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Ninety-six (96) Texas public school superintendents
and ninety-six (96) Texas public school bﬁsiness
managers were surveyed to develop a better understanding
of the decision making roles and processes of
superintendents and business managers’ perceptions of
these processes. Using the Vroom-Yetton Normative Model

as guide, a scenario was developed that presented five
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(5) decision processes, beginning with an autocratic
decision type, then, moving along an increasingly
collaborative continuum to the point of reaching
decisions by consensus. A second scenario presented
twenty (20) decisions representing seven (7) phases of
school facility acqQuisition including: a) needs
assessment; b) design; c) selling; d) financing; e)
construction; f) occupation; and g) evaluation.
Superintendents and business managers responded to their
respective surveys by indicating which of the five (§)
decision processes he/she wou1d.;se in making a decision
relative to the different phases.

Survey data analysis revealed few significant
differences between superintendents and business
managers suggesting that business managers ofﬁen
perceive correctly to what extent superintendents
involve others in decision making entailing school
facility acquisition. Superintendents were more often
collaborative than autocratic in decision making,
particularly, during the “selling” and “occupation”
phases of facilities’' planning. "Selling” invoived
justification to the public for the new school and

presentations made in the public arena to persuade
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members of the community of the need for the new school.
During the "occupation” phase decjs1ons were made to
involve parents and other mempbers of the community in
the opening of the new facility through open houses and
the like. Additionally, superintendents tended to be
highly collaborative when the time came to develop
educational specifications for the new building.
Business managers’ perceptions for superintendents’
decision processes in the ;bove areas aid not differ
significantly.

Of the superintendents who responded to the survey,
the number of schools, K-12, 1in a given district ranged

from four (4) to fifty-four (54) while for business

managers the range was three (3) to fifty-six (56).
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CHAPTEHR O NE

INTRODUCTION AND BACKGROUND

School administration can be defined as a social
process that involves probliem solving and decision
making (Halpin, 1953). Stoops, Rafferty and Johnson
(1981) state that "administration at the local level
mobilizes personnel and resources to provide maximum
learning opportunities in harmony with legal
stipulations” (p. 7). Personnel, in the above, includes
administrative staff, teachers, parents, support staff,
and teachers while resources invoive finance,
facilities, transportation, equipment, and supplies
(Stoops et al., 1981).

The chief administrator in the majority of school
settings is the superintendent--the chief executive
officer (CEO) for the board of education. Campbell,
Cunningham, Nystrand & Usdan (1985) found that "he is
the most visible, most vulnerable, and potentially most
influential member of the organization” (p. 209).
Rebore (1985) determined that "the superintendent of

schools is the most influential administrator in a
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school district because the responsibilities of the
position affect the operations of the entire system”
(p.73). Because of the increased complexity of school
operations in the last decade, the role of the
superintendent has moved from that of an overseer of
academic activities to include managerial and political
functions. Wiles and Bondi (1985) see the
superintendent as having two “genetic” roles: “to serve
as executive officer for the.schdo1 district (advising
the board and promoting technical changes) and as the
individual accountable for all school operations”
(serving the board, administrators, teachers, parents,
students, taxpayers, and citizens-at-large) (p. 105).
After reviewing a number of studies examining roles of
the superintendent, Guthrie and Reed (1986) determined
that the superintendent represents the school
administration and the school board to the public,
negotiates conflicts, and engages in rational planning.
Rational planning is defined by Mintzberg (1973) as a
...planning process (that) begins with the study of
the values and objectives of top management, the
strengths and weaknesses of the organization, and

the opportunities and problems facing it. Strategic



plans are then designed to solve the problems facing

it (p. 154).

The issues facing the superintendent today, explain
K imbrough and Nunnery (1988), are school financing,
planning and goal setting, assessing educationa:
outcomes, accountability/credibility, staff and
administrator evaluation, and administrator/board
relations. Guthrie and Reed (1986) agree in part:
“only one-fifth to one-fourth of the superintendent’s
time is spent in matters related to instruction or pupil
personnel. The overwhelming proportion of time is
devoted to budgetary and finance matters, facilities,
personnel, and public relations concerns” (p. 58). With
respect to educational facilities, the superintendent
has responsibilities associated with planning, design,
and construction. It “"is a complex process,” maintains
candoli, Hack, Ray & Stollar (1973), “"that requires
attention to political, social, fiscal, and
technical/professional components” (p. 339). Facilities
planning, design, and construction regquire the
concentration of all concerned entities. These include:
students: local voters and taxpayers; the

superintendent and his staff and school board; the
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architect; the central education agency; 1local
municipal agencies; planning groups; manpower groups
and other agencies (Candoli et al., 1973).
Concentration with respect to facilities on the
part of the superintendent and members of his staff
wou'd require utilization of decision making procedures.
sSchmuck and Runkel (1985) found:
...a decision is a direct.'ive, a promise, or an
agreement asserting that particular peopie will
carry out particular acts. A decision, there?ore,
is a channel of influence. When an administrator
makes a decision that certain people will do
something, the administrator is seeking to
influence those people. When a group decides
that it will do something, the group members are
seeking to influence them—-selves as a collectivity
(p. 234).
when groups make decisions members participate 1in
those decisions. Participation may improve decision
quality (Yukl, 1989). Furthermore, Lewis (1987) sees it
is as the wave of the future. He states:
...1t is expected to blossom throughout most

organizations in the 2ist century. It appears even
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to this day to be a style of management that
re1ease§ the human potential allowing people to
grow in the work environment and to make a
significant contribution to the attainment of goals
and objectives. It has been found to affect in a
positive manner people's attitudes, commitment,
quality and productivity (Lewis._1987,'p.39).
Ouchi (1981) found in a study of Japanese companies tﬁat
their most prominent feature was 2 participative
approach to decision making. Those employees who wduld
be impacted by a decision were to have a part in making
it. In what he described as the Theory Z approach to
management, Ouchi suggested that "involved workers are
the key to productivity” (Ouchi, 1981, p. 4).

The superintendent, as the chief executive of a
school district, has varied and vital responsibi1ities
including planning for educational facilities through a
decision making process. It is his/her goal :o reach
optimal decisions for the penefit of students, teachers,

and community.
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N STATEMENT OF PROBLEM

“Superintendents, as chief executives of schools,
are faced with significant pressures from within and
outside their organizations to fundamentally restructure
decision making processes, teacher and administrative
roles, and (alter) the traditional delivery systems”
(Orr, 1990, p. 94).

Numerous studies, texts, and articlies describe the
role of the superintendent as decision maker (Schmuck &
Runkel, 1985), (Davis & Loveless, 1981), (Kowaiski,
1983), (Council of Educational Facility Planners,
International [CEFPI], 1976), and (Kowaiski, 1989).
Enhanced decision making in school facility planning is
a priority for superintendents. Kowalski (1989) “sund
that some school administrators have come to rely
exclusively on consultants, architects, engineers and
other specialists for school building planning and
construction. However, these administrators soon learn
that the retainment of such experts does not diminish
accountability and pubiic scrutiny. Kowalski (1983)
states:

Regardiess of how many specialized personnel are

21



employed to assist with a facility project, the

superintendent and his or her team are expected to

set the tone for planning, establish educational
priorities, and protect the interests of the public.

This inescapable fact i1luminates the need for

school administrators to possess the planning skills

necessary to direct multi-million dollar projects

(p. 6).

Knowing that refinement of the decision making process
in educational facility planning is of great conseqguence
over the next decade or two, close examination of how
superintendents specifically make decisions is
essential.

In 1ight of this challenge, and the importance of
executive leadership, it is appropriate to focus on
superintendents’ decision making procedures. The Vroom-
Yetton (1973) Normative Model provides a framework on
understanding decision processes. "Wg are interested,”
say Vroom and Yetton (1973), “in the way in which
leadership is reflected in social processes utilized for
decision making, specifically in leaders’ choices about
how much and in what way to involve their followers in

decision making” (p. 5). Evidence suggests, for
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example, that in one form of the process--shared
decision making--"the CEO empowers others and delegates
responsibilities” (Roueche & Baker & Rose, 1989, P.
150). Contrasting forms include directive, negotiative
or persuasive, consultative, participative, or
delegative (Bass, 1985).

It is the intent of the author to examine school
superintendents’ decision!making processes in
educational facilities planning through application of
the Vroom-Yetton (1973) Normative Model. These
processes will be compared with how superintendents’
followers perceive the deciéion mak ing process.
Specifically, the study will examine how a school
business manager describes the decision making process
utilized by his CEO. As a result, evidence will be
available which will suggest what decision making
practices a superintendent utilizes in planning for
school facilities and how his business manager perceives

these practices.
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DEFINITION OF TERMS

In-the following section definitions are provided

for specific terms relevant to the understanding of this

study:

NORMATIVE MODEL FOR DECISION MAKING Vroom and Yetton

(1973) view decision making as a cognitive and social
process, with social aspects being the most relevant to
processes of leadership. How and to what extent leaders
choose to involve followers in decision making is of
primary concern. Because decision procedures are
specified as to which one would be most effective in a

given situation, the model is said to be "normative."

HOUSE BILL 72 In mandating a 22 to 1 teacher-student
ration in the first through fourth grades, the Texas
legislature (as reported in the Texas Education Code)
established a need for the construction of new
classrooms across the state (Texas Education Agency,

1988).

SENATE BILL 1019 As reported in the Texas Education

9
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Code, Section 16.401, this bill requires the State Board
of Education to establish a state-wide inventory of
school facilities and to institute standards for the
determination of adequacy of school facilities with
respect to space, educational adeguacy, and the quality

of construction (Texas Education Agency, 1989).

CRITICAL INCIDENCE PROCESS .This process is used to

report behaviors of superintendents in a pilot study as
they describe decision making processes relevant to
educational facility planning. This process is adapted
from the Critical Incident Technigue developed by

flanagan (1954).

CIT The Critical Incident Technique consists of a set
of procedures for collecting direct observations of
human behavior in such a way as to facilitate their
potential usefulness in solving practical problems and
developing broad psychological principles (Flanagan,

1854, p. 327).

BEHAVIORAL EVENT_ INTERVIEW TECHNIQUE (BEIT) This

interview procedure facilitates the identification of

10
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behavioral competencies in narrative data (Pena, 1990).
BEIT, also referred to as the critical behavior
interview, is a variation of Flanagan's (1954) critical
incident interview technique. Charles River Cohsu]ting
(in Daniel, 1990, p.38) calls BEIT, "the next best‘thiﬁg
to direct observation: it pushes the person being
interviewed to recall in detail what s/he did and said
in key situations as if s\he was reliving them. And the
interview is better than direct observation in that it

allows you to review what the person was thinking about

and feeling during the situation itself.”
PURPOSE OF STUDY

The purpose of this study is: 1) determine what
decision making processes are utilized by public school
superintendents in planning for educational facilities
and 2) compare these processes with how followers
perceive them. The Vroom-Yetton Normative Model will be
used to analyze data collected through surveys of public
school superintendents and followers. Decision making

styles and their effectiveness will be discussed.

11
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RESEARCH QUESTIONS

1. wWhen superintendents make decisions concerning
planning of school facilities, to what extent do these

decisions follow the Vroom-Yetton (1973) Model?

2. To what extent do business managers verify
decisional characteristics employed by superintendents

in educational facility planning?
SIGNIFICANCE OF STUDY

This study explores the decision making roles and
orocesses of Texas bub1ic school superintendents in
" educational facility planning as well as the perceptions
of these roles and processes by followers. The Vroom-
Yetton Normative Model is utilized as the conceptual
framework against which decision roles, processes, and
perceptions are measured. As a result, this study
attempts to advance knowledge about superintendents’
decision making behaviors.

Results have potential for prcviding'information on

the decision making process of Texas school
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superintendents. Roles and processes that positively
impact decision making may help improve educational

facilities planning.

DELIMITATIONS OF STUDY

This study will investigate decision making roles
and processes of Texas/pub1ic school superintendents in
planning for educational facilities. School business
managers’ perceptions of decision making processes used
by their superintendents will be examined.
Superintendents and business managers will be drawn from
a population of Texas public school officials employed

in school districts having 2500 or more student

membership.

13
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CHAPTER TwO
REVIEW OF THE LITERATURE
INTRODUCTION

The purpose of this review i1s to provide a context
for the bresent study. It,wi11 explore the historical
background of the public schooi superintendent as CEO.
This will be followed by an investigation of the
managerial role of the superintendent to provide a
setting for a subsequent discussion of the work of
pertinent managerial theorists, including Abraham
Maslow, Herbert Simon, Frederick Herzberg. and Henry
Mintzberg. Next, the superintendent's role as |
educational facility planner will be addreésed. This
section will also address the Vroom-Yetton Normative
Model as a theoretical framework for examining the
superintendent’s decision processes. Next, elements of
transformational leadership and the participative
management component of Theory Z as they relate tomor
enhance skills for effective superintending will be

discussed. In conclusion, tenets of Critical Incident

14
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and Behavioral Event Interview Techniques will be

reviewed.
ROLE OF SUPERINTENDENT AS CHIEF EXECUTIVE OFFICER
-Historical Background

To place the role of superintendent as CEO in
perspective, the author begins this section with a brief
discussion of the historical development of the
superintendency.

