitude to the enthusiast. It does more than that--much
more. It puts a strong emphasis on standards, on excellence, on high
performance. It fosters a climate in which dedication, enthusiasm,
and drive are n.t only welcomed but expected. It does not accept the
”sophisticated” view that zeal.is somehow worthy of cultivated people.

3. For the selflrenewzng man the development of his own potentzalzt1es
md the process ¢f self-discovery never end. It ie a sad but unarguable
fact that most hwnan beings go through [ife only partially aware of the
full range of their abilities. Ir our own society we could do much
more than we now do to encourage self-development. We could, for
cxample, drop the increasingly silly fiction that education is’ for
yowngs terg, and dzvise many more arrangements for lifelong learning.
An even more important. task is to remove the obstacles to individual
fulfillment. Thic means doing away with the gross inequalities oﬂ
opportunity impogaed on sore of our citizens by race pregudzce and'uﬂo-_
nomie hardship.,  TE means a continuous and effestive opnraftom ofA
"talent salvage" to assist young people to achieve the promise that is
in them. S , ' '

But the development of on2's talent is .only part, perhaps the

eastest part, of self-development. Another part is self-knowledge.
The maxim "Enow thyself'"--so ancient, so deceptively simple, so diffi-
cult to follow--ha:: gained in richness of meaning as we learn more
about man's nature. Modern research in psychology and psychiatry has
shown the exztent to which mental health is bound up in a. reasonably
objective view of the self, in accessibility of the self to conscious-
ness, and in acceptance of the UPZf And we have learned how. eructal
is the young person's search .for identity.

As Josh Billings said, "It is not onZy the most difficult thing to
know one's self but the most convenient." It is a lifelong process,
and formal education is only a part of the process--but an important

<
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part. Some people today scem to imagine that the chiefl function of

education ts to provide the student with a bvag of tricks. The chief
, complaint of sich people is that the schools arg not teaching the -

tricks well enough--or are teaching mossy nineteenth-century tricks

when they should be teaching slick twentieth-century tricks: As a
. beacon to guide one ayay from sucn shallows, consider the comment of
’ ' Learned Hand in his discussten o5 liberty: "By enlighterment men
gain insignt inte their own, being, and that is what frees them."

Y That brings us again to the recognition that the ever-renewing

| society will be a free society. It will understand that the only

(stability possible today is stability in motion. It will foster a
climate in which the seedlings of new ideas can survive and the dead-
wvod of obsolete ideas be hacked out.” Above all, 1t will reccgnisze

_——that its capacity for renewal depends on the individuals who make it
up. It will foster imnovative, versatile, and self-rencwing men and

. women and give them room to breathe. Having room to breathe, they

will contribute, as only they can, to the continued vitality of the
soctaty. ‘

-
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© OVERALL EVALUATION
REGIONAL INTERSTATE PLANNING PROJECT SEMINAR
AIMINISTRATIVE RENEWAL o

Incline Village, Nevada

November 12-14, 1975

What State do you represent?

Professional Position (check one):
“ 10 Local District Staff Member
29 state Education Agency Staff Member
1 School Board Member B e
1 University Staff Member

3 Other, please designate . » » .
(1 State Board Member, 1 Intermediate Unit Director, 1 No Resppns

Please make two ratings for each of the program topics listed.- First rate
the extent to which the presentation’of the topic increased your knowledge.
Second, note the usefulness of the topic to you.

-
¢

Extent to which vour ¥nowlédge Usefulness of this topic

Topic has increased due to the Conference to you in your position
Wow Rlew|Right |Interesting{Better then}Eh, So Very Moderately Not
My Mind} On Fxpected | What | \lsecful . Useful Useful
1. Objective 1 e Y
Acqua]int‘ part- | . 1 30 10 -3 0 31 13 0
_icipants with T ' e i :
background of S . )
administrative
renewal - h s
RO
2. Objective 1 2 32 7 3 |10 31 13 0

The rationale
for administra-
tive renewal

3; Ohjective 2 '
Acquaint part- . 5 24 & 6 1 27 16 o1
icipants with : i

selected qual- .
ity cfforts < :

currently in
practice
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Extent to which your knowledge
has increased duc to the Confercnce

