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Introdiction

The political meaning of superintendency 1s explored in this paper.
Data éra;n from Interviews with a school superintendent and a'lbng standing
donsultant to school boards®are relied upon as the basiaefor developing a
frémgwork for understanding both the political nagpre of theisnperintendency
and the character of the linkage between local and atgte‘educatibn agenqiqf_
as viewed by a chief school officer. This analysia 1s followed by a dis- ‘
cussion of the implications of these obaervation for the_p;iitical aoci;iiza~
tion of achool superintendents. Related Questions associated with research .
into ﬁolitics, governance, auperiﬁtendent—aa-self, and training for the
superintendency are also raised in the concluding po;tion of the paper.

The purpose of the research on which this paper is based is to
develop fundamental understanding of the prqblemrsolving behavior of achool
superintendents, given the political character of thePr work anironment.
Underst;nding how auperintendents may have altered thelr orientations to
comble; problems over the course of thelr administrative careers, and com-
prehending the political dimenéions of auperintendents' actiona are.the two
major objectives of ;his investigation. BY relying upon a life assessment

procedure (Dailey,1971) aﬁd by using thq,fécused interview (Merton, Kendall

and Filsk, 1956) as the data gathering device, 1p~depth cage atudles of

school auperintenhents nominated gs “highly effectivg" are being developed.
The data and teatative conclusions reported here reflect the init;ai effort
of what we see to be a larger and longer—term research project. H; fully
expect the observations here to be modified, expanded, and refined as more
data are colletted and analyzed.

.-

Superintendent Lincoln, d4n his ninth Year in office in a siburban




Central New York school district, was fecognized.by significant role-others
(superintendents, consultants, university'EacultyS as highl} effective, and
was perceived by them as actively engaged in state ievel educational issues.
He has ;axﬁed his doctorate ié educational administration and has followed

'g_ggthef.typica;, professional career path from classroom teacher to school

supdrintendent. Superintendent Liﬂcoln has published articles on a-vhriéiy

of. education topi‘if has gerved as a Visiting Professor of Educational

v

Aduinistraticm, ii contributed to staté-and national level professional

associations through committee work and invited addresses, and has been

elected president of a two-county council of school district administraéors.
He has exercised extensive leadership in a wide varilety of local and county
civic organizations. Superintendent Lincoln administers a school district
enrolling 5300 students and employing 350 instructional staff and 250 support

service personnel. The district's budget 13 over $12 million.

N -

1t Really is a Political Game

It is‘hardly'novel to conceive of tie school Supe;intendent as one
actor amongst others in a pelitical market place. Other researchers such as
lannaccone and Lutz (1970), Wirt and Rirst (1972), Zeigler and jennings
(1974), Cletone (1975), Boyd (1976), Mann (1976), Cuban (1976), Peterson
(1976), and Scribner (1917), to name a few, have provided empirical evidence
in squort of the proposition thht‘politics and education are inextricably
linked.) School supefintea&ents manifest politieal behaviors. No doubt the§

always have. Thus, as a joint of departure, we accept the reality and the

necessity of a political role for the publ@c school superincendent. The

-
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arnna, or market place, wherein the role 1s enactén, however, has changed

strikingly even in the past five years. Thesefchanges have major implica~

tions for the political performance of chief school officers.
Superintendent control over educaﬁional affairs has diminished, or’

at least in the minds of many, control 15 gerceive to have dininished.

- Correspondingly, teachers' associations are broadly percelved as having

heightened ‘their control over edupéﬁ&onal matters at both the local and

gtate level. Principals, oncu,éne with the superintendent of schools,
ra

a

increasingly create middle~tevel management associations and thereby add yet

another layer of neogitations concerning salaries, and terms and corditions
of employment. Federal and state legislation, state education department
rules and regulations, and court decisions have pfoliferated at guch a pace'
that schonl superintendents frequently face new policy mandates before having
fully implemented previous decrees. Declining enrollments and the existence
of a-hgavily tenured, fully certificated facuity have required éretrenchmént"

- 9
and major redistribution of limited resources. Very few superintendents

were well prepared for these challenges. The stakes involved in the politics
of education appear to have risen, and the political enviroament of the
superintendency has become increasingly :%mplex. The escalating rate Of
guperintendent turnover is but one indica;or of the eomplexity, conflict, and
strees attendent to the above work conditions. >

Politics and govefnment are different, but one is surely tied to the
other. Politics, in Laswell 8 (1936) classic terms, is “the study of -

influence and the influential." Lockard (1969) refers to government as the

"people and institutions that pake and enforce rules for a given soclety.”