Schools in America began in the early 1600's and
following English and European traditions, were largely
under the control of parents and clergy (Kimbrough and
Nunnery, 1988). As schools expanded and separated from
home and church, what was to become a school
administrator began to evolve. “"Head teachers,” then
"principal teachers” with limited managerial
responsibilities emerged as early as 1838 (Stoops et
al., 1981, p. 6). At this point in time, School
Committees governed day-to-day operations of schools.
Tyack and Cummings (1977) found that “lay committees

often examined penmanship, certified and selected

15
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teachers and decided on the myriad details of running
the schools”™ (p. 51).

Due to rapidly increasing numbers of students,
teachers, principal teachers, and schools, School
Committees and school boards found that help was needed
in managing paper work generated by this expansion. As
a result, superintendents were appointed to attend to
clerical duties, usually record keeping and report
filing (Kimbrough and Nunnery, 1988 & Wiles and Bondi,
1985). In 1812, the first state school superintendent
was appointed in New York “to administer the state
common school fund” (Brubacher, 1947, p. 576). Other
appointments followed in Buffalo and Louisville--1837,
then Providence and St. Louis—-1839 (Kimbrough and
Nunnery, 1988).

By the end of the nineteenth century, the
superintendency had evolved into different areas of
responsibility. Blumberg (1985) found that in addition
to secretarial duties of maintaining accounts and
records, some superintendents guided the school board on
financial matters while others supervised learning
activities and were known as “superintendent(s) of

public instruction” (p. 21).
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Pioneering superintendents practiced “"without
specified training, credentialing, or required
experience,” but growth in societal complexity soon
demanded expanded administrative responsibilities
(Stoops, et al., 1981, p. 6). Wiles and Bondi (1985)
found that early in the twentieth century the
superintendent was seen, by and large, as a business
manager “responsible for preparing budgets, passing tax
levies and board issues, and managing programs” {(p.
102).

As schools and school districts grew, four
fundamental divisions of the school process emerged for
which the superintendent assumed responsibility: 1)
instruction; 2) personnel management; 3) finance; and
4) public relations (Stoops et al., 1981). In

describing functions of a school organization in a

- modern era, Clabaugh (1966) listed the areas of CEO

accountability as follows: ‘1) organization; 2)
curriculum development; 3) non-professiona} services:
4) personnel administration; §5) business and finance;
6) building planning; 7) public relations; and 8) in-
service educaticn (p. 55). (For an inventory of 33

specific duties of school CEOs, see the Texas

17
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Association of School Boards' (1984) sample Job
description for superintendent in Appendix _E_ of this
study). Griffiths (1966) divided the superintendent’s
job into four parts: 1) improving educational
opportunity; 2) obtaining and developing personnel; 3)
maintaining effective relations with the community; and
4) providing and maintaining funds and facilities (pp.
70-71). Summarily, this stage of development of the
superintendency may see the superintendent as "a chief
executive who is responsible for both the educational
program and the business affairs of the district” (Wiles
and Bondi, 1985, p. 102).

Davidson (1987) sees the nature of the
superintendency today as complex, demanding a shrewd
mixture of insight and experience with the CEO moving
from a position of power broker to a broker of
resources.

In negative format, Davidson (1987) states that the
superintendent is:

y>Not a dictator; but a negotiator, a compiler and

centralizer;

»>Not a single entity in a vacuum; but a

collaborator and believer 1in participative

18
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management;
>>Not a demander; but a motivator, an enhancer, a
person devoted to quality relationships with
staff, studénts, parents and community ;
>>Not a person immune from politics; but a
coalition-builder and leader, a political
strategist, lobbyist with management skills;
»>Not a traditionalist always; but a contemporary
realist, futurist and planner; and
>>Not an operator by the seat of his pants, but one
who uses technology, statistics and appropriate
research designs...(p. 19).
wWiles and Bondi agree in part with Davidson. They
determined during the last two decades the
superintendent’'s role has evolved to that of master
politician. He/she must help citizZens and professionals
keep the goals of public education in view. He must
strive to build coalitions of support among community
members and school professionals to effect tax increases
and changes in programs to achieve comprehensive school
improvement. For the superintendent, building consensus
through adroit and continuous compromise is an essential

skill (Wiles and Bondi, 1985).
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As may be noted at this point in the literature
review, the role of the superintendent as CEO has
evolved over the years into one rich in complexity and
challenge. To understand more clearly the specific
attributes of a superintendent’s position as chief
executive officer, the review now turns to an analysis
of pertinent 1itefature from the field of management.

7

Management Functions of Superintendent

School board trustees as public servants are
empowered by the state constitution, statutes, and
central education agency regulations to provide the best
possible education for a given district’'s students. To
this end it behooves board members to establish a good
working relationship with its chief executive officer,
the superintendent of schools. Although board members
are responsibie by law for the final disposition of
decisions affecting personnel matters, taxation,
construction programs, and effective education progfams,
board members, individually or collectively, do not get
involved in the daily operation of schools; this is the

responsibility of the superintendent and his
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administrative team (Pringle, 1989, Candoli et al.,
1984, Wiles and Bondi, 1985, & Kinder, 1978). However,
ideally, the superintendent and board work together
collaboratively and Cooperatively over the long term in
making decisions that lead to gerieral improvement of a
district's schools (Pringie, 1989).

With respect to the roles and responsibilities of
the superintendent, Prerequisite administrative skills
considered by the board for the superintendent may
include the broad categories and components of the
following:

1. School board relationship

2. Community relatfons

Financial planning

w

4. Facilities planning

5. Professicnal staffing and evaluation

6. Auxiliary programs

7. Organization of the central administrative staff
(Pringle, 1989). How these categories and components
relate to management in general may be seen in the
foliowing section.

Universality in fundamentals of management and other

1

management functions among different organizations has
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peen suggested in the work of Harbison and Myers and
Farmer and Richman (in Pringle, 1989), Koontz and
0'Donnell, 19f2. and Koontz, O'Donnell, and Weihrich (in
Pringle, 1989). The latter present the functions of
ptanning, staffing, leading, and controlling as the
essentials of management. When the findings of Koontz,
0'Donnell, and weihrich are viewed comparatively with
the general administrativé skills necessary for
effective superintending, the following corollaries
exist:
Leading: Koontz et al.--influencing people so that
they will strive willingly and with enthusiasm
toward goals. Corresponding superintendent skills
may be seen in estab1ishihg productive board
rejationships and the assuming of leadership role in
community relations;
Planning: Koontz et a1.—;se1ecting from among
alternative future courses of action for the
organization. The superintendent’'s skills in the
area of planning include facilities development and
financial resource planning;
Organizing: Koontz et al.--establishing a formal

system of roies that people can perform so that they
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may work best together to achieve organizational
objectives. Related superintendent skills include
organization of central administration staff and
coordination of auxiliary services;

Staffing: Koontz et al.--filling positions in the
organizational structure by identifying workforce
requirements, recruitment, selection, appraisal,
compensation, and training of people.
Superintendent skills in staffing include
professional staff ing and evaluation, énd.central
office organi;ational design;

controlling: Koont:z et al.--closely related to

planning where ;he process involves establishing

standards, measuring performance against standards
and pltans. A superintendent’s skills that relate
to controlling are financial planning, facilities
development, and monitoring auxiliary services and

operations (Pringle, 1989, p. 17).

Aspects of the Managerial Theory of

Abraham Maslow

Maslow is, perhaps, best Known for his theory of
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human motivation. This theory, as it relates to
management theory in generél, encompasses several
relevant propositions:

(1) The integrated wholeness of the organism must be

one of the foundation stones of motivation theory.

(2) Practically all organismic states are to be

understood as motivated and as motivating.

(3) Motivation theory should be human-centered

rather than animal-centered.

(4) Motivation theory is not synonymous with

behavior theory. The motivations are only one class

of determinants of behavior. While behavior is
almost always motivated, it is also almost always
biologically, culturally, and situationally
determined as well (Shafritz and Hyde, 1992, pp.

129-130).

To help explain human motivation Maslow formulated a
hierarchy of needs which-contained the fcllowing:
physiological or hungér needs: safety needs; Jlove or
belongingness needs; esteem needs; and self-
actualization needs. These were arranged, according to
Maslow, in order of prepotency, e.g., one (hunger, for

example) must be satisfied before the next (éafety)
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becomes necessary for the human organism to fulfill.
Toward the higher end of the hierarchy, love and esteem
needs find their place in management theory from the
standpoint of one's relationship to others in his group
in the workplace (Shafritz et al., 1992).

To explain the dynamics involved in one's ascent up
ﬁhe needs hierarchy Masiow states:
| If both the physiological and the safety needs are

fairly well gratified, then there will emerge the

love and affection and belongingness needs, and the
whole cycle...will repeat itself with this new
center. Now the person will feel keenly, as never
before, the absence of friends...He will hunger for
affectionate relations with people in general,
namely, vor a place in his group, and he will strive
with greatlintensity to achieve this goal (Shafritz

et al., 1992, pp. 134-135).

As love and belongingness needs are met, Maslow
determined that the human organism now moved up the
hierarchy to fulfiliment of esteem needs. He believed
that "all people...have a need or desire for a stable,
firmly based...high evaluation of themselves, for self-

respect or self esteem (sic), and for the esteem of

25

40




others (Shafritz et al., 1992, p. 135). Maslow believed
that people had a desire for reputation or prestige,
recognition, attention, importance, or appreciation from
others.

As a superintendent moves through group decision
processes, one may observe the significance of Maslow’s
theory addressing human motivation and needs.

Aspects of the Managerial Theory of

Herbert Simon

According to Simon (1976), decision making 1in
organizations does not happen in isotation. Each
organizatjon’s members’ decisions are interreliated, he
says, supported by a rich network of partially
formalized communications. This makes decision making
an organized system of relations.

In describing group behavior in decision making,
Simon likens the process to calling signals in football
or bidding in bridge:

The purpose of signals in footbail, or bidding in

bridge, is to enable each ptlayer in a team to form

accurate expectations as to what his teammates are
26
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going to do, so that he can determine the proper

means for cooperating with them to reach the common

aim (Simon, 1976, p. 71).

In planning and organizing for administrative
activities, Simon believes that to be successful each
participant must have a reasonable expectation of what
the other is going to do. Cooperation and coordination
is achieved when participants share a common goal and
each is informed as to planned behaviors of others.

Simon calls an organization a collection of people
and says that what the organization does is done by
people. “The activities of a group of peoplie become
organized,” he says “"only to the extent that they permit
their decisions and their behaviors to be infliuenced by
their participation in the organization” (Simon, 1976¢,
P. 110). To add additional emphasis to participation in
decision making, Simon (1976) elaborates on the process
of "composite decision,” a term first used by Chester
Barnafd:

It should be perfectly apparent that almost no

decision made in an organization is the task of a

single individual. Even though the finaj

responsibility for taking a particular action rests
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with some definite person, we shall always find, 1in
studying the manner in which this decision was
reached, that its various components can be traced
through the formal and informal channels of
communication to many individuals who have
participated in forming its premises. When all of
these components have beeﬁ‘identified, it may appear
that the contribution of the individual who made the
formal decision was a minor one, indeed (Simon,

1876, p. 221).

In The New Science of Management Decision,

Simon (1960) joins Maslow in drawing emphasis to
fulfiliment of needs, particularly, belongingness and
esteem needs in predicting the way organizations and
their leaders will look in thé future:
...there 1is a more fundamental way in which the
organizations of the future will appear to those in
them very much like the organizations of today. Man
is a problem-solving, skill-using, social animal.
Once he has satisfied his hunger, two main kinds of
experience are significant to him. One of his

deepest needs is to apply his skills, whatever they

be, to challenging tasks--to feel the exhilaration
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of the well-struck ball or the well-solved problem.
The other need is to find meaningful and warm
relations with a few other human beings--to love and
be loved, to share experience, to respect and be

respected, to work in common tasks (p. 50).

Aspects of the Managerial Theory of

Freaerick Herzberg

In Wwork and the Nature of Man, the third book in a

trilogy addressing job attitudes, Frederick Herzberg

(1966) states what he feels to be the primary function

of any organization:
The primary functions of any organization, whether
religious, political or industrial, should be to
implement the needs for man to enjoy a meaningful
existence. For the first time 1in history we have
the opportunity to satisfy man’'s inherent wants.
Yet what value to man if industry manufactures
commodities to supply material comfort at the
expense of human development and happiness? (p. x).
Hertzberg's Motivation-Hygiene Theory, well-known in

the annals management theory, postulates that five
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factors stand out "gatisfiers” or strong determiners of
job satisfaction: achievement, recognition, work
itself, responsibility, and advancement.
“Digsatisfiers,” which were related to a worker's
environment, not the job itself, were: company policy
and administration, supervision, salary, interpersonal
relations and working conditions (Herzberg, 1966 ).