Usefulness of this topic
to you in your position
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My
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Mind | (m
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letter than
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Ih, So

What

Very
Useful

‘\oderately
Useful

Not
Useful

4. News from
the Potomiac

€. Duane
Mattheis Assoc.
Commissioner
USCE

6. UObjective 3
Identify impor-
tant concepts
associated with
administrutive
renewal

7. Talent bank
and talent
exchange

8. Wednesddy™s
attitude renew-
al hour

9. Objective 4
Involve partici-
pants in the de-
termination of
how SFA Staff
can organize

and develop
administrative
renewidl program

10. Dr. Al White

USOE Public Law
93-380

11. Objective 5
How can SEA's
provide leader-
ship to LFA's in
organizatijon and
development of
administrative
renewal programs

12. Another
viewpoint - Dr.
Brigham

11

22

11
12

33
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21
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Overall, in comparison with other educational conferences you have

attended, how would you rate this onc?

5 - Top 10% 21
4 - Top 208 —_ 17
'3 - Top 50% 6

2
1
0

- lLower 50% o
- Lower 20% L
-, Ecch 0 .

In your estimation, what was the most significant and useful aspect

of the Conference?

See éttached.

What aspects of the Conference were least helpful to you?

. See attached.

o

What would you suggest to improve the

others like it?

See attached.

ES

format of this Conferencczuﬁi

What topics would you like to see considered in future R.I.P.P.

Conferences?

See attached.

<
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In your est1mat1on, what was the most significant and usefu] aspect of

The part with Brainard; Thomas and Neel; Deal was excellent; Pat Connor

the Confnrence7

Decision Making for Effective Administration, Connor and Schaefer.

The ideas that came from Dr. Brigham.
Decision Making for Effective. Adm1n1strat1on, espec1a11y Pat Connor.

New ideas well presented.
The objectives of Adm1n1strat1ve Renewal, and the methods of Administrative

Renewal.

Schaefer and Connor's presentation.

Excellent presentations ‘of management concepts that we can use. -Brigham,
Thomals, Connor; Connor and Schaefer were especially provocative.

and- Schaefer--very good.

Several basic components or considerations .in Adm1n1strat1ve Renewa 1l were
gotten at from different perspectives.

Thomas ‘of Utah; 8r1gham of Nevada, Schaefer of Pac1f1c Elec.; and Connor
of D. C.

Highlighting the value of individuals to an organ1zat1on and in decision:
making.

Dr. Brigham's comments, Idaho Super1ntendent presentation generally
excellent; Dr. Connor.

“Concrete ideas to implement.

Connor's presentation; Dr. Brigham's panel of schoo] superintendents.

Acquaintance with USOE involvement and attitude. Optimistic.

The information presented by the various states.

Motivation and processes for improving management practices back home .

Re<nurres for securing additional 1nformat1on Simutation games (small
groups).

Wednesday afternoon Brainard, Thomas, Nee] Richards, Truby. Thomas ‘was
P”Dec1a "1y stimulating..

He.»ing from people who are carrying on Renewal programs "Inspiration to
try to do. Proof that it can be done. , :

‘John Schaefer was tops.

Aviareness of the Administrative Renewal concept.

Thorouahness of coverage; diversity of presentors. -

Another Viewpoint--Dr. Brigham.

A1l were usefu:. . ~ ,

Lharina inforiration--Dr. Brainard, Donald Thomas:, and. Thomas Neel.

Scharfer, ‘ : '

Talent Bank.

lew information: new rapproaches. .

John Schaefer--and superintendents from Tucson and Salt Lake. Had theor-
etically sound approach and superintendents had practical approach.

New views and basic principles for Administrative Renewal.

Key presentations--John Schaefer, Brigham, Salt Lake City Superintendents.

Information, techniques, and delivery approaches of Neel, Salt Lake Super-
intendents, and Pat Connor. ’

Good information, interes:ing presentors, extra bull se551on topics espe-.
cially useful.

The various ideas and processes regarding administrative redewa]

Some new concepts and mixes by each of, the presentors :

Don Thomas's presentation. Tom Neel. -

Dr. Brigham--another viewpoint; Dart1C1pat1on with Connor and Schaefer.

Down to earth; followed topic; had something to offer.