L
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It has been sajd that.United States p;esidents.are paramount politiciané,

but that they frequently lack experience in governing. Just the reverse
nay be characteristic of gc¢hool superinténdents. * That ig, they have—

demonatrated gver ‘a career, in ever-more responsible administrative posts,

¢

capacities to govern. But perhaps they are under-exposed to systematic

poiitical traiﬁing. To make explicit the distinction between government snd
N

politics in the superiﬁiendency, congider the following exemple. Government

ix achoola includes rules endorsed by the achool bosrd ané enforced by the

superintendent on such diverse topics gs curriculum, achool builldings,

athletics, the scheduling of teachers, the arrangement of bus routes, lunch

programa, and the management of bu&gets. Politicas addreases‘ the means of
influencing people and events 8o as to insure that such d?airedreducational
outcoumes are aecqréd.‘ Lockard (1969) srgues that the "decisive factors in
shaping the ult;ma;e pattern of government are not Pﬁe authori;ing charters
but the Political methbds éccepted by the citizenry.” So it is that each
governmental decision in achools has political dimensiﬁﬂ;; fbﬁs, a thorough
grasp of the persanai uges of influence, and knowledge of the influential,
are indispenaable aides for the school superintendent i§ governing local
échool districts and in understanding éounty and atate level ‘educational
governance. SuperintendenE Lincoln's view of the suﬁerintendency is that it
is more politica tham governance, aﬂ; that this 18 true on both the local
and state scene, and increasingly 8o on the atste scene. It would be naive
to rate achool superintendents as altogether unachooled ia the ways of

politica. "The question is: How does one develop political power in order:

».
to enhance the proaspects for effective and succesaful school governance?
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Before examining state ;ijI issues, we will briefly focus éé Lincoln's

“local political activity. _
At the local school district level, the political character of the
superinteadency is vecognizable, “vert, and unavoidable. The superintendent
¥y may wear many hats, so?e more comfortably than others, but at least two
hets are uniformly fitted. ’First;'the superintendent is the executive to
the school board and advises the achoo% board on all areas of the school’
+~ operation. Second, f?e superintendent is a leader iﬁ the community whose
position requireé comm;nication with ‘a diverse set of the educational.con~ -
gtituents that diaplay Fompellingly differen£ economic, ethnic, racial,
cu1;;£a1, and religious characteristics. In raviewing the cPrrent context
in which the ?ﬁperintendent‘operates, Goldhaﬁ;er (1976) states baldly that
the superintendeét’s Yprimary skille today must be the skills of politiéQI
" compromise, accommodation, negotiation, management of conflict, and .
persuaéion." v
Nowhere on the local scene are these skills more necessary than in
. superinﬁendentﬂschool board relations. Superintendent Lincoln clearly
expects his recommendations to be Mooked upon with favor and udhered to by
the school board, and, if not, there shouid be a verf'good reason for it."
His point is buttressed by certain assumptions. If the school board is éo
follow the s%perintendent's récommendations, then it is fncumbent on the‘
superintendent to really know the community and to know,lin Superintendent
Lincoln's words, the '"political ways and means of getting things through.”
In part, ;uch knowledge must include the political history of the community,

the schools, and the programs in the schools which are regarded as effective.

-——A-test of—the—polinigal efficacy of the superintendent .13 that, in effecting

7




a ch89ge such as the introduction of a new program of stud}: the supeiiﬁtenr
dent has "a way of doing it in such a papner that it is dJone, it is effective,
and it does not upset too many people.”

Mention was made of the necessity for the suvperintendent to know éhe
comﬂgnity. Superintendent Lincoln's observations suggeat that visibility-' ’
in the local community is a key pqliticél reso;rce. The superintendenf nuat
attend ai many community functions as time permits, Frequeﬁ; newsietters
sﬁould only be relied upon as one of geveral means of {lluminating the
policies of the school district. Chief school officers need to also realize
the iéportancé éf vsing the electronic media, radih and television, and the
print media, newspapers and magazines, for further articulating the aims of
the school syatem. Membership in-civie ofganizations provides informal and

formai occasions to reach community groups such 26 the Lions, the Firewen.

the Chamber of Commerce, and others. Superintendent Lincoln reiterated time

and again how important it is to appear at school-related functions in order

to heighten one’s visibility and demonstrate one's commitment to those
educational and community pfograms. |

. But visibility for the sake of viasibility is hollow. Clearly, viag-
ibilicy is‘rilated to an end, and the amount of visibility in a given time
frame wmay ofte; be associated with a deaired policy objective. For example,
Superintendent Lincoln noted tha;.his visibility on the local level increases
when it comeg time to sell Sudgets and when policies change. People need to
be informed of the reasons why a new policy was adepted, and there appears

to be no asubstitute for the sup;rintendent takingkleadership in articulating

the policy changes. Speeches before local civie groups on particular

educational issuves or on-zlliedquestions—permit—inroadeto be developed

-
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into the 9ommﬁnity ﬁower structure. ' Furthermore, our data 1pdicateqthat

superintendents are likely to develop contacts with the leaQQrship of both
major‘political parties. . ‘. é

—

: Vieibility involves’ceftain behaviors, and the behaviors, in turgp,
nay iQVOIVe risk. One comment of Superisntendent Lincoln's is ;specially
. enlighfening on this point: "t times you have to step forward and be .
coynt;d. There are times when yod bend, when 1t 1s politically'aﬁvantageops
té get a half a loaf, and you have t? come back énd get ﬁhéQ?ther half some- o’

. - .
time later. .0n the ot:h'gr hand, if the :ws_ueais one of such philosophical