The worker, Herzberg (1966) believed, had two sets
of needs: hygiene needs andlmotivator needs. When met,
hygiene needs (related to environmental factors) can
minimally reduce a worker's discontent with a job, but
motivator needs, when met, gives the workers a sense of
arowth and psychological stimulation. Motivator needs
are related to tasks which have meaning for the
individual.

Iin The Manageriai Choice, Herzberg (1976) discussed

four job design methodologies relative to their
advantages and disadvantages under Motivation—-Hygiene
Theory. Orthodox Job Enrichment (OJE), which Herzberg
considered to be the most effective, listed as major
advantages: 1) lasting individual growth and
competence; 2) quickly imp lemented; and 3) minimizes

new hygiene problems. Major disadvantages of OJE
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included: i) older employees adapted to impoverished
Jobs cannot change; 2) increased employee defensiveness
for incompetence; and 3) assumed lack of motivators can
become alibis. Another job design methodology was
socio-technical systems. Advantages of this methodology
were: 1) not limited by technology: 2) more variety of
Jobs; and 3) more willingness to follow decisions.
Disadvantages included: 1) tyranny of group over
individual; 2) slowly implemented; and 3) less
1ikelihood of job enrichment. The third job design
methodology given was participative management.
Advantages listed included: 1) improves hygiene
factors; 2) better supervisor/subordinate
communication; and 3) more willingness to Fo11qw
through on decisions. Disadvantages were shown to be:
1) can become human relations manipulation; 2) slowly
implemented; and 3) less likelihood of Job enrichment.
The final job design methodology Herzberg described was
industrial democracy. Advantages of this type were: 1)
theoretical reduction in organizational conflict; 2)
greater congruence of job rights with social and civil
rights; and 3) more wiliingness to follow through on

decisions. Disadvantages incliuded: 1) eguality of
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ignorance (becomes an end in itsel1f reducing likelihood
of constructive, innovative change); 2) slowly
implemented; and 3) less likelihood of job enrichment.
As may be noted, no one methodclogy solved the
problems associated with job.enrichment. an important
element of Motivation-Hygiene Theory. However, Herzberg
as eariy as 1959 reaiized that "jobs must be
restructured to increase to-the maximum the ability of
workers to zchieve goals meaningfully related to the
doing of the job” (Herzberg, 1959, p. 132). At the same
time he reached the conclusion, albeit tentatively,
"that the individual should have some measure of control
over the way in which the job is done in order to
realize a sense of achievement and of personal growth”

(Herzberg, 1359, p. 132).

Aspects of the Managerial Theory of

Henry Mintzberg

In considering the managerial nature of a
superintendent’s or chief executive’'s job, it would be

useful to examine the literature in this domain.

In The Nature of Managerial Work, Henry Mintzberg
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delineates several schools of managerial thought. The
most typical is that of the "classical school” which is
identified, by and large, by the acronym, POSDCORB.
Based on the work of Henri :;yo1 and Luther Gulick
POSDCORB stands for:
1. Planning--outlining objectives and the method(s)
for accomp:iishing them;
2. Organizing--estabiishing a formal structure with
ccordinated subdivisions arranged for the purpcse ot
achieving objectives;
3. Staffing——bringing in and training of personnel:
4. Directing--leading the enterprise, making
decisions, issuing directives:
5. Coordinating--interrelating and integrating all
divisions to accomplish organizational objectives;
6. Reporting--recordkeeping and di;éemination of
information from records to all levels of the
organization; and
7. Budgeting--fiscal planning, accounting, and
control (Mintzberg, 1973).
Having first appeared in 1916, POSDCORB still dominates
much of managerial thought and theory (Dale, 1973).

Upon observing what managers actually do, Mintzberg
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points out that POSDCORB does not accurately describe
their real activities. Furthermore, patronage of the
classical school of thought, in fact, blocks our search
for a deeper, more meaningfﬁ1 understanding of a
manager's work, says Mintzberg (1973).

The “great man school” analyzes managers in groups,
i.e., including families, careers, persona1ities. social
affiliations, or individuai1y. in the case of the
former, little attention is given to the manager's work
and for the latter, information 1is typically anecdotal
and too sketchy to provide a basis for theory.

The “entrepreneurship school1” and "decision theory
school” deal with the manager exclusively as decision-
maker. As an entrepreneur decision-maker, the manager
is aware of the following: 1) a problem; 2)
organizational goals; and 3) all courses of action (to
achieve goals) and their consequences. He evaluates the
consequences, ranks alternatives, and chooses the one
that will best accompiish organizational goals
(Mintzberg, 1973).

in practicing decision theory, a manager makes what
is known as an "unprogrammed” decision. It is

unprogrammed because, unlike the entrepreneur, the
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_manager, here, lives and works 1in a complex,
unpredictable world where he must react to pressures
bfrom interest groups and others whose goals may be
different from his organization's; he simply hopes to
make decisions that avoid conflict, much less maximize
objectives of the organization.

The “leader effectiveness school” focuses on the
interpersonal behavior between leaders and followers.
The leader’s management style may & autccratic (task-
oriented) or participative (people-oriented) depending
upon situational factors, including organizational
climate and the leader's skills, personality, and
expectations. Mintzberg is critical of this school in
that proponents have paid excessive attention to two
basic styles--autocratic and participative and less to
+he dynamics of interpersonal behaviors of leaders
(Mintzberg, 1973).

The next major school of thought on a manager's job
is entitled the “leader power school.” Here, as in the
last section, Mintzberg uses the terms leader and
manager interchangeably, unlike his discussion of the
first two schools. In this school the focus is on the

leader's ability to use power to elicit desired
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responses from subordinatesf To fully understand a
leader’'s responsibilities, one must understand his
sources of power and the extent to which he controls his
own job.

The “leader behavior school” is largely described by
the work of Leonard Sayles who "1lived within an
organization for a period of time recording whatever
seemed of interest” (Mintzbgrg, 1973, p. 20). No effort
was hade at conducting a tightly controlled scientific
experiment, but Sayles, nevertheTess. made a significant
contribution to the literature on managerial work.
Sayles found that lower and middie-level managers acted
as monitors, as leaders, as job participants, and as
equalizers, i.e., balancers or stabilizers, of the
organization helping it adapt to pressures through
introduction of long- or short-term adjustments, to
achieve "a dynamic type of stability” (p. 20).

"The last school, the "work-activity school,” is
virtually the oppos1t° of the classical approach. Here,
the emphasis is on an inductive method of research on
what managers actually do with data recorded'and
analyzed systematically. What conclusions are drawn are

based on empirical or observed evidence. Data are
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either recorded in diary form by a manager or tnrougn
observation and transcribing by an investigator.
Mintzberg utilized work-activity observational methods
and developed, as a result, "a new description of
managerial work content as well as a number of
conclusions on work characteristics that reinforce the
findings of earlier work-activity studies” (Mintzberg,

!

1973, p. 25).

Employing the work-activity concept, Mintiberg
identified specific activities that managers perform.
Based on systematic, empirical evidence, Mintzberg drew
the following conclusions about the work of the manager:

1. Manager's jobs are similar regardless of
profession. What differences do exist can be explained
in terms of common roles and characteristics.' This,
says Pringle (1989), supports the notion of universality
in management.

2. The work of a manager is, to a large extent,
challenging and nonprogrammed. There are, however,
regular tasks to fulfill, usually in moving information
and maintaining a status system within the organization.

3. The manazer functions as both a generalist and a

specialist: the former, when the focal point is the
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generai fiow of information and the handiing of general
disturbances; the latter, when he/she must utilize
specific roles and skills of a manager.

4. Most of a manager's power stems from his/her
access to sources of information that are often not open
to others in the organization. This factor enables the
manager to make more effective decisions than other
employees. However, much of the information 1is
transmitted verbally and this impedes successful
dissemination of data to others. Implications for
improvement--upon concluding his study of the work
activities of managers, Mintzberg (1973) proposes the
following:

1) Information means power; sharing information

means dissipating power;

2) The manager who hoards information is trading
effectiveness for power;

3) The risk of disseminating as much information as
possible must be weighed against the significant
advantages of having we11finformed subordinates
who can make effective and compatible decisions
(p. 178).

5. A heavy work load and an unrelenting work pace
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Drings Tragmentaticn, variety, and hrevity to a
manager's job. Instead of being able to plan
reflectively, the manager is caught in what is termed
his/her "prime occupational hazard"—--superficiality.
Much of what occurs, then is a result of manipulation
(of verbal information), instincts, and a stimulus-

response environment. Implications for improvement--at

the conclusion of hjs study, Mintzberg (1873) submits
the following:

1) To overcome the managérﬁa] workload, a
“management team” may be formed;

2) Information is the key linking element 1in the
the different work that a manager does:
therefore, effective job sharing depends on
abilities of managers to share information:

3) In successful Jjob sharing, managers are
complementary and compatible. They must be able
to communicate easily and efficiently, and they
must share a vision of the direction in which
they wiéh to take their organization (p. 180).

In determining the amount of variety, brevity, and

fragmentation present in a manager’'s job, Mihtzberg

(1973) utilized the work-activity approach oVer a five
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week period in collecting data on the daily routines of
five chief executive officers. The following

distribution of activities was determined:

Activity Frequency Avg. Lgnath in
Minutes

Desk Work 33% 15
Telephone Calls 24% 6
Scheduled Meetings 19% | , 68
Unscheduled Meetings 19% 12
Tours 5% 11

(pp. 33-39).

More evidence of the fragmented, diversified, and
terse nature of a manager’s daily routine can be found
in the scope and nature of contacts with people in and
out of the organization. Mintzberg (1973) collected the

following data on verbal and mail contacts of managers:
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Contacting Entity Vertal Mail(From)

Subordinates 48% : 39%
Clients 20% 13%
Peers 16% _ 25%
Independents/Others 8% 22%
Directors 7% 1%
(p. 46).

Figure 2.1 on the next page further illustrates the
amounts and purposes of verbal contacts as well as the
distribution of incoming mail retated to daily
managerial activities. As may be noted from Figure 1, a
manager is under pressure to deal with a great variety
cf stimuli from within and without the organization.
This envircnment, according tc Mintzberg, does not
eéncourage development of reflective planners, but,
rather, "breeds adaptive information-manipulators who
prefer the live, concrete situation“‘(Mintzberg, 1973,
P. 38). In a stimulus-response world, the manager

cevelops a preference for live action.
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FIGURE 2.1
THE PURPOSES OF MANAGERIAL ACTIVITIES

Distribution of Incoming Mail by Purpose

Events 8%

Progress and
resufts of

Advice on situations 6%
operations 18%

Reports 8%

= Soiicitations 5%

Periodical news 15% | Authority requests 5%

Status requests 12%

Reference data 14% Acknowledgements 5%

Ideas 2%
Problems and pressures 2%

Distribution of Hours in Verbal Contactby Purpose

Obsearvaticnal tours 1%
Receiving information 16%

Information

40% | Giving information 8%
Manager requests 5%

Review 16% Requests
Action requests 12% 18%
— Status requests 1%
External board

— work 5%
Decision- Strategy 13% Ceremony 12% Secondary
Making — Scheduling 3% 21%

21% . Negotiation 8% cheduling 5%
— Organizational work 2%

Source: Mintzberg, H. (1973). The nature of managerial
work. New York: Harper and Row.
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Based on specific activities a manager would
experiencevon a daily basis, Mintzberg (1973) defined
ten roles that in a gestalt or integrated manner
expiained what managers actually did; this was the
essence or crux of Mintzberg's study: a theory that
delineated what managers, in fact, did as they fulfilled
their contractual responsibilities. These ten ré]es
were assembled into tbree categories: interpersonatl,

informational, and decisional.

Interpersonal Roles

t. Figurehead—--most basic and simple of all roles.
Based on his formal authority, the manager is a
symbol, obliged to perform nonconseguential or
inspirationé1 duties which involve interpersonal
activity.

2. Leader--permeates all managerial activities:
as leader, the manager welds diverse elements
into a cooperative enterprise, making this the
most significant of all roles. The key purpose
is to integrate individual needs with

organizational goals.
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Liaison--as liaison, the manager links the
external environment with his/her organization.
This is accomplished through a vital web of
relationships that a manager maintains with

individuals and groups outside the organization.

Informational Roles

Monitor--the continual seeking of information
that permits the manager to understand what is
happening in the organization and its
surroundings. Information helps the manager
perceive changes, identify problems and
opportunities, understand his environment,
know when information must be disseminated
and decisions made.

Disseminator--the relaying of external
information into the organization and internal
information from one subordinate to another;
information may be factual (may be tested as

to its validity) or value (deals with

preferences; neither correct or incorrect).
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Spokesman—-as spokesman, the manager conveys
information outside the organization to its
environment. He/she must keep two groups

informed: the board of directors and the

public.