Practically organ1zed good rate; practical agenda; didn't feel rushed
all speakers good; workshop by Connors and Schaefer was very 1nstruct1ve
and a joy to attend.

Dr. John Schaefer.

Cﬂ
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‘Individual understanding of need for renewal; process involved in manage-

ment renewa], diversity and understanding of renewa] ability to meet .

- new people and have new approaches '

The intertie of subject matter in the presentations and what is going on in
the field of Administrative Renewal.

The tremendous presentations .that motivated us to go home and do something
te. renew ourselves and our agency. :

What aspects of the Conference were least helpful to you?

Public Law 93-380.

" 'Parts of workshop activities.
- ‘Information regarding federal funding.
. Information on federal programs (I'm in personnel).

News from Potomac--By and large, the first hour was inappropriate for our
objectives.

Perhaps the news from wash1ngton——th1s is good; however, is-always an aau
on, therefore, does not get into enough detail. .

Some aspects of Thursday's were rather elementary.

Reports from the Potomac. )

Thursday morning--group already knew most of what Connors and Schaefer pre-
sented. Too theory-oriented..

Talent Bank and Exchange.

Input from federal officials.

Exchange.

A11 helpful.

Talent Bank and Talent Exchange 3:45 to 4:30 PM session.

A1 White--No problems, but I be11eve SDE would find it more usefu] than
"LEA's. .

Theoreticgal aspects of self- renewa] (Colorado SDE)

. Problem- solving games too artificial; should be more practical; moée educa-

tion related.
I have gained some information on now I can implement a renewal program
Background and- h1story of renewal--probably because I had had quite a bit of

this.

What would you suggest to improve the format:of this Conference and others o
1ike it? T

More discussions or debate-type discussions between two speakers in allied

- fields.

More individual part1c1pat1on when using problems- they need to be areas of
concern presented in Conference. ‘

More participation.

NO suggestions on this one.

Well done--no suggestions.

Do -not have a "wrap-up" on Friday morn1ng you 1ose peop1e

Excellent format.

The format was excellent. The balance of presentat1ons was super1or The
quality of part1c1pants couldn't be better.

Good. _ . ,

Keep increasing the participation. Good interaction even on non-agenda
items. :

Coffee in a.m.--when we get here.

Continue concrete sharing of successful programs and ideas.

Set the levels for insertion into MBO's and renewal. Should have a distinc-
tion between beginners and practitioners.

Getting better each time.

Good balance! Weli done.

—_ . . miamAdad SmtA
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No suggest1on on format but--have lighter lunches. 'Save the heavy meals
for dinner in the evening. Lunch made me drowsy '

Good--hold on. :

No suggestions for 1mprovement

Save time free in morning or afternoon to see the local points of interest.

Okay. .
Speakers and audience interaction has been good.
This conference was f1ne The p]anner d1d an excellent job. Continue right

on.

' Get rooms that don't have us "break up" all the time. Genera]]y, this one

was quite good.

Don't know if it could be improved significantly. Well done. .

NEVER, NEVER rep~at a length of time session 1ike ‘Thursday's. 'Too long.

Involve more peop]e from education f1e1d more actual, practical experience
from things in practice.,

An opportunity for.small group discussion on programs that districts or
States are doing. This could be a part of a morning or afternoon.

“Keep up the good work. Try .to have a 1arger room. Tabies and chairs were

crowded.

-This one was outstanding. Length and organ1zat1on was exce11enf Choice

of presentors was outstanding. .
More practicable, on-the-Tine speakers that know what it is really 11ke
Ones who have proven performance.
I would 11m1t such conferences to two full days.
Right on!
Too busy on the first day
Have some evening sessions to exper1ment with concepts., T.E. a simulated
co11eg1a1 team.

K

What topics would you like to see considered in future R.I.P.P. Conferences?

Vocational education future Board re1at1onsh1ps

Role of Board members; relationship with Leg1s1ature, and re]at1onsh1ps
with community groups.

Continuation of the topic covered in this conference, plus some 1nformat10n
in program areas.

Method of developing leadership training on the bu11d1ng Tevel--LEA.

More exposure to working models or programs.