£
importance that there is no bending, them you have to atand up and be counted

for ‘what you believe is right. You ptft: evqr}'t:hi?g on the;line. The atand ‘
is dictated by your ability to live witp_yourself." So it 1is tha? political
leadexrship in local.school aystema requireh placing one's very liveltg?od
in jeopardy for matters of consclence and principle: Naturally the hege _
18 that persuasion may, over time, bring the opposition into harmony wich
positions advanced, but the hagards ére formidable. ,
To recapitulate, Superintendent Lincoln's belief ia that éoligics
dominate governance at the lceal 1e§el: His use of persuvasion with the
bord of education, his visiji}ity in the community, and his knowlgdge of
the political ways.and meana of accomplighing,goals were teatimony to his
effectiveness and success. (t would be interestiag to pursue the political
nature of the superintendency at the local level, but this must b;a held for
another time. The'next sec:ion explores the Politi;al meaning of 8qpe£in-
tendency at the state level. where politics alao appears éo prevail over

L]

governance.
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Superintendent-State Relations: A Focus on Uew York State .

' At the present time there a~pear tq'be certain fundamental changes

taking‘placé in Hew York State with respect to how school.superintendeﬁté

i

* exert political influence on the state legislature, ggaPerlével educational
agencies, and leading educational officials. The data gleaned in‘our'%nterﬂ
views with Superintendent Lincoln and the school béagd consultant higﬁlfggt'
certain key state issuegwbearing on:the political meaniﬁg of the superinten-.

dency. Several of these igsues arve reported and amalyzed here.

4

-

’ Changes in the State Educational Environﬁéni

-

""“In recent years, according to our informed observer of the state

educational scene, perhaps the mostqdramatic shift in educational power is

L
revealed In the make~up of ‘the Hew York State Board of Regente. The Regenta
of the University of the State of New York hagpe fesponaibility for post-

secondary as well as elerantary and secondary education in ew York State.

-

Thé Board of Regenté members, numbering fifteem, are elgcted by a vote of

both houses of the legislature. , The perceived change in the cﬁaract;r of’

the Board of Regents 1s tied to a sh;ft in prientation fram\a traditional 3
“upatate" emphisis to a '"downstate” one. That is, “downst;ters, as viewed

by upstatersflare more liberal, faore union-oriented, more cosmopolitap,

wore attuned to the protlems of Wew York City, Syracuae, Buffﬂlo,‘tonkgrs ;nd
Rochester.” This perceived dislewc.‘on takes on further meaning when judged -7~
aQCOrdingcto h?ﬁtorical standards. As our ;onog;:h;; ok&arve . ‘tue lawva of

New York State dealing with e;ucation have traditionally been ‘'heavily

dominated by upataters, heavily oriented toward the salvation of rural school

diatricts, heavily favoring central schools, suburban achool districts, -the

-




~ BOCES movement,l and the cities haVe-beeg 1eft out 1n rhe.cold, Ihuszvthé

- "

orientation of the Board of Regents has} according to pur data, undergone

* +

an upstate to doﬁgstate swing-and a local to cosmopolitau shift,'and the,
n:\hershig.on the Board of" Regepts mirrors these changea. !
The Board of Regents.selects the Cqmmissioner of Education in New

York State. A new Commtssioner of Education was appointed in 1977, and
“
- this is perhaps the most visiﬁte change in education at the state level.

b.b

* Gordon H. &mbach replaced Ewald _B. (Joe) Nyquiqt ag. the Commissioner of
[ i "= t ". ’ " .J ,
g i Education. . - - Ty .. . g - ! -

§ .
A ] - ¥ o

;f . +The Commissioner of Educatich heads, the New York State Education
.~ " LY

Department., "Our data‘suggest that the new,.commissioner, as viewed fiom tﬁe
- perspective of school superintendents, is marching to the tune of a differ;

ent drummer when Compared with his predecessors. For exsmple, the following

~ 1

comments from 8 seasoned observer are illustrative: “Joe Nyquist used to
stand shoulder-to-shoulder #ith these guys (school sup;rintepdents) by~in~

. ‘large, as did Jim Allen and Jon Wilson; but Ambach 1s standing shoulder~tor
shoulder with the New York State United Teachers (NYSUT)." Superintendeat
Lincoln reélected a8 gimilar view and stated.that'"the:new Commissioner
happens not always to be completely operating in che interests of what is
necessarily best for everybody in New York_State; he’s.very political;.he

plays both ends, he's very concerned about the union (NWYSUT); he wants to

make sure he makes a good relationship with the governor; and occasionally
.n-c" . . ‘- .

T -

1Boards of Cooperative Educational Services (BOCES) are intermediate
educational agencles consisting essentially of county units. They provide
shared services to constitutent school districts. .

1
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he is shifting his positiod to make sure he picks up a good, strong political

* -

T
]

Although Superintendent Lincoln noted that the Commissioner had

yet to serve 2 full year in of fice aod that he deserved more {ime on certain

questions, he was quick to point out that several of.the Commissioner's

early appointeéa to top-flight State Education Department positioens did not .
sit well with school superintendents. He lamented further: "The Comnissionex':

firac goal deals with New York City. There are'other places besides New

4
“a

York City." ‘Certain current appointments werée regarded as concessions to

‘Governor Carey and the downstate Democrats,” while-other appointées uefe
- - L L™ 'f

critioized for their ties to the teacners union. The developments ﬁere'ailz,
. .,.‘! L] ] : )

the more startling in light of historical practice. In the paat, many top

level positions in the State Education Department had been f£filled with

. individuals who had come from the ranka of admin‘attaflon. This pattern was

" "seen as being altered. Until very recently, no major appointee had been

drawn from the ranks of practicing acnool adminiatrators."z It is also -

*

necegsary to onderacore the role of the Board of Regents and the governor
s

in influencing the appointments of lofty ftate Education Department Officeta,

~ fot our data suggest their ipfluence 1s substantial. ..