Cecisional Roles

Entrepreneur-—ré1ated to the monitor role:

here, the manager initiates and

designs “"controlled” chanmge in the organization.
Change 1is controlled meaning the manager
exercises his/her own free will in exploiting
opportunities or solving problems. The manager
becomes involved in improvement projects
through one of three ways: delegation,
authorization, or supervision.

Disturbance handler--acting as a generalist, the
manager deals with change and

involuntary situations that are beyond, at
least partially, his/her control. Three

types of disturbances are: 1) conflicts between
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10.

subordinates; 2) difficulties between
organizations; and 3) loss or potential loss of
resources. Because of the precedents they may
set, managerial decisions (in disturbance
handling) can have great impact on
organizational strategy.

Resource allocator--resource allocation is,
according to Mintzberg, the heart of the
organization’s strategy-building system.
Resources that may be allocated positively or
negatively include money, time, material and
equipment, and reputation. Decisions affecting
resource allocation are classified as follows:
1) scheduling of time; 2) programming work;
and 3) authorizing actions.
Negotiator-—interceding on behalf of the
organization, the manager participates in
negotiations with other organizations or with
individuals. He/she participates as
figurehead, adding credibility to the
proceedings; as spokesman, representing his

organization’s information and value system
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to those outsiders; as resource allocator,
having the authority to commit organizational
resources (Mintzberg, 13873).

In the preceding section, the general nature of
managerial work was explored. Attention was given to
the various demands made upon a manager’'s or CEO’'s time
in several key areas including decision-making.
Managers, corporate 9xecutives, and school
super intendents experience daily those elements of
mahagement that impede and, conversely, challenge the
chief executive officer in his discharge of duties and

fulfililment of leadership. -

THE ROLE OF THE SUPERINTENDENT AS

PLANNER FOR EDUCATIONAL FACILITIES

"A prime purpose of planning is to reduce
uncertainty and focus organizational activities so as to
utilize resources efficiently” (Guthrie and Reed, 1986,
p. 243). Educational planning is seen as a management
function that should occur at the federal, state, and
local level. Local administrators, for example, plan

for new buildings, changes in curriculum, variations in
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bus routes or attendance boundaries, implementation of
new student grading policies, and establishing new
school site parent advisory committées (Guthrie and
Reed, 1986). From the standpoint of state function,
legislative mandates enter the planning process in
significant ways with respect to educational facilities.
Section 16.053 of the Texas Education Code stipulates
that to meet state accreditation standards "a school
district may not enroll more than 22 students in a
kindergarten, first, second...third, or fourth grade
class” (Texas Education Agency, 1988, p. 113).
Furthermore, Section 16.402 of the Code directs the
State Board of Education to establish standards for
adequacy of school facilities. "The standards shall
include requirements related to space, educational |
adequacy, and construction quality” (Texas Education
Agency, 1989, p. 64). Legislation is only one of
numerous forcés that impact planning for school
facilities today. [Some of these constraints are

illustrated in Figure 2.2, next page].
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FIGURE 2.2

FORCES AFFECTING SCHOOL PLANNING
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Source: Kowalski, T. J. (1983). Solvina educational

facility problems. Muncie, Indiana: ' Accelerated
Development Incorporated.
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The superintendent, as a leader of the
administrative team and agent of the board of education,
follows a planning process much like that of other '
organizations; furthermore, educational schemata may
emg1ate a paradigm similar to problem solving or
decision making. In discussing the steps of a
fundamental planning process, Guthrie and Reed (1986)
relate that: 1) a problem is identified; 2) possible
causes of the problem are identified; 3) possible
solutions are generated; 4) costs and effects of
solutions are determined; and 5) alternatives are
assessed and ranked.

A number of authors address the importance of the
superintendent’s involvement in the educational facility
planning process. These include: Hedley and Brokaw
(1984), Groves (1985), Candoli (1973), Kowalski (1983),
Hultgren (1985), Kimbrough and Nunnery (1988), Day
(1985), Knirk (1979), Kowalski (1989), Davis and
Loveless (1981), Stoops et al. (1981), Guthrie and Reed
(1986), Association of School Business Officials of the
United States and Canada f1980). and the Council of
Educational Facility Planners, International (1976). As

stated in the introduction, planning for facilities is a
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complex political, social, fiscal, and
technological/professional procedure, and at the
epicenter of the process is the superintendent. Candoli
et al. (1973) found: |

Resource personnel from the local, state, and

national level plus professional staff, students,

and community leaders wi]1 be involved in any major
capital outlay prgject. The board of education is

a key group because it must ratify suggestions of

others to legalize the proceedings. The involvement

of the boafd of education will necessitate the
involvement of the superintendent and his staff

(p. 342).

Hedley and Brokaw (1984) state that the planning
process should involve--as a team--administrators,
facility planner, architect, and others formed at the
inception of the project. Through cooperative effort of
a design advisory committee, for example, a school plant
which meets the needs of the educational program may be
constructed. [Figuré 2.3 on the next page provides an
example of who might be involved in facility planning].
In describing the participation of knowledgeadle

administrators in the planning process, Groves (1985)
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contends, "School administrators in particular involved
in construction should have a good understanding of the
nature of services to be performed by architects and
engineers during construction” (p.4). Groves (1985)
finds that the architect typically will work closely
with the superintendent and his staff "to develop and
refine the program or statement of needs which becomes
the source for design decisions and early cost

estimates” (p. 4).
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FIGURE 2.3

POSSIBLE PLANNING PARTICIPANTS

SUPSRINTENDENT

AND CENTRAL OFFICE

THE
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STUDENTS
CONSTRUCTION ‘
VANAGER FACULTY
P ARENTS/COMMUNITY
REPRESENTATIVES
EDUCATIONAL SCHOOL PRINCIPAL
CONSULTANT ASSISTANT PRINCIPAL
STATE DEPARTMENT /
OF EDUCATION

(1983). Solving educational

Source: Kowalski, T. J.
Indiana: Accelerated

facility probiems. Muncie,
Development Incorporated.
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The hiring of construction managers by school
districts is seen as a way of reducing cost factors,
schedule, and quality pressures brought to beaévoa
administrators. But the necessity of a collegial effort
in planning between administrator and construction
manager is emphasized by Hultgren (1985):

Districts want cost, schedule and quality addressed

with equal expertise. 'With their school projecté so

much in the public eye and their jobs on the 1iﬁe.
administrators need real predictability and the

highest quality performance” (p. 9).

From identification of the need for new facilities
through overseeing the work of various committees which
develop specifications, recommend an architect, and
disseminate information, the superintendent plays a
central role in the planning of educational facilities.

[This is illustrated on the next page in Figure 2.4].
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FIGURE 2.4

FACILITIES PLANNING

SCHOOL NEED SURVEY
by Schod Boar,

Superintencent, Perceived
Teachers, Citizens Problem \

(30] mmittee Existing Facilities
-Scope Commut
-Procedures -Current Use
-Number of Students -Possible Users
-Class Size -Capacity

Evaluation of Data ang
PROGRAM EVALUATION Selection of Alternative _[ No Facilites Needed
by School Board, ]

Superintendent
Teachers, Citizens
‘ — Fatiites Needed n 1

umeul mmi Archi lection | ; mmi Fubiic Relations
-Program Addilions Commitiee Ccmmitiee
-Program Deletions -identfy Recommend Site(s) -Disseminate
-Special Facilites -Evaiuate Information
-Facuity Needs -Recommend -Identity
-Activities Listed 1 Supporters
BUILDING DECISION Decision on Type and /
by School Board Size of Building and on Architect
Curriculum Committee -Translale Program Specifications | | o ;0 peapi enmi
-Work with the Architect 'ggvewp gm‘:"g::gaz’:‘”"’gs -Recruit Public Support
-Work with Public Relations .He;’:gzve:)so Srochure -Disseminate information

.

Decision on Size of Bond Issue Needed, -
jon of Facility, Voting Date Cisapproval
Location of Facility, ng P S
BUILDING DECISICN l Approval of Bonds
by School Board ~l
BUILDING DEC!SION Construction
by Voters

Source: Knirk, F. G. (1979). Designing productive
learning environments. Englewocd Cliffs, New Jersey:

Educational Technology Publications.
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VROOM-YETTON NORMAT IVE MODEL OF DECISION MAKING

Victor H. Vroom and Philip W. Yetton in Leadership
and Decisioﬁ—Making describe a model for decision making
which was written primarily for scholars/researchers
interested 1in leadership, decision making, and
organizational behavior and'managers/administrators
seeking to improve théir decision making pehaviors
(Vroom and Yetton, 1973). /

Expressed as a member of the famity of contingency
or situational leadership theories, the Vroom-Yetton
model treats leadership as a soc1ial process emphasizing
events that occur between people rather than
circumstances that transpire within a person (Vroom and
vetton, 1973), (Vvroom, 1973), (Vroom and Jago, 1974),
and (Samples, 1983). Events that occur Detween peoplie
are related to what extent a leader encourages
participation of followers in the decision making
process (Vroom, 1974), (Vroom, 1976), and (Yukl, 1989).

The model 1S normative since it addresses what kinds
o1 decision makiﬁg processes jeaders should use to deal
effectively with problems they encounter in their jobs

and how much and in what form to involve followers in
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deciding how to solve these problems. In developing a
set of ground rules for matching a leader’'s decision
behavior to the demands of the situation, a set of
alternative decision processes were developed. These
are depicted in Table 2.1. 1In the Table the first
letter of the symbol, e.g., Al, CI, GII, etc., used to
represent each process signifies the basic properties of
the process--A for autocratic; C for consultative:; and
G for group (Vroom,.1973).

Three classes of outcomes sustain the ultimate
effectiveness of decisions. These are:

1) The quality or rationality of the decision.

2) The acceptance of commitment on the part of

subordinates to execute the decision effectively.
3) The amount of time required to make the decision
(Vroom, 1973, pp.67-68).

Yuki (1989) states that decision quality relates to
objective aspects of the decision taken separately from
the aspect of decision acceptance, which is the extent
of follower commitment to impliement a decision
productively. A decision of superior quality is one
where the best alternative is chosen. With respect to

the amount of time required for resolution, a decision
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may be made over the long or short term depending upon
factors such as the desire on the part of leaders to
develop followers or produce a more effective problem

solving system (Vroom, 1873).

BEST copy AVAILABLE
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Al

AII

CI

CII

TABLE 2.1
DECISION MAKING PROCESSES

For Group Problems

You solve the problem or make the decision
yourself, using information available to you at
the time.

You obtain the necessary information from your
subordinate(s), then decide on the solution to the
problem yourself. You may or may not tell your
subordinates what the problem is in getting the
information from them. The role played by your
subordinates in making the decision is clearly one
of providing the necessary information ﬁo you,
rather than generating or evaluating alternative
solutions. '

You share the problem with relevant subordinates
individually, getting their ideas and suggestions
without bringing them together as a group. Then
you make the decision that may or may not reflect
your subordinates’ influence.

You share the problem with your subordinates as a

group;“bbl1ective1y obtaining their ideas and
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suggestions. Then you make the decision that may
or may not reflect your subordinates’ influence.
GII You share a probiem with your subordinates as a
group. Together you generate and evaluate
alternatives and attempt to reach agreement
(consensus) on a solution. Your role is much like
that of chairman. You do not try to influence the
group to adopt “your” sq1ution and you are willing
to accept and implement any solution that has the

support of the entire group.

Source: Vroom, V. H., & Yetton, P. W. (1973).

Leadership and decision-making. Pittsburgh,

Pennsylvania: University of Pittsburgh Press.
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vroom and Yetton (1973) provide a set of ruies in
the model which identifies any decision procedure that

is unsuitable in a given circumstance because decision

quality and/or acceptance would be jeopardized by using
that procedure. The decision rules are summarized by
Yukl (1989) in the foliowing: |
1. When the decision is important and subordinates
possess relevant information lacked by the leader,
an autocratic decision (AI, AIL) is not appropriate
because an important decision would be made without
all the relevant, available information.
2. When decision quality is important and
subordinates do not share the leader’s concern for
task goals, a group decision (GII) is not
appropriate because these procedures would give too
much influence over an important decision to
uncooperative or even hostile persons.
3. wWhen decision quality is important, the decision
probiem is unstructured, and the leader does not
possess the necessary informaticn and expertise
to make a good decision, then the decision should
be made by interaction among the people who have the

relevant information (GII).
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4. When decision acceptance is important and
subordinates are unlikely to accept an autocratic
decision, then an autocratic decision (AI,AII) is
not aDDropriéte because the decision may not be
implemented effectively.

5. When decision acceptance is important and
subordinates are likely to disagree among themselves
about the test soliution to an important problem,
autocratic procédures and individual consultation
(AI, AII, CI) are not appropriate because they do
not provide the opportunity to resolive differences
through discussion and negotiation among
subordinates and between the subordinates and the
leader.
€. When decision quality is not important but
acceptance is critical and unlikely to result from
an autocratic decision, the only appropriate
procedure is a group decision (GII) because
acceptance 1s maximized without risking quality. o
7. When decision acceptance is important and not
likely to result from an autocratic decision. and
subcrdinates share the leader’'s task objectives,

subordinates should be given equa] partnership in
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the decision process (GII), because accebtance is

maximized without risking quality (pp. 114-115).