(1) Self-Renewal--"What we do for people that helps them become self-
actualizers?" (2) Staff Development--Three perspectives--a panel, a
teacher, principal, and actual office staff member. (3) Selection of
people with potent1a1--Ga1n1ng commitment within the organ1zatxon, the
process of se1ect1ng self-renewing people. ' . .

Alternatives in Education.

(1) Organizing the State education department for effect1ve 1eadersh1p

(2) Effecting change through working with State legislators. How to do it?

IND Management--from outside education establishment; more on-appraisal.

New techniques for improving climaté area negotiations.

Improved practices for engaging the public in education decision making.

(1) More on administrative renewal. (2) Statewide education assessment.

(3) Discussion of techniques for more effective involvement of the public
in educational decision making. (4) More on improved management practices.

Exp]ore more in depth the idea model of administrative renewal, Ed Brainard,
CDE (Clear examples of "how to" in the SEA).

Role of intermediate education units as it relates to SEA and LEA operations.

. Excellent Conference--1 felt like I accomplished something wh11e away from

my work at the office.
Doing a fine job--my first conference.
Addition techniaques to implement administrative renewa]
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implementing some of these points. ‘ .
More specific plans for administrative renewal that have been developed
" such as those being developed by Florida, Georgia, Ohio, New Hampshire,

. Pennsylvania, California. Some of these may be more related to staff
development or in-service programs. _

How to use committees--dynamics, size, .etc., etc. -

Administrative renewal for local school administrators--especially p:inci-
pals. I would like to see more work on human relations skills.
about a conference on "motivation,” KITA? .

What are some of the don'ts that people ‘have learned from experience about.
developing administrative renewal programs? . : o ”

: Curricu]um-Instruction-—current trends. Energy--Conservation. Evaluation
Strategies, tectniques, follow-up solutions; How does accreditation fit
in? ' o '

Adminisirative renewal with more depth in such things as personnel appraisal--
merit payment, etc.”".This is a difficult area for most educators. .

Continue administrative renéwal. How to dea] with neqotiations (collective.
bargaining, public relations, improvement of what's new in education.

[xcellent conference. _ : S

Improvement of secondary educational programs and procedures .

Futuristic Fducation. Administrative Renaewal.

Administrative Renewal for local LEA's. tarly childhood education.

Techniques for public ‘involvement. Further help on .improved manacerent

practices.

"Administrative Renewal"--"Relations Between SDE and LEA" olanning and
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- In 'the grant award process, the amount of paper work has been reduced by using

in administrative renewal. If they are going into that area, they need to Took
seriously at tiie money within Title IV, the strengthening of SEA's and LEA's, and
how much money of that they are going to earmark for administrative renewal. It -
is a critical year because we do have in some States money carried over from

FY '75, we do have the categorical '76 Title V money, and then the consolidated

money for Title V type activities within the SEA Title IV, ’

There are nine categorical programs in Title IV. Most of these are State planned
programs, except the last two--drop-out prevention and nytrition and health:

These were small, discretionary programs that the Commissioner operated and made
grants directly to local school districts. All of these programs revolve arolind

one authority, ESEA Title IV. To receive the funds under.that program, a State

has to prepare a State plan, now called an annual application. Before we had nine
programs and ten applications coming into the Office of Education. Next year we . \
will have full consolidation. We will have one program, Title IV, and one State =

plan.

the consolidated approach. One grant award from the federal government to the
State department of education will be made, and the State in turn will ‘make cne
or two grants ‘to the local districts depending upon whether they split up the1r

B and C and issue their grants at different times.
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I begin by saying that this is the way [ f
last year. The people talk back and forth
will reinforce 1t, or they will say that t
to be resolved then and finally written do
appraisal that night as a rough draft., = It
who then get. it typed up and signed by ev
I go over the appraisal with him, and we s
plan for the next year. When we appraise
how well he fulfilled the development plan

Before we do a performance appraisal, we r
change. We have to reevaluate the work we
do it. When [ came back to Harrah's after
thing [ did was to get all of my staff, pu
center of Idaho--65 miles away from the ne
about what business Harrah's in, how does
of Harrah's, what should our goals and obj
perform, how do [ fit within that pattern,
sibility for. . ' '

We came back with a set of goals and objec
optimum development of the human resources
get specific objectives, All employee app
performance within the context of a job de
to cover those functions and responsibilit

_because we have some concept of who is goi
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