What have the changes- in the character of the Board of Regeﬁta and

the actiona of tie Commisaioner wrought for auperintendenta eﬁforta to -

1 L3

influence state policy? The primary organizational voice of achool~auperin-‘

tqndenta is the Wew York State Council of School Diatrict Administratots

L]

. 2In late February, Joseph .. Blaney was appointed Etecutive Deputy
Commisgfoner. Iir. Blaney had been District Superintendent of Schools- for
the Southern Weatcheater County BOCES unit, a downstate BOCES unit. "

o
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(NYSC%A). _ This 48 a bro%d-based but politically :Lnert:*organization vhose
leadership, it appears, has recently accg'pt:ed the need to assert iteelf,
especially given the aforementionnd environmental alterations. In response \ -
to the Board of Regents' and the Comy:issionet's appointees to State Education
Department positions, tﬁe NYSCSDA went on record as "unhappy' ?ith the
appointees and reglstered t!;e dis;ppothnt with lettexrs of pr;test. Such
letters tegister poorly on almost any pol:l.t:ical seiamograph, and ic is
self—delud:l.ng to assume that letters will have much tangible influence.

Furthermore, the COmniss:loner has an "Advisory Coun\cil" o‘.wsuperintendents

d

that_in the past was used as a strong sounding board }‘qr the Commiseiocner,
\ \

especially in regard to appointments. Under the present’ Commiesioner,

hbwgver, the Advisory Council has met only a few times and largely for

&

infowional‘ purpgses. N
The WYSCSD: has, nevertheless, begun to e;harpen ics p\olitical

accivicy. In reco;niz:l.ng that it did not'have much clout with che state
1881918'3'11"3: and tethaps even less wich the new Commissioner and the State
Education Departmnt, the NYSCSDA has begun to form a close alliance with

' the New York Sta2 School Boards Association (W&SBA) Superintendents |
lack such clout ecause they “canmot lay claim to votes directly,” School
board members, it the other hand, represented by the NYSSBA, are regarded as
influence f'igu‘.'s‘ in cheir local communities, and they do ‘have a constit:t;-
ency. Thue it 8 not. unnatural for the NYSCgDA and the NYSSBA to be "close

allies," and {2 organizations "pretty much vote for the same things." This

glliancs is a thé more necessary -gsince even their oomb‘ined numbers and-

-

L

resources ar¢alery when compared with the membership and political punch

g - . o | 13
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of the teachers unions in the atate, One of the more striking politica%
strategies that has been operationalized in the wake of this marriage, is‘

the tendenﬁy for the groups to avoid taking thei; cases to theaétate Education
Department and the Commissioner, and, inqtead,\moving t& lobby directly with
the legislature. ‘ ‘

The 1ssues taken to the legislature by the NYSCSDA and the NYSSBA
include more state aild for local school disFricts; presefvation of spgave -
harmless stetutes; and the continuation of flat grants to local districts.
Superintendent Lincoln characterized the 1ncumben£ Executive Director of
the NYSSBA as exerciaing‘leadership on theae ﬁatters s;d Hchanging the whole

image of the quite blase aschool bosrds sssociation to an active one; and I

think we‘re finding this ia going to be the only way we are going to make )

any changeé in education which are in the interest of the local community.

In another segment of en interview with Lincoln he noted that both the
NYSCSDA and NYSSBA are becoming more militant; they are speaking out on
issues; snd, in the past, on2 would never see elther gne o{ntheae groups
speak out agsinat the Coumigaioner=-"now they just simply bypass him." He
aepicted these ghenomens as "a :réﬁendoua change in the operation of educa-

& tion in New York, and from s social and political point of view! it 1s 1like
declinipg enrollment versus growth.”

Superintendents and Bosrdas of Cooperative Educational Services

&

As if the politics and the governance of education at the local level

atid the atate level are not complex anough,‘the Boards of Cooperative

Eq?cation Services, which.are “ghared service'" -intermediate unita of the

‘state education machinery, constitute another layer of ﬁureaucratic 1ntricacy'

L

* N
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EOCQS operations add further burdens for assessing the poli&ical meaning

of the superintendency, for they simultaneously may enhance or complicate
the efforts of superintendents, and their potential for fragmentation is
x;oasiderable. First, it should be reported that the Big Five Districts
(New York City, Yonkers, Rochester, Buffalo and Syracuse) are not ~rtici-
pants in BOCKES unite. Thus, the Big Five superintendents have long apﬁiied
their enmergies for increased services and monles at the state level and not
through BOCES. Second, local superintendent$ whose districts are included
in a given BOCES organizations may be pitted against one another for 2z
“failr share" of services, which, in turn, inhibits the prospects fof‘
unified stateslevel lobbying. The liﬁkage betweén local'distqiqtp and BOCES
units, thus, 1s a complex one, and an assoclation of pélitics ;s well as
governance. Not only are the Big: Five superintendents cast against the-
NYSCSDA whose membership belongs .to BOCES, but also fragmeatation may occur
within the district membership of discrete BOCES units.