In some circumstances, more than one decision
procedure may be prescribed by the model. In this
case, the choice among procedures in the feasible or
viable group of procedures are based on other
criteria, such as time constraints, follower
development, or leader preferences (Yukl, 1989). A
decision process flow chart which illustrates the
application of decision rules is found in Figure 2.5
on a folliowing page.

The utilization of the Vroom-Yetton Normative Model
of Decision Making in this study of roles and processes
of superintendents is appropriate since improved
decision making as a part of a school CEQ's repertoire
of leadership skills is fundamental in the evolution and
improvement of a s¢h001 program. In developing a model
for decision making, Vroom (1976) hopes to clarify the °
intersection between decision making and leadership,
particularly the extent to which a leader encourages the
participation of followers in the decision making

process. Yukl (1989) states:
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A basic assumption of the model is that
participation increases decision acceptance if it is
not already high, and the more influence

subordinates have, the more they will be motivated

to implement a decision (p. 112).
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FIGURE 2.5

Decision Process Flow Chart

A. DOES THE PROBLEM POSSESS A OUALITY REQUIREMENT?
B. DO YOU HAVE SUFFICIENT INFORMATION TO MAKE A HIGH-QUALITY DECISION?
C. 1S THE PROBLEM STRUCTURED?

0. 1S ACCEPTANCE OF DECISION BY SUBORDINATES IMPCRTANT FOR EFFECTIVE
IMPLEMENTATION?

E. IF YOU WERE TO MAKE THE DECISION BY YOURSELF, IS IT REASONABLY CERTAIN THATIT
WOULD BE ACCEPTED BY YOUR SUBORDINATES?

F. DO SUBORDINATES SHARE THE ORGANIZATIONAL GOALS TO BE ATTAINED IN SOLVING THIS
PROBLEM?

G. 1S CONFUICT AMONG SUBORDINATES OVER PREFERRED SCLUTIONS LIKELY?

A 8 cC D E F G

12 Al AlL, Ct, Cl. Gt

2: Gt
3: ALAILCIL.CU, Gl
4z Al AWl Cl.CHl
STATE .
THE 5: Gil
PROBLEM 6A: Cil

68: Ci.Clt
7: AlLCLCH

8: All.CI. Clt. GIt
o: Clt

10: ClIl, Gl

11: Gii

12: ClIt

Source: Vroom, V. H., & Jago, A. G. (1988). The new
leadershin: Managing participation in organizations.
Englewood Cliffs, New Jersey: Prentice Hall.
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In validating the Vroom-Yetton model, Vroom and Jago
(1988) examined six studies which may be compared with
one another and that focused on the consequences of the
model for decision success. Three studies were
conducted in the United States (Vroom and Jago, 1978;
Zimmer, 1978; Liddell, Elsea, Parkison, & Hackett,
1986); two in Canada (Field, 1982; Tjosvold, Wedley, &
Field, 1986); and one in Austfia (Bohnisch, Jago, &
Reger, 1987). A total of 1,545 decisions were studied
with 769 successful aﬁd 776 unsuccessful decisions
identified. Vroom and Jago (1988) found that across all
six studies, if a manager’'s behavior conformed to the
normative model, the rate of success was 62 percent.
However, if the manager's behavior failed to conform to
the model, the rate of success was only 37 percent.

Vroom and Jago (1988) point out that no model in the
social sciences can predict the consequences of a
behavior with perfect accuracy since predicting the
outcomes of organizational decisions can be probiematic
due to external factors that may not be known at the
time the decision is made. Not withstanding, Miner
conc ludes, aftef reviewing the same studies listed above

*"that no leadership theory surpasses the Vroom-Yetton
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model in its scientific validity and practical
usefulness. In every test attempted, the model is shown
to improve the effectiveness of organizational decision
making” (Vroom-Jago, 1988, p. 83).

In the next section, specific skills that have been
identified as necessary for effective superintending
will be discussed. skills related to decision—making
and school facility planning .will be addressed and

emphasized where appropriate.

SKILLS FOR EFFECTIVE SUPERINTENDING

sclafani (1987) and Collier (1987) 1in companion
studies identified skills effective for superintending
on the national and state levels respectively. Working

from performance areas and skills based on materials

‘published by the American Association of School

Administrators (AASA), sclafani (1987) identified, from
a national sampling of superintendents. the top six
skills for effective superintending, in order of most

important to less important:

1. Demonstrates a proad array of leadership skills.
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2. Demonstrates sound principies of personnel
administration.

3. Employs sound financial planning and cash flow
management.

4. Employs effective school/community public
relations, coalition building, and related
activities.

5. Provides for effeétive evaluation of teacher

7

performance.
6. Uses cost-effective tedhniques and sound program
budgeting (p. 70).

In her study, Sclafani categorized responses by
numbers of students enrollied. Table 2.2 on a following
page indicates similarities and differences in the way
respondents considered the significance of certain
superintendent skills.

In a companion study, as mentioned above, Collier
(1987) presented 52 skills to Texas superintendents and
had them rate skills in terms of importance to their
jobs. The top ten ranked skills are as follows:

1. Demonstrates a troad array of leadership skills.

2. Demonstrates sound principlies of personnel

administration.
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3. Employs sound financial planning and cash flow
management.

4, Employs principles of sound curriculum design
and instruc;iona] de livery strategies.

5. Employs effective school/community public
relations, coalition building, and related
activities.

6. Ensures that instructional time and resources
are used effectively.

7. Develops valid and reliable performance measures
for instructional outcomes.

8. Provides for effective evaluation of teacher
performance.

9. Utilizes motivation techniques.

10. Guides facility planning, maintenance, and
operations (p. 166).
For a complete list of 52 skills ranked and compared to

a national sample, see Appendix D.
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TABLE 2.2

Most Important Skills by District Enrollment

(o )TN IF N PV AN B DO WM~

DN phwWwnN

OO WN -

Over 25,000 Students

Leadership skills

Collaborative goal setting

Personnel administration

Effective school/community relations

Articulate position for education

Effective teacher evaluation

10,001-25,000-Students

Leadership skills

Motivation techniques

Effective school/community relations
Personnel administration
Collaborative goal setting

Effective teacher evaluation

5,001-10,000 Students

Leadership skills

Personnel administration

Effective school/community relations
Effective teacher evaluation
Conflict mediation

Cost-effective techniques and program
budgeting

1,001-5.000 Students

Leadership skills

Personnel administration

Effective teacher evaluation
Effective school/community relations
Sound financial planning

Use of mass media to shape and form
opinions

501-1,000 Students

Personnel administration
Leadership skills
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Sound financial planning

Effective school/community relations
Effective teacher evaluation

Effective use of instructional time and
resources

o OeaeWw

1-500 Students

Leadership skills

Personnel administration

Sound financial planning

Effective school/community reltations
Cost-effective techniques and program
budgeting

Human relations skills

NP W

[o)]

Source: Sclafani, S. (1987). AASA guideline of school
administrators: Do they represent the important job
behaviors of superintendents? Unpublished doctoral
dissertation. The University of Texas at Austin.

Based on the review of the literature to this point
on a superintendent's decision-making in school
faci]ities planning, the following skills identified by
Sclafani and Collier as important for effective
superintending are pertinent to the subject of this
study:

1. Demonstrates a broad array of leadership skills.

2. Employs sound financial planning and cash flow

management. \

3. Emplioys effective school/community relations,

coalition building, and relatad activities.

4. Utilizes motivation technriques.
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5.

Guides facility planning, maintenance, and

operations.

In her study, Collier (1987) also asked Texas

superintendents what they perceived to be their greatest

needs for professional development. The top ten needs

are found in the following (see a complete list of

needs, ranked and compared to a nat ional sample of

superintendents, in Appendix E):

1.

Employs principles of sound curriculum design
and instructional delivery strategies.

Develops valid and reliable performance measures
for instructional outcomes.

Employs effective school/community public
relations, coalition building, and related
activities.

Utilizes collaborative goal setting and action
planning.

Uses accepted theories of cognitive development
in determining the sequencing and structuring of
curricula.

Employs evaluation and planning models and

methods.

12
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7. Provides for effective evaluation of

administrator and supervisor performances.

8. Demonstrates conflict mediation and the skills

to accept and cope with inherent controversies.

9. Demonstrates a broad array of leadership skills.

10. Employs sownd financial planning and cash flow
management {(p. 169).

Related to skills identified by Sclafani and Collier
are transformational ieadership behaviors which when
incorporated with key skills in management and
leadership serve to boister the superintendent’s
decision effectiveness in school facility planning. The
following discussion of transformational leadership will
illustrate the importance of this type of leadership in
a superintendent's decision making roles and processes

with respect to school facility planning.
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Transformational Leadership

The effective leader, according to Vroom, may be
more or less participative in his approach to decis ion
making depending upon the demands of the situation
(Vroom, 1976). Interestingly, all problem attributes as
given on the Decision Process Flowchart in Figure 5
allow for consultative or group decision processes, if
time is not a factor.

Baker (1980) found that leaders may be dgmocratic
and authoritative in their relationships with followers
and still accomplish organizational objectives. This
was accomplished through increased involvement of
foilowers in the decision process. Baker (1980) states:

It is difficult to envision any organization, short

of correctional institutions, that are not more

participative than autocratic in the decision
process...In the field of education the very naturé
of its organization and norms dictates that groups
and group decision making must dominate most

internal decisions (Baker, 1980, P. 4).

Baker, Roueche, and Gillet-Karam (1990) in Teaching

as Leading profiled effective community college teachers

T4
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and their influence on students. Using path-goal theory
(House and Mitchell, 1974) to describe teacher as leader
behaviors and their cumulative effect on the motivation
of students, Baker et al. (1990) found “that both the
work of leaders (teachers) and their style of leading
vary with the situation (students’ maturity)” (p. 59).
However, what is equally as important is that the leader
is part of an organization which must adapt to a
changing environmené in order to survive. In
developing, shaping, and tfansmitting organizational
culture, leaders fulfill a moral obligation to
followers. This imparting of culture goes beyond simple
transactions, the ordinary give and take of ﬁhe everyday
business of processing information, balance sheets,
production records--to transformation—-envisioning
higher goals to be realized by leader and follower
together (Baker et al., 1990).

Although controversy has existed over the last two
decades as to whether situational paradigms (e.g.,
Vroom-Yetton Normative Model and others) explains
leadership more effectively than universal theories
(e.g., transformational models), Yukl (1989) believes

the debate may be settled "if theorists recognize that
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leadership behavior can pg described at different levels
of abstraction” (p. 274). Yukl (1989 ) states:

Rather than being incompatible, poth theories are

correct when they are stated in terms of appropriate

pehavior constructs. The appropriate universal
hypothesis is that effective leaders act in ways
reflecting a concern for both task and relationships
in each specific situation. The appropriate
situational hypothesis is that aspects of the
situation determine which specific leader behaviors
are more 1ikely to result in achievement of task
objectives and maintenance of effective

relationships (P. 274).

That effective leaders act in ways reflecting a
concern for both task and relationships with people was
addressed in a study by Blake and Mouton (1964). These
researchers described five managerial styles that varied
according to a) how much concern was given to production
and b) how much concern was given to people. In the 9,9
style of management, production and people are
integrated, giving those responsible for production
involvement and participatioﬁ in work planning and

execution. Because individual goals are in line with
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organizational goals and people are committed through
interdependent effort,.the entire organization improves
in performance (p.130).

By involving followers and others in decision
making, the superintendent improves the gquality of
deciéions, increases the 1ikelihood 6f their acceptance,
develops and may even trans%orm subordinates. Through
using improved decisioq making processes, a school
district’'s chief executive may demonstrate
characteristics of transformational leadership.

various studies confirm James MacGregor Burns's
contribution to the deve]opment of transformational
leadership theory (Baker et al., 1990), (Roueche et al.,
1989), (Yukl, 1989), (Bass, 1985), (Tichy and Devanna,
1990), (Kotter, 1988), (Hitt, 1988), (Britton and
Stallings, 1986), (Orr, 1990), (Pena, 1990), and
(Kosuth, 1990). Burns (1978) defines transformational
leadership by contrasting it with the transactional
relationship most leaders have with followers.
Transactional leaders “"exchange jobs for votes or
subsidies for campaign contributions”™ (p. 4).
Transformational leadership is more complex but more

potent. The transformational leader recognizes needs in
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followers and explioits those needs i1ike the
transactional leader, but he also "engages the full
person of the follower” seeking “to satisfy higher
needs” (p. 4). The relationship between
transformational leader and follower that deveiops is
mutually stimuiating and elevating and eventually
"converts followers into leaders and may convert leaders
into moral agents” (p. 4). “Moral leadership,” says
Burns (1978), “emerges from, and always returns to, the
fundamental wants and needs, aspirations, and values of
the followers” (p. 4). Burns's moral leadership is akin
to what Drucker (1867) termed as “self-development” of
the corporate executive:
Self-development of the effective executive is
central to the development of the organization,
whether it be business, a government agency, a
research laboratory, a hospital, or a gpvernment
agency...As executives work toward becoming
effective, they raise the performance of the whole
organization. They raise the sights of people--
their own as well as others. As a result, the
organization not only becomes capable of doing

better, it becomes capable of doing different
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things and of aspiring to different goals.
Developing executive effectiveness challenges
directions, goals, and purposes of the organization.
It raises the eyes of its people from preoccupation
with problems to a vision of opportunity, from
concern with weakness to exploitation of strengths.
This, in turn, wherever it happens, makes an
organization attractive to people of high ability
and higher dedicatién. Organizations are not more
effective because they have better people. They
have better people because they motivate to self-
development through their standards, through their
habits, through their climate (p. 170).
Expanding on this theme, Burns (1978) states:
The genius of leadership lies in the manner in
which leaders see and act on their own and their
followers’' values and motivations. Leadership,
unlike naked power-wielding, is thus inseparable
from followers’ needs and'goals (p. 19).
In discussing the relationship of Maslow’s concept
of self-actualization and the potential to lead, Burns
(1978) finds that transformational leaders go beyond

self-actualization in their capacity to learn from
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others and from the environment, .It is a kind of
interdependence that moves on the ability of the leader
to listen, to be guided by others without being
threatened, to be dependent on others without being
overly so, to appraise others with both warmth and
discernment, to have enough independence to be creative
without repudiating the external influences that
stimulate growth and significance. “Self-actualization
ultimately means the ability to lead by being led” (p.
117). A superintendent involving followers in the
decision making process in planning for educational
facilities has the opportunity to transform followers
through going beyond his/her own self-actualization--to
lead by being ied.

Using decision styles as a reference point, Bass
(1985) delineates differences between transactional and
transformational leaders. In varying degrees, either
may be directive, negotiative or persuasive,
consultative, participative, or delegative. For
example, the transactional leader gives certain payoffs
to subordinates for following directions while the
transtormational leader may identify transcendental or

extraordinary goals to which he may help followers
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aspire to achieve: example--a superintendent and staff
working together in having a school or 'school district
being recognized as not only the #1 school in the region
but #1 in the state for academic performance. The
transactional leader may barter with subordinates for
services rendered: the transformational leader, on the
other hand, may render compelling symbols and
conceptions about what a revitalized organization would
took like. The t;ansactional leader may confer with a
subordinate on what he/she wants to collect in return
for following orders while the transformational leader
may consu]; with followers concerning their knowledge of
the significance of the organization's paramount
objectives.

For Bernard Bass (1985) a model “is a simplified
replica of reality” (p. 13). His mode] of
transformational Teadership adds to or modifies Burns'
(1978) transformational leadership model in several
fundamental ways: 1) an expansion of followers' needs
and wants (beyond the political realm); 2) influences
by 1eaderé on followers may be of short or long term
benefit or cost to followers (transformational

leadership may not be beneficial leadership,

81

96



necessarily); and 3) over a period of time leaders may
act both transactiona11y or transformationally in
varying amounts as opposed to being either transactional
or transformationa]——this, at the end of a single
continuum of transactional leadership. Fundamental to
the model is how a transformational leader encourages
additional effort on the part of followers. This 1S
accomplished through expanding a follower'’s assortment
of needs; transcending one’s sé1f—interest for the sake
of the organization or school; and changing or
enlarging a follower's needs on Masliow’s or Aldefer’s
hierarchy of needs (Aldefer simplified Maslow's five
level ranking of needs into three). According to Bass
(1985), they are:
1) existence needs (safety and security): 2) need
for relatedness (love and affiliation), and 3) need
for growth (esteem and sa1f-actualization) (p. 15).
Using his model of transformationa1 leadership, Bass
assembled a scale for discriminating between
transactional and transformational leaders based on
followers perceptions of them. A factor analysis of ﬁhe
73 item questionnaire yielded three factors descriptive

of transformationa1 leadership and two which described
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transactional leadership. Factors which described
transformational leadership were: 1) charismatic
leadership; 2) individualized consideration; and 3)
intellectual stimulation. Transactional leadership
factors were: 1) contingent reward; and 2) management-
by-exception (Orr, 1990). Charismatic leaders have high
expectations and confidence in their followers raising
followers' self-confidence and levels of accomplishment.
Individualized consfderation is the attention afforded a
follower by a mento./leader. One-on-one communication,
concern for individual differences by the leader, and
delegation of responsibility by leader to follower
~haracterize this component. When a leader causes a
follower to use values, beliefs, thought, and
imagination in new patterns to solve problems, then the
third ingredient of transformational leadership,

intel lectual stimulation, has activated. Contingent
reward, an element of transactional leadership, 1s
praise, recognition, recommendations for pay increases,
and promotions that accrue to employees when they
demonstrate effort leading to accomplishment of
organizational goals. Through frequent communication

about job related matters, transactional leaders clarify
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subordinates’ expectations about what they can expect in
return for their efforts. Management-by—exception
occurs when leaders’ only meaningful association with
subordinates occurs when something goes wrong.
Reprimand, censure, and blame are passed on to
subordinates who may experience penalties, fines, loss
of a job, loss of security, freedom, or even loss of
1ife (orr, 1990).

In describing transformational self-renewing
processes of organizations, Tichy and Devanna (1990)
found decision making to be creative and jntuitive with
less emphasis on analytical techniques. “...there 1s
expansion in sharing. Interpersonal relationships are
open and there are nigh levels of trust” (p. 267).
Organizations that survive over +he long term are
democratic; decentralization of power enables
organizations toO pe productive for the next decade.
Transformational leaders are powerful, yet they are not
dictators. They are sensitive, have faith in people,
and work toward the empowerment of others (Tichy and
Devanna, 1990).

The empowering aspects of transformational

leadership may be seen in terms of building and
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developing self-esteem of followers. Bennis and Nanus
(1985) found that (transformational) leaders:

.. .lead by pulling rather than by pushing; by

inspiring rather than ordering; by creating

achievable, though challenging, expectations and
rewarding progress toward them rather than by
manipulating; by enabling people to use their own
initiative and experience rather than by denying or

constraining their’experiences and actions (p. 225).
In shared decision-making, the superintendent empowers
followers to use initiative and experience in making
decisions thereby promoting collegial trust and growth
of the school organization.

Effective school leaders in collaboration with
followers build action plans that utilize energies of
prcfessionals to help institutions evolve. As mentioned
above, Baker et al. (1990) found that proactive leaders
follow a situational model of leadership, at times task-
oriented--concerned with structured problem solving,
while at other times people—oriented—-concerned with
building organizational commitment through collaboration
emphasizing morale and consideration of others. For

instance, 2 teacher may find that students are basically
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immature and will, therefore, be directive in his/her
approach to teaching and make all decisions for the
class. Examples of directive teacher behavior are:
y>>spells out precisely the student's role 1in the
teaching and learning process;
ssy>tells the learner what to do, where to do it, when
to do it, how to do it, and how performance will
be evaluated; .
y>>closely supervises the learner's performance
| through constant observation and feedback; and
»>>provides early and continuous planning and
organizing of the curricuium and expectations for
students (p. 248).
on the other hand, if a teacher finds that students are
ready to accept greater responsibility, he/she may be
supportive and engage in two-way communication with
students. Additionally, the teacher may:
sy>1isten to student’'s learning problems and needs,
and provide support, encouragement, and specific
instruction on task;
>>>engage in constant interaction with the students
that is téacher—oriented and teacher-directed;

involve the students in the decision-making
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process to the extent to which this process
relates to student performance;

s5>listen to students’ problems, whether they are

curriculum-related or not;

yyypraise the student for adequate or superior

performance; and

yy>seek the students'’ suggestions or inputs primarily

around how to accomplish learning goals (p.249).

In an earlier séudy of community college leaders,
Roueche et al. (1989) determined that successful leaders
depended on others. Followers’ input 1is needed in
decisions affecting the institution, no matter what
Jjevel in the hierarchy followers occupied.
Transformational leaders empower followers to
participate in decision processes as well as accept
responsibility for their role or part in these
processes.

As pointed out earlier, Bass (1985).found that
transformational and transactional leaders may use all
decisional styles but in varying ways. Analogous to the
Vroom-Yetton Model, they may be directive or
authoritative, consultative, or participative. They may

also be, according to Bass, negotiative or persuasive
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and delegative 1in decisioning procedures.

In a qualitative study investigating
transformational leadership behaviors of 51 Texas public
school superintendents, BQck (1989 ) found that an
important strand of transformational leadership was
involving others 1in goal setting and decision-making.
superintendents reported that they used participative
decision—ﬁaking in working with parents, staff members,
students, and community members. Respondents who
recounted successful collaborative decision experiences
expressed the desire to continue to use this decision
process because it provided a good product and an
opportunity for people to work together as a team. In a
study of groups at work, Mink, Mink, and Owen (1987)
found that teamwork fulfilled people’'s needs to belong,
to feel and be connected. Teamwork built trust among
members and allowed them to put their energies into
+asks to be accomplished instead of protecting
themselves.

In her study. Buck (1989) identified and ranked
transformational behaviors for all respondents. The top
ten behaviors in order of importance are as fo119ws:

1. 1involves others in goal setting and decision-
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making.

2. Influences others to accept district goals.

3. Provides up-to-date and accurate information for
new learning.

4. Uses research in decision-making and planning.

5. Sets goals based on need for change.

6. Sensitive to community/parent/board input.

7. Articulates a sense of mission.

8. Causes others/to work together to solve
problems.

9. Takes appropriate risks to bring about change

10. Advocates gquality education (p. 156).
Theory 2

“Participative leadership implies that the leader
permits or encourages group members to participate
actively ih discussion, problem solving, and decision-_
making” (Stogdill, 1974, p. 386). A school system, as a
professional bureaucracy, tends to decentralize formal
authority, allowing more participation in decision-

making giving professionals more control over their own

work (Mintzberg, 1979 & 1983).
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An example of corporate participative decision-
making may identify factors that could successfully
transfer to a school environment contributing to a
superintendent’s expertise in decision-making for school
facilities.

In Theery Z, William Ouchi (1981) detailed his
examination of leadership/management methods of several
Japanese corporations. He was jnterested in finding
among other things how Japanese companies were able to
efficiently produce prodigious quantities of high-
gquality products at re]ativg1y low cost. In part, he
found that production of high quality materials did not
come from more testing as in the case of the Japanese
worker's American counterparts, but in management’s
involvement of workers to continually refine the design
and manufacturing process. In involving workers, the
objective was “to achieve commitment of employees to the
development of a2 less selfish, more cooperative approach
to work” {(p. 98).

Ouchi (1981) coined the term Theory Z to describe an
approach to management that suggests "involved workers
are the key to incfeased productivity” (p.4). In Type Z

organizations, such as thcse Ouchi investigated in
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Japan, the decision-making process is typically a
consensual, participative one. The participative
process, says Ouchi, “"is one of the mechanisms that
provides for the broad dissemination of information and
of values within the organization, and it serves the
symbolic role of signaling in an unmistakable way the
cooperative intent of the firm" ( p. 78). Decisions by
workers are made collectively, but each member of the
group is hetld individually responsible for the success
or failure of the decision, even if it’'s one he/she
didn’t prefer. Ouchi found that:
This combination of collective decision making with
individual responsibility demands an atmosphere of
trust. Only under a strong assumption that all hold
basically compatible goals and that no one is
engaged in selif-serving behavior will individuals
accept personal responsibility for a group decision
and make enthusiastic attempts to get the job done

(p. 79).
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CRITICAL INCIDENT TECHNIQUE

The Critical Incident Techniaue (CcIT), develooped by
Fianagan (1954), provides the researcher with an
affective method for pilot study deve 1opment of
scenarios which will be used to analyze decision making
processes of school superintendents. CIT will serve tne
purpose of collecting examp les’ of successful and
unsuccessful behaviors referred to as critical
incidents. This zechniqgue is defined by Flanagan (1954)
as:

a set of procedures for collecting direct

observations of human behavior in such a way as to

facilitate their potential usefulness in solving
practical problems and developing broad

psychological principles (p. 327).

Flanagan (1954) explains incident as “an observable
human activity that 1s sufficiently complete in itself
to permit iﬁferences and predictions to pe made about
the person performing the act” (p.327). For it to be
critical, the incident "must occur in a situation where
the purpose or intent of the act seemsS fairly clear to

the observer and where its conseguences are sufficiently
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definite td leave little doubt concerning its effects”
(p. 327). Key elements of CIT are: 1) analysis of Jjob-
related behavior; 2) analysis of the environment in
which the activity occurred; 3) analysis and

explication of the outcomes or results (Pena, 1990).
BEHAVIORAL EVENT INTERVIEW TECHNIQUE

AN anmentation of the Critical Incident Techniqgue,
the B8ehavioral Event Interview Technique (BEIT) was
developed by McCJelland (1978). Originally drafted as
an interview technique to help identify problems in the
Navy's management training program, BEIT, says Spencer
(in Pena, 1990), asked interviewees to identify
successful job experiences and frustrating job
experiences. Interviewees were asked to describe these
_ experiences in detail focussing on what led to the
experience; who was involved:; what the interviewee
'fe1t, thought, and intended to do under the
circumstances; what actually happened; and how
resolution of the incident was accemplished.