BOCES units are headed by a district superintendent. District
superintendents, are, b§ law, appointed by the Commissioner of Education. ‘
The Coﬁmissioner, in most instauces, accepts the fécommendaﬁions of BOCES
board directo;s. The school board consultant noted in our interview with
him that BOCES district superintendents have "traditionally been very strong

political ‘actors on the local scene."” His comments also indicate that the

BOCES distfﬁct super intendency is, by far, “ﬁuch more of a p%litiCal appoint-

ment than an¥thing else, than any other kind of superintendency 4n the state.”
Furthermore, BOCES district superintendent positions are viewed as highly

attractive above and beyond their potential for political influente upward
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_and downward. An indication of the attractivenesa can be found 1a the
"machinations' that occur when there 1g a vacancy in a BOCES dlstriéc
superiniendency. Piciured as a "sight to behold,” .superintendents "stand
in 1ine" to capture a BOCES district superintendency. The position 1is
regarded as a more secure pesition than a local euperintendency. It has a
level of insulation, %s not dependent on iocal votes, and doee not roequire
confrontation with a transient achool board. ‘Thgse features of the job may
be looked upon ag permitting one to "retire" in the position, or may be
regarded as allowing one to use the poat as a "bully pulpit.” For this
latt;r reaaou, local superiniendents are frequently leary of the BOCES
district superintendent and they.worry about.becoming "aubordinates.”

Perhapa an iague of greater concern to local auperintendent% is the fiscal

~cost of maintaininé membership in the BOCES "shared aervices” operationj for

no_ﬁatter Wﬁ&t level of services 1s received by a given district, admin-~
istrative costs are substantial for the local district. ?urthermore; once
a district entera a BOCES unit, it tends to remain there.

Thus, BOCES units rgp;esent a get of educational agencles that aze
intended to provide the sort of services that aid local superintendents in
governing and bolatering programs in their scﬁool districta. The waya and
means of securing such services, however, clearly fall in the realm of
politica, and supeintendents differ not only in their perceptions of how to
beat cagitalize on the avallable services but also in their viewa on the
utility of services once commandeered. Those superincendents who do develop-

theae associations with Boggs peraonnel, at the very least, acquire under-

standings of coalition building at the county level. BOCES operatiéns
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frequently involve exploratory meetihgs with county ieaders on such issues

as federal revenue sharing, the use of county-galea taxes for school services
and the like. The rationale for coalition-building of -this sort lies in

the avoidance of duplication of services rand facilities. Since so much of
locﬁl achool governance is tied to politiking for incre"ased funds, politil.king
thr'ough BOCES units may lead to the possibility of us:l.tig federal revenue
sharing monies and county gales taxes, presently.reser;e&-only for munici~
‘palities, for school-related activities.

Political Action and the Professional Practicea.noard

In the previous gection, the possibility of forming coun;? ieval
coalitions through BCCES activities was described. Superiptendents’ attempta
to weld alliances with civic_ang commun;ty leaders was degcribed earlidr as |
a local necessi&y and it may weli serve to * .ttress the impact of superinten-
deﬁ;s'and achool boards on staté level educat;onal questions. Such gllianc;a,
however, do pose dilemmas for the superintendent. For example, Sdperintendgpt
Lincoln noted the forination of a regional "Political Action Committee" which

was composed of -prominent busineas and community leaders. Ke suggeated that

replication of auch committees throughout the atate might result in "some

Ay B

chance for us to fight back the atrong influence of the unions.” However, a

pajor dilemma for the achool superintendent-was deséribed vividly by

-

Superintendent Lincoln: “We have to be very careful because of Some of the

recent legal actlons brought against local executives and others. It is
very difffEﬁlt for administrators to get directly involved in this kind of

o .
political action because you cannot usge any kind of on-the-job contributions,

supposedly, for political acfioq. 8o what we have done is‘gone bu; and

-
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gotten key community leaders who have been affilinted wién nchool boards in

~ one way or another, and they are leading this tﬁing." The relationships,
thereforé, between auch comnittees and school superintendents are more
inrormal than formal, and where a superintendent draws the line with regard
to involvement in this type of political activity is problemmatic. It seema.
clear, nevertheless, that if superintendents adhere to thé adage that
Ypolitics and education don't mix," then school districta will suffer in the
allocation of state monies and will £all victim to state determined policies

that may not reflect administrative concerns.

The raison d'etre of thése community political action groups, as

noted above, lies in their potential for counter ﬁalQ?cing state~wide

teachers’ union powerf Lincoln hrgued that the “Unions realize their powers
are limited by the people of the State." He cited increasing taxpayer
disenchantment with union demands, and the example of the Lakeland School _v
District was used. Teachers had gone on strike, and the }bcal citiZenry
voted 3-1 to "not give ‘10" to the Teachers Aasoc}ations. "Thia kind of
behavior by the public is cettninly going to temper the union's demands
because the legislators and lawnakers have to vealize that they have.-to be
elected by the people back nome.“ 6itizens' polittcal action groups,
however, in order to be viable, m:st operate continuously, rather than
eplsodically, as is so oftnn the case. Furthermore, the link;ge with school
auperintendentb has to be'bnilt on a platform that emphasizes'improvgd
educational programs for children, for 1f teachera unions have developed a
atigma, then it is their image of baing too self~serving.

One issue which might galvanize a coalition among community political
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action'committeea,“the WYSCSDA and the NYSSBA, 1s the prospective establish-
. ment of 8 Professional Practicea Board in New York State. If the changes
outlined earlier have at their bsse the question of the "control of

education,” then nowhere does the control ﬁueation 8o readily arige as in

the creation of a Professionsl Practices Bosrd in New York State. . \\\\

Superintendent Lincoln offered 8 penetrating analyaia of this crucial \\\\\
igsue. It was noted that the WYSCSDA and the NYSSBA were aucceasful in
delaying the Boasrd of ‘Regents from tsking actions recommended by the
Coomissioner andi%mbodied in 8 Task Force Report. MIf the Professional
ﬁPracticea Board goes intp effect 88 envisioned by the Task Force Report,
the union will bave complete control of education in New York State--entry,
imgervice education, ethics; éot only that, but algso to censor or tv review
81y cases of reprimand--the whole thing will be in the handsrof the union.“‘
After the NiSCSDa and the NYSSBA pressed their oppostion to the
froposed meke-up and chenge for the Professionsl Practices Boafd upon the
Josrd of Regents, the Regents elected to take some more time,ﬁo atudy th;
Commissioner's Task Force Report and to hold hearinga on the Professionsl
Practices Board. It waa. not, hcweVer, 8 solitary movement by the NY;%SDA
and.-the NYSSBA, for Lincoln acknowledged that support was enlisted from the
Parent-Teacher Associstion, Chsmber of Commerce and the League of Women
VYoters. Iifobilization of these groups succeasfully got a messsge to the Boasrd
of Regents and to the.légialature, that perhaps they should not move too
swiftly in sdopting all of the recommendstions in tﬁe Tagk Force Report.

~ Regents members were described as in & curious political posiﬁion on

the Professional Practices Board issue. "If they donm't talke some sction,

19
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they know the union will go to the legislators and the legislators will

pass the laws. 8o somewhere along the line,_there has to be a compromise."”
Th; compromise 1s yet to be struck, but Lincoln spéculated that the
hearings will likely reveal the need for the composition of membership on
the Profesgional Practices Boar& to be more broa&ly representative. - F&f
example, should citizens be included on the Profeasional_Practiceg Board?
Should the majority of the seats on the Professional Practices Board be held
by teachera? How far ﬁnd over what matters do the powers oﬁ the Professional
Practices Board extend? “Answers to these questions, will be embedded}in 5
compromlge leading to the creation of a Professional Practices Board\to
oversee education in New York. The nature of the Proéessional Practices
Board "compromise™ will serve as an indicato; of the political clout of
education intereat groups in New York‘Statg, aﬁd élthough the teachers’
union will clearly be éﬁrongly represented, the aforementioned actions'of
the NYSCSDA, NYSSBA and other political action groups may temper what was
proﬁpectively‘a lopaided governance arrangement.

§Qcislization'for the Superintendency L ‘ 1

-

Superintendent Lincoln's observations on.his parformance as & chief
achool officer reflect the conflict he experiences as he aﬁtempts to
médiate the political and governance demands of the job. He recognizes the
requirepent of attending to both of these aspects of his role‘if he's to
live up to his conception of an effective superidtendent; that is, one who
1s at once able to administer the educational pfogram in his/her achool
diastrict and, at the same time, eiert~influ&nce ovar matters gf educational

policy and resource allocationa for education at the local, intermediate, .

- 3

B

-




and state levels. ¥rom his frame of reference, action in both thesee

spheres is vital to securing the educanional services required for his

Narr W e o emr e B v

district. Yet the formal role expectations held for him by his ;khool

board, teachers, and members of his community seem to mediate against this
‘;
dual function and, if he would permit it, emphasize the govarnance dimensions
g,

of the role. He does not allow this to occur, but as a.consequence he is

faced with the difficulty of attending to both the governance and the

political demands of the role, under circumetances which only give legitimacy

-

to the governancé:function. ) } ¢
. Superiniendent Lincoln’s concept of éelf-as~superintendent appears
to have a aiyect bear}ng on how ghe governance~politics dilesima is resolved
and egfectively managed. While we do ﬁot have specifi? data bearing on the
processee through which Superintendent Lincoln manages this dilemma; we
have several ldeas we'd like t:o- share which we believe may t;e‘uaeful in
guidinglreSearch related to understanding thie phenomenon. We believe that ‘
other chief school officerﬁ probably have axperignced a‘siaiiar normative
dilempa regarding how mucﬁ attention a auvperintendent shoald give to the