BEIT helps to identify competencies that lead to

effective job performance. McClelland (in Pena, 1990)
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states that it also allows for the factoring out of
behavioral competencies from narrative data that would
provide an outline of abijities necessary to perform a

task competently.
CHAPTER SUMMARY

Chapter two provides context for this study by
reviewing applicable 1iterature. This review presents
the public school superintendent as CEO in historical
perspective followed by 2 discussion of the managerial
role of the superintendent. Management theory as it
relates to the daily respcnsibilities of managers or
chief executive officers 1is considered. Next, the role
of the superintendent with respect to educational
facility planning 1is discussed. Following facility
planning, this chapter addresses the Vroom—-Yetton
Normative Model as a theoretical framework for analyzing
the superintendent’s decision processes, and this
section examines elements of transformational
leadership, a kind interdependence between leader anc
follower, that 1is exemplified by the ability of the

leader to listen and to be guided by other without being
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threatened. Theorvy Z is examined as it relates to
sk111s 1n successful superintending. specifically. to
decision-making processes. Finally, this segment of the
study reviews the Critical Incident Technique and
Behavioral Event Interview Technique. Chapter three

will describe the design and methodology used in this

study.
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CHAPTER THREE

RESEARCH DESIGN AND METHODOLOGY

INTRODUCTION

A Texas public school superintendent's decision
making roles and processes in educational facility
planning is the focus of this study. Results of this
investigation have the pdtential of improving a critical
facet of the chief executive officer’s cadre of
leadership skills in transforming today's public schools
to those required to meet the educational goals and
necessities of the twenty-first century.

Chapter two presents relevant literature that
appertains to this study concerning: 1) the setting and
role of the superintendent as chief executive officer;
2) the superintendent as planner for educational
facilities emphasizing the significance of informed
decision making as a part of the process; 3) the Vroom-
vYetton Normative Model for decision making as a
framework for studying and improving a superintendent’s

decision making processes; 4) transformational
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leadership theory as it involves optimal decisioning
processes and related leadership variables critical to
success of a school’'s chief executi&e; and 5) the
Critical Incident Technique (CIT) and the Behavioral
Event Interview:Tgphniqugﬂ(QEIT)-as research tools
useful in inspecting behavioral competencies. _

This chapter out}jnesrthe research_desigh and
methodology which gujdes this study. A rét{onale'?ér
methodology used is p;esgnted and research queétiohs are
stated. This chapter, as well, addresses a pilot study
conducted for the purpose of constructing a séenario as
a part cof the instruﬁentation for data collection.

Additionally, the sample of subjects under investigation

and approaches to statistical analysis of data will be
{
presented.

RATIONALE FOR METHODOLOGY

The development of instrumentation for this
investigation began with a pilot study. Chadwick, Bahr,
& Albrecht (1984) find that pilot studies may reveal’
problems of design, ambiguous instructions or other

deficiencies and allow for timely corrections or
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adjustments. The pilot examination entailed
administration of a critical incident interview to a
group of prominent Texas superintendents and facilities’
consultants identified through'the auspices of several
of the following: the Department of Educational
Administration of the University of Texas at Austin, the
Texas Association of school Boards, .the Texas
Association of School Administr;;ors. and the Texas
Education Agency. These superintendents and
consultants, as participants of the pilot study.,
responded verbally tc an interviewer asking them tO
describe a successful. incident in which fhey were
involved in making decisions concerning educational
Facility planning. At this point, credit must also be
given to Dr. John Ho1éomb (1988) of Tarleton State
University whose publication "A Guide to the Planning of
Educational Facilities” was fundamental to early
scenario development.

Upon completion of the critical incident interview,
this researcher constructed a composite of experiences
related in the interviews by the designated, experienced
_professionals. In identifying those competencies that

resulted in a successful experiences, the Behavioral

.98

- 113




Event Interview_Technique process was employed. The
researcher then returned the scenario to the cadre of
superintendents and consultants. for .their input as to
the authenticity of the scenario.  The researcher
modified, if needed, the scenario based on participant
input until consensus was reached among members of the
pilot group as to the scenario’s utility -and legitimacy.
At the point of consensus, the researcher prepared to
administer the scenario tc the participants in the
study. It was the researcher’s purpose to con§truct a
scenario as accurateiy as possibie, hence, the
utilization of a pilot study to develop and certify a
precise instrument. A copy of the scenario used in this
study may be found in Appendix A.

The use of scenarios in research design is
advantageous for several reasons. Pashiardis (1990) and
Fredrickson (1984) report ﬁhat written decision
scenarios in combination with other methods yielded
guantitatively viable information. As a scientificaiiy
feasible technique, scenarios provide respondents with a
standardized frame of reference negating the effects of
subjective interpretations, that sometimes confound the

results of qQuestionnaires used in isolation.
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Fredrickson (1984) explains:

...the scenario appears to be-ﬁélpful by creating in

respondents a more restricped, common field of

vision, which, though desirable, is not likely to

occur when questions are presented independently (p.

459). o

If a scenario is constructed éarefu11y. it shou]d
generate interest and involvement on the part of
participants, and, as a result of this interest and the
fact that it is a research method that relies on
participant response, it shouid then be more successful
(Fromkin and Streufert, 1976).

The other type of instrument the researcher used 1in
collecting data was a questionnaire. As a type of
survey, a questionnaire has several distinct advantages
over other forms of data collection. Chadwick et al.
(1984) found that ﬁﬁestionnaires: 1) are economical; 2)
aliow respondents timé to consult with others, review
records, contemplate answers to questions; 3) provide a
useful way to obtain information about sensitive topics;
and 4) are iess biased toward socially desirable
responses. Pena (1990) and Chadwick et al. (1984) note

that, in general, survey research methods allow data
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collection from large numbers of subjects in relatively
short periods of time as well as the uncomplicated
participation of respohdents. - -

. Three -issues of validity must be addressed in
research sfudies: construct.linterna1.-and external
validity. Kidder and Judd (1986) define these as
fo110ws:-. S

1) construct va1idity-—£he extent to which -

constructs o% theoretical interest are
successfully operationalized in the research;

2) internatl validity--the extent to which the

research design permits us to reach causal
conclusions about the effect of the independent
variable on the dependent variable; and

3} external validity--the extent we can generaljze

from the research sample and setting to the
populations anc settings specified in the
research (guestions) (p. 28).

Construct validity of the scenario and questionnaire . ...
was deemed to be significant based on the use of items
(in the questionnaire)‘from the use of a pilot study
employing experts in the field who systematically

provided feedback in a concerted effort to develop a
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precise and pragmatic instrument. Internal and external
validity will be addressed as appropriate in following
sections of this dissertafion. Survey research attempts
to confirm the incidence and distribution of
characteristics or the re1etidnshib among those
characteristics in a population (Kidder and Judd, 1986).
A common design 1in survey'research that attempts to
explain or interpret reietionships is the static—group
comparison strategy:

static-Group Comparison Design

This design portrays two or more comparison groups
defined by their value on X (Kidder and Judd, 1986) and
(Pena, 1990). Using this design, one is able to compare
and measure the relationship between two groups. For
example, X could depict Vroom;Yetton (1973) decision
making processes of super intendents and O could depict
pusiness managers perceptions of these processes.
vroom-Yetton (1973) decision processes (1noependent
variables) are those factors that °xp1a1n or predict

pusiness managers perceptions of processes (dependent




variabie).

RESEARCH DESIGN AND QUESTIONS

As mainly a descriptive study, this work seeks to 1)
discern decision making processes of Texas school
superintendents and 2) how these ccmpare to that of
followars’ decision makihg\or0cesses. Rather than
engaging in hypothqsis testing, the researcher will
explore patterns of identifiable behaviors that may
generate hypotheses to be cested subsequently in other
research. The research guestions are guided by the

Vroom-Yetton (1973) Mormative ModeL

This study is to be guided by the following.research

questions:

1. When superintendents make decisions concerning
planning of school facilities, to what exfent do these

decisions follow the Vroom-vetton (1973) Mode 12
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2. To what extent do business managers verify
decisional characteristics employed by their

superintendents in ecucational facility planning?

Each research guestion is linked ﬁo further
understanding the superintendents’' role in leadershir of
Texas public schocls. As stated in chapter one, 1t is
appropriate to focus on decision Qaking roles and
processes of superintendents 1in educatfcnal faciiity
planning to enhance quaiity of decisions made in this
pivofal area oT a.s:hcol CEO's respensibility leading to

improvement in nis/her overall leadership effectiveness.
SAMPLE IDENTIFICATION AND SELECTION

The population of interest to this study was the
super intendents and business managers of public school
districts in Texas. The issue of size was a matter of
significance in further delimiting the population from
which a sample was drawn. Methodological constraints
imposed by measures used for significant variables 1in

this study and resultant effects on representativeness
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of the sample require further definition of the
population to be 1nvestigated.

- As school district business managers were to be a
part of this‘study alongside superintendents, the
researcher had to be sure this group was represented in
the pobuiaf{on from - which the sample was drawn. Orr
(1990).-1n aAstudy of sd;ériﬁtendents’ Job perfofmanées,
found that districts h;ving less than 2500 students.A |
kindergarten through twelfth grade, were likely to have
a limited number of central office personnel.

Therefore, a sample was drawn from those districts in
the state that had over 2500 students in average daily
membership.

In the -tate of Texas, there are 1068 schoo!
districts, 7 of which are common and the baltance (1061),
independent (Texas Education Agency, 1989). Utilizing )
resources available through the Texas Association of |
School Boards Membership Services Division in Austin,
Texas, a sample of superintendents (and business
managers) was randomiy selected from a list of
superintendents of schools which had over 2500 in

student membership. To increase the likelihood of

obtaining significant results after appiication of
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statistical analysis, a sample of 230 superintendents

and 230 business managers was selected.
DATA COLLECTION

. As mentioned earlier, in determining
superintendents’ decision making'processes and their
followers percebtiohs of these proceSséé. a scenario
with a questiohnaire.attached &as sent to each
superintendent and business manager that worked under
the superintendent. Th~ scenério, relating tc planning
for educational facilities, were attached to a cover
letter expiaining the study,Aoffering feedback on
results, if requested{ and thanking the respondents tTor
their cooperation. The package, including a half-page
seeking demograbhic information and self-addressed
return envelopes, Was mailed td each superintendent.
Foliow-up letters were planned and prepared in case they

.Qere needed to ensure a high rate of return of scenarios

and guestionnaires.
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STATISTICAL ANALYSIS

Analyses of the data were carried out using SYSTAT:
Getting Started, Version 5.2 Edition, a compﬁterized

statistical analysis program (SYSTAT, 1992).

Descriptive statistjcs (e.g., frequencies, ﬁeans,5
standard deviations,*Pearson broduct moment correlation
coefficients) were calculated ?ofia11 values of data
obtained from scenariés and Questionnaires. Testing for
significance of behaviors obtained from the above
instruments was calculated using t distributions

(Roscoe, 1975). T-tests compared superintendents’

decision processes with followers’ perceptions of them.
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CHAPTER F OUR
DATA ANALYSIS

INTRODUCTION

In the summer of 1994, this researcher was assisted
by the Membership Services pivision -of the Texas
Association of School Boards (TASB) in identifying those
Texas public.schoo1 districts which had an Average Daily
Attendance (ADA) of 2,500 or more. As mentjoned
previously in this study, these districts were likely to
have a business manager on staff. Two hundred thirty
(230) public school districts across the State were
identified by TASB as having a sufficient ADA for
purposes of this study.

A sample of 230 Texas public school superintendents
'and 230 Texas public school business managers were sent
questionnaires (see Appendix A) which addressed
super intendents’ decision making roles and processes.
Questionnaires with cover letters were mailed on August
15, 19%4. Questionnaires and follow-up letters (see

Appendix'a) were mailed on September 21, 1994, and
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October 5, 1994.

Questionnaires were returned by 98 superintendents
and 103 business managers. Two supefintendent'é and 7
business manager’s questionnaires were }eturned unusable
and weré not tabulated. Ninety—-six gquestionnaires from
superintendents ;ndiss duestﬁonaafres>from business
managers were analyzed for this study.

I

Background of Participants

A descriptive profile of superintendents and
business managers who rasponded to the questionnaire
begins with information about the size of the
respondents’ school district. Of the superintendents
who responded the number of schools in a district ranged
from a minimum of 3 to a maximué of 54 while business
managers reported 1 to 56 schools. Table 4.1 provides
information relevant to school district size.