-

political and governance aspects of that role. We alsgo believe that

s

political dgmandé on the superintendency are increasing, and that the
political behavior of chief school officers will increasingly extend beyond
the local to the inter%ediate and state arenas. ?élitical inf}uence on the
local Bcéne 1s not a recent or novel occurrenceé however, influencing policy
and resource decisions on a state level blaces new demands on the superin-
‘Eéngency-demands we believe most superintendente and those individhals

aspiring to that role are ill-equipped to meat.
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What influencea one's concept of self-as-superintendent? What are
the socializing processes through which one acquires the knowledge, skills,
and beliefs enabling satisfactory performance of that role? While we don't
pretend to have answers to these questions, we believe they deserve attention.
School auperintendents are critical actors on the educational acene. They
mske and influence educational polic? and resouvce decisions affecting many --—--—¢§
children and achool communities. Yet we know little aboug‘eithe; their

social ident;ty as aguperintendents or the socialization prdcesses through

which they acquire the capacities to effectively meet the demands of the

role.

'

What factors and forces influence the development of the individual’
as superintendent? The model posited below reflects the thinking of Blasé
(1977) regarding éﬁcialization of the educational administrator. Biase “

poaited a moﬂel of individual development drawing on and integrating the

A -

concepta of soclalization, personal and social identity, conflict, sociai
tdentification and social disidentification. The model Blase developa

b
auggestsa that the social enviromment one encounters during the process of

#»

new-role learning has much to do with what is Learned about a giVen gocial
role, and that an individual's role identity cannot be underatoad simply in

terms of compliance to soclal demands. Peraonal identity influencea and

mediates social identity, 'the concept of self one projects to others in
a given goeisl situation.

Pergonal identity 18 defined as the individual's felt sense
of internal self, and refers to & set of values, beliefs and
attitudes which serve to characterize the individual's
latent perasonality. This part of identity expands and con-
tracta, both gquantitatively and qualitatively, in the face
of normative social demgnds.- The importance of examining

-




the interactions which occur between the individual's
personal identity and the social environment . . . are
clear. It would appear that how these interactions are .
defined, the apparent degrees of -similarity and dis-
gimilarity between personsl valiues and normative social
demands:. . . have important consequences .for the dev-
elopment of self (pp. 8, 9).

Blase extends his analysis and suggests that social 1dent1ty,'qhe individuai}s
expressed or externalized self, reflects the interaction of personal identity
and the socisl environment.

Social identity consists of beliefs, values, attitudes and
behaviora that result from the interaction of personal
identity and the . . . social enviromment. . . . It is
here that the nature of compromises worked out against a
‘background of personal and social demands begin to surface.
Thus, it is through.the examination of thé individual's’
"social identity, its characteristic expansions apd con-
tractiona, that it is possible to see a complex constiruc-
tion of ide tifying and disidentifying elements, welded by
the oatensiuly inconsistent and contradictory form and -
substance of one's particular social logic. . . . To be
sure, we can expect that the individual's social identity
at any given point in time is a result of the kind and
degree of hisfher identification with demands from “he
social environment . . . .

Thus, the superintendent's social identity reflects the interaction

of personal identity and demands of the social environment and, subsequently,

becomes manifest in identification or disidentification with thcse demands.

*

The idea here is that one's social development and the acquisition and

’internalization of role~gpecific skilla, beliefs, and kuowledge reflect the

cumulative and interactive effects of both previous role-learaing and

- -

present behavior. Previoua role aocialization influences new-rolas learning.

In the case of Super intendent Lincoln the primacy he gave to the
pol:l.t::l.cal demands of his social environment can be conceptualized as a-

function of the interrelation of his personal sense of identity, previcus

A

L * » ..
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role-related soclalization, and the demands of the social environment:

-+ »

The preceding frsmework suggests geveral criticsl issues relevant

to the role behavior of ¢hief school officers and the socializstion of those

o

educstional administrators aspiring to that educational leadership pusiticn.

3

If the social identity ome chooses to project ss superintendent does not

reflect identification with the jifitical demands of the SOcisl'enwironment,

_-ﬂhng are the consequences for th s#perintendent and the constituencies
he/she serves? If the pre-r%le aocializaf%on of those sspiring to the -
superintendency do not expose_;ne to 8 gocial envirqnmgnt necéssitating
either identification or disidentification with situational demands for
political pehavior, how is one to learn the skills and scquire the knowle@ge.
and belieﬁa requisite to successful Peéformance in such a role? |

. Superintendents eschewing the politicsl in favor Af the governaﬂge
demands of that role Project, in our: view st lesst, & gocial identity. ’
that is clearly cut of line'With the teguirem;nta for success in the social
environment of the superintendency. We suspect this.is more often the case
than not. In those instances where on?‘a aqcial_id?htity does reflect the.

"politicsl dimensions of the gupeg&ntendent‘a role, it tends to be focusged

almost wholly on the more immediate social enviromment of s lgcel school

district, and does not typlcally reflect an awareness of the political :
demands characterizing the larger gocial environment of an intermediate ;nit,

A.sd:£ aa a BOCES,‘or the state a8 a political entity.

, - Indeed, even those auperint‘ndeuts projecting a docial 1den;1ty which

overtly recognizes the political demands of tﬂé enﬂ@goalﬁut sy find them-

selves in a quandory regarding the go%e:nnnce sapect of their role. If the. °
" \ i :
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aﬁparintendent is off¢hither and yon influencing educatioﬁal policy and

Tesource allocationg, who 1s to take care of the governance demands of the

role? In this respect, superintendents iy larger echool districts maf haée_
an advantaBe over thoge in smaller or poorer districts. A capable'asaistaht .
‘or tWO. or 8 well-iaformed and competent central office stafflmake ic much

easier for a superintendent to extend his/her presence beyond the confinea .

'

of the local district. And this, as we interpret Superintendent Lincoln's

”

observations, ia exactly what the socisl environment oi the aﬁgatintendencz
r;quirea if one i3 to be effective in that rolé: establishing political
netuorka and coalitions within and across district boumdariea with both
educational and paripherally related interest groups establishing effecrive
political action groups willing to extend their influence ppward and outward
thrqughodt the political syatem, beyond the confines of a'aingle district;
and developing the capability to exert influeace bott within and outaide

the formal institutional_structure of* the educational aYatem--b9~paasing the
Jtate Education Department and the Regents ii need be, and going directly

- to legialators and the cc"f Execntive. These are high risk activities
requiring perauasion and parsiatenca, and they can consume 8 great deal of

time-~time it seems few 80h001 boarda are willing to glve and few superin-

tendents are willing to invest given the already heavy demauds of 3°verning

¥ -

such an cnterprise.

Thé socialization gf thoge aspiring to the role of seéerintendeﬂt
tenda often to ciarapresent, in a gubstantial way, the political'hcmaads of
that social envirqnment.l The usual career 1agder to the superintendency

reflects a varilety of experiencé in rolea ranging from teaching to serv! g

LY
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- aa & vice prineipal, and frequently includes gervice gs ‘a coach or guidance
counselor, and prior to entry into the- superintendency gervice ssg an’
asgistant superintendent. Thgsi roles, gg they are usually enacted, tend
not to ﬁrovidé many obportunitieg for an 1ncumben; to become exposed tq.d;
to function in a social ;nvironment: having political demands paralleling .
thdse of the superintendency. This is not to ssy tdat tdébe ;ré-superintendént

roles ghould or could not provide guch learning opportunities, Indeed, we

believa that many'opﬁqrtunitiea wight be déseloped to gnhsncefthe pre-role

socialization of pefaons-aspirfhg to the superintendi;cy:‘ Principalships

and central office steff sssignments, properly concdfved, could offer '
incumbents extensive dnd varied exﬂbsur; to both the p911c1c31'Aqa 3overﬁgnce
demadds of the supefintendency. Such alternstives might even serVe.as a
filtering or sorting mechanism for those sapiring to that poaition._ Early
Yencounters with the full range of demands characterizing the auperintendent 8
socisl environment would have the advddtsge over present pre~-role socializiné

expeviences of providing 1nd%viduals with ample opportunities to develop the

gsort of social identity we believe is requlred for effectdvely performing -,

thet role. Disidentification with the demands dflthst socisl ehdirodment
would, of course, be one of the possible ocutcomes of such exboaure; but
better st this stsge thsn later. .

Finally, speclal seminars, field trips, and a variety of‘inteyn;gip
opportunities for both practicing auperintendenta and éole-aspiranta could
be deaigned with the aim of developing these 1ndividuala knowledge, skills, ~
and attitudea relgtive to the political snd governance demanda of the'

superintendency. Policy seminsrs with legislators gnd other leading figures
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" on the politicsl scenme could offer both superinteadeﬂis and candidates for

.t

'that'position ri;h oppoftunitiea for informstive exchang; end dislogue
‘ ‘focussed on the political issues of the moment. These ;nd simi&sr role~
learaing glterﬁstives could be developed st every level in the system; .v
15331, interma&iate, and stste. UniversiFy departments involved with the
training and development of superiﬁténdents could ;asily'ad;pt some of these
ideas. The‘key, in our view, to sgfisfsctoFily socisiizing 1ndivid931; to _}
the gupeéiniendency, lies with providiﬁk_;ple-%ppirants (and even 1ncumbents§
- wiﬁh 1ntgnsive and eften;igf opp;rtunitigs to become exgos;q to ;nd diéectly '-c
- engaged in mediating and mansging the g;vernance and politicsl demands of
the ;Qcia} environgent of the superintendency s; the local, intermediate, i : .
and stste level. )
In concluding this discussion, we emphasize thst ;hegindividual’a
concept’ of self—as-supertntendent,ethe nsture of the socisl identity he or -

she chooses to project as s superintendent, is a critical determdnant\of A

o how the political ﬁnd governance role demands are effectively méﬁsged.

- 1.
1

hhile both need to be attended to, the socisl environment of the superiﬁ3“y
tendency sppesrs to be becoming 1ncre§singly politicsl, and the srens for -

L) o . Ty e .
the politics of the superintendency seems to have expanded £sr beyond the

local scene. Indeed, ss we reported earlicr, Superiﬁtendeut Lincoln describes
8 gocisl enmvironment permeated with political demandé st the local, 1ntgr-

madiste and state levels. ) . - -

-

‘ l
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