With respect to the number of e]ementéry schools in
a district superintendents reported having a minimum of
2 to maximur: of 40. Business hanagéré respéﬁded with

numbers ranging from 5 to 4i1. More detail on numbers of

elementary schools is provided in Table 4.2.
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TABLE 4.1 -
RESPONDENTS' SCHOOL DISTRICT SIZE

Superintendents Business Managers
(N = 96) : (N = 96)
Number Number ST -
of Schools Reporting Percent Reporting Percent
3 - - 1 1.04
4 4 4.17 5 5.21
5 8 8.33 13 13.54
6 12 12.50 11 11.46
7 12 12.50 10 10.42
8 10 10.42 11 11.46
9 9 9.38 3 3.12
10 3 3.12 6 6.25
11 4 4.17 3 3.12
12 3 3.12 3 3.12
13 2 2.08 - -
14 3 3.12 4 4.17
16 - - 1 1.04
17 2 2.08 5 5.21
19 2 2.08 1 1.04
20 1 1.04 1 1.04
21 1 1.04 - -
22 1 1.04 1 1.04
25 3 3.12 2 2.08
26 1 1.04 - -
27 2 2.08 2 2.08
28 2 2.08 1 1.04
29 2 2.08 1 1.04
30 2 2.08 1 1.04
33 - - 2 2.08
34 1 1.04 2 2.08
35 1 1.04 - -
36 - - 1 1.04
40 1 1.04 - -
4z - - 1 1.04
43 1 1.04 - -
45S 2 2.08 - -
47 - - 1 1.04
50 - - 1 1.04
54 1 1.04 - -
_ 55 - - 1 1.04
\ 56 - 1 1.04
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TABLE 4.2
NUMBER OF ELEMENTARY SCHOOLS

Superintendents Business Managers
(N = 96) (N = 96)
Number of . .
Elementary Number Number
Schools Reporting .Percent Reporting Percent
2 4 4.17 5 5.21
3 9 9.38 17 17.71
4 13 13.54 11 11.46
5 4 14.58 9 9.38
6 16 16.67 15 15.62
7 6 6.25 6 6.25
8 3 3.12 1 1.04
9 1 1.04 2 2.08
10 4 4.17 4 4.17
i1 1 1.04 4 4.17
12 1 1.04 - -
13 2 2.08 1 1.04
15 2 2.08 2 2.08
16 2 2.08 1 1.04
17 2 2.08 2 2.08
18 1 1.04 - -
19 2 2.08 2 2.08
20 4 . 4.17 1 1.04
21 1 1.04 1 1.04
22 1 1.04 2 2.08
23 1 1.04 1 1.04
25 1 1.04 1 1.04
26 - - 2 2.08
217 1 1.04 - -
28 1 1.04 1 1.04
30 1 1.04 - -
31 1 1.04 - -
35 - - 1 1.04
37 - - 1 1.04
39 - = 1 1.04
40 1 1.04 - -
41 - - 1 1.04




There was less variation in the number of middle and
high schools reported byqu;h groups. For
superintendénts, the number of middle schools ranged
from 1 to 10 whiié for business managers, the reported
range was 1 to 12 middle schools. Superintendents
indicated they‘were'responsib]étfor‘1 ﬁo 6 high schobls,
and business managers reported an identica]
distribution. Tables 4.3 and 4.4 provide additional
detail on numbers of middle and.high schools.

Superintendents and business managers supplied
numbers of central office administrators (C.0.A.'s) in
the survey. Eleven superintendents reported having 4
C.0.A.'s while 16 said their district had S. Businessb
managers reported similar numbers: 11 reported having 4
C.0.A.'s; 11 said 5 C.0.A.'s were present; and 11
indicated there were 7 C.0.A.'s 1in their district. Table
4.5 renders more detail on numbers of centrai office

administrators that respondents reported in this study.
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TABLE 4.3
NUMBER OF MIDDLE .SCHOOLS

Business Managers

Superintendents
(N = 986) (N = 96)
Number Number

Reporting Percent Reporting

42 43.75 45

24 25.00 14

6 6.25 14

3 9.38 6

1 1.04 -

5 5.21 6

4 4.17 3

1 1.04 3

2 2.08 3

2 2.08 1

- - 1

TABLE 4.4

NUMBER OF HIGH SCHOOLS

Superintendents

(N = 86) (N = 96)
Number Number 4

Reporting Percent Reporting

64 66.67 66

16 16.67 20

6 6.25 2

5 5.21 6

4 4.17 1

1 - 1.04 1
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Percent

46.88
14.58
14.58
6.25
6.25
3.12
3.12
3.12
1.04
1.04

Business Managers

Percent

68.75
20.83
-'z.08
6.25
1.04
1.04



TABLE 4.5
NUMBER OF CENTRAL OFFICE ADMINISTRATORS

Superintendents Business Managers
(N = 96) . (N = 96)
Number of Number : Number
C.0.A. 7~ Reporting Percent  Reporting Percent
0 7 7.29 : 7 7.29
1 1 1.04 - -
2 i 1.04 1 1.04
3 3 3.12 6 6.25
4 11 11.46 11 11.46
5 16 16 .67 11 11.46
6 ) 6.25 5 5.21
7 9 9.38 11 11.46
8 4 4 .17 6 6.25
9 5 5.21 3 3.12
10 6 6.25 3 3.12
11 1 1.04 2 2.08
12 4 4.17 2 2.08
13 1 1.04 - 1 1.04
14 1. 1.04 1 1.04
15 2 2.08 1 1.04
16 1 1.04 3 3.12
17 - - 2 2.08
18 - - 1 1.04
20 3 3.12 2 2.08
25 2 2.08 1 1.04
30 1 1.04 4 - 4.17
32 1 1.04 - -
35 1 1.04 - -
39 - - 1 1.04
40 1 1.04 - -
41 1 1.04 - -
42 - - 1 1.04
C.0.A. -- Central Office Administrators
\
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TABLE 4.5 (cont'd.)
NUMBER OF CENTRAL OFFICE ADMINISTRATORS

Superintendents Business Managers
(N = 96) (N = 96)
Number of Number B Number - -
C.0.A. Reporting Percent Reporting Percent
44 - - 1 1.04
45 ’ - - 1 1.04
46 1 1.04 - -
47 - - 1 . 1.04
50 1 1.04 3 3.12
52 1 1.04 - .-
62 1 1.04 - -
70 1 1.04 - -
75 - - 1 1.04
100 - - 2 2.08
110 1 1.04 1 1.04
123 1 1.04 - -
C.0.A. -- Central Office Administrators

Table 4.6 yields mean, variance, and standard
deviation data on respondents’ school districts’ size.
Superfntendents and business managers reported s]ight]x
more than 13 schools in their respective districts. As
groups, they were Fartherlapart on numbers of central
office administrators (C.0.A.'s) with superintendents
reporting a mean of 13.59 C.0.A.'s and business

managers——15.17 C.0.A.’s present in their district.



TABLE 4.6 ,
RESPONDENTS' SCHOOL DISTRICT SIZE

Super intendents

(N = 96)
- Mean variance Standard Deviation
T. Num. Schools 13.66 119.70 10.94 -
Elem. Schools 9.33 59.76 - 7.73
Middle Schools 2.64 5.22 2.29
High Schools 1.67 1.38 1.18
C.0.A. 13.59 407.65 20.19

Business Managers

(N
Mean
T. Num. Schools 13.51
Elem. Schools 9.25
Middle Schools 2.80
High Schools 1.53
C.0.A. 15.17

;

= 96)

variance Standard

142.13
77.82
6.43
1.01
448.08

Deviation

11
8.
2.
1

21.

.92

81
54

.01

17

superintendents and Business Managers Combined

(N = 192)

Mean variance Standard Deviation
T. Num. Schools 13.58 130.23 11.41
Elem. Schools 9.29 68.33 8.27
Middle Schools 2.72 5.81 2.41
High Schoois 1.60 1.19 1.09
C.0.A. 14.38 426.25 20.65
T. Num. Schools -- Total Number of Schools
Elem. Schools -- E£lementary Schools
C.0.A. -- Central Office Administrators
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In Table 4.7, data describing how many years since a
building program had been-experienced in a respondents’
district is given. Of 96 superintendents and business
managers who responded to the survey the great majority
indicatedlthat school facilities were currently under
construction {n their district. Fifty-seven
superintendents and 53 business ménagers said it had
been "0" years since they had erected a building meaning
they were currently involved 1in construction.

Information on the number of positior: held either
as a superintendent or as business'hanager is contained
in Téble 4.8. Most superintendents (39 out of 96
surveyed) reported holding only one superintendency
while most business managers (53 out of 96 surveyed)
said they had held only one business manager'’s position.
Thirty-one superintendents indicated they had held at

least 2 superintendencies.
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TABLE 4.7
YEARS SINCE HAVING A BUILDING PROGRAM

Superintendents Business Managers:
(N = 96) ' (N = 96)
Number of Number Number
Years Reporting Percent Reporting Percent
0 57 59 .38 53 5§5.21
1 15 15.62 14 14.58
2 6 6.25 5 5.21
3 7 7.29 3 3.12
4 3 3.12 2 2.08
5 3 3.12 3 3.12
6 5 5.21 2 2.08
7 - - 5 5.21
8 - - 4 4.17
11 - - 1 1.04
12 - - 1 1.04
13 - - i 1.04
25 - - 1 1.04
29 - - 1 1.04
Superintendents Business Managers Coembined -
(N = 96) (N = 96) (N=192)
Mean 1.09 2.34 1.72
variance 3.05 22.25 12.98
S. Deviation 1.75 4 .72 3.60
S. Deviation -- Standard Deviation
"\
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TABLE 4.8
NUMBER OF PROFESSIONAL POSITIONS HELD

Superintendents

(N = 96)
Number of
superintendent. Number o
Positions Held .. Reporting Percent
0 L2 - 2.08
1 -39 40.62
2 31 32.29
3 . 16 16.67
4 7 7 7.29
5 1 1.04
Business Managers
(N = 96)
Number of
Business Manager Number
Positions Held Reporting Percent
0 3 3.12
1 53 55. 21
2 27 28.12
3 8 8.33
4 2 2.08
5 1 1.04
6 2 2.08
Standard
- Mean variance . Deviation
N. S. P. H. 1.90 1.04 : 1.02 R ’ T
N. B. M., P, H. 1.63 1.14 1.07
S.& B. M. C. .96 1.42 1.19
N. S. P. H. -- Number of Superintendent Positions Held
N. B. M. P. H. -- Number of Business Manager Positions
Held
S. & B. M. C. -- Superintendents and Business

Managers Combined
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In Tables 4.9, 4.10, 4.11, 4.12, and 4.13, data are
given on respondents' age, years of professional
experience, educational preparation, gender, and
ethnicity respectively. Table 4.14 gives a éummary of
the above categories in terms of means, variances, and
standard deviations. The mean age for superintendents
who responded to the survey was 49.83 years while for
business managers the average age was 46.60. .
Superintendents reported slightly less experience (&.98
years) in their position than did business managers
(9.55 years). With respect to educational preparation{
42 superintendents reported having Ph.D.'s while only 4
business hanagers had achieved the same level of
educational development. No superintendents were
certified-public accountants while 19 business managers
were. Eighty-nine superintendents were male; 7 were
female. Eighty-four business managers were male; 12
were female.

Eighty-four superintendents were Anglo; 7 were
Hispanic; 1 was Afro-American, and 4 were Native
American. FEighty-ones business managers were Anglo; 10
were Hispanic; 1 was Afro-American, and 4 were Native

American.
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TABLE 4.9
RESPONDENTS' AGE

Superintendents Business Managers
(N = 96) (N = 96)
Number Number
Age Reporting Percent Reporting Percent
N/R 1 1.04 1 1.04
29 - - 2 2.08
34 - - 2 2.08
35 - - 1 1.04
36 - - 2 2.08
37 - - 4 4.17
38 1 1.04 1 1.04
39 - - 2 2.08
40 2 2.08 4 4,17
41 4 4,117 2 2.08
42 - - 7 7.29
43 ] 6.25 2 2.08
44 1 1.04 5 5.21
45 1 1.04 3 3.12
46 7 7.29 6 6.25
47 8 8.33 4 4.17
48 7 7.29 9 9. 38
49 6 6.25 6 6.25
50 5 5.21 4 4. 17
51 7 7.29 3 3.12
52 5 5.21 3 3.12
53 6 6.25 2 2.08
54 5 5.21 7 7.29%
55 5 5.21 2 2.08
56 4 4.17 3 3.12
57 ) 5.21 1 1.04
58 5 5.21 2 2.08
59 4 4.17 1 1.04
60 - - 1 1.04
61 - - 1 1.04
62 1 1.04 3 3.12
N/A -- Not Reported
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TABLE 4.10
YEARS OF PROFESSIONAL EXPERIENCE

Supermtendents Business Managers
(N = 96) (N = 96)
Number of Years Number N Number
of Experience Reporting Percent Regort1ng Percent
0 1 1.04 1 1.04
1 8 8.33 7 7.29
2 3 3.12 3 3.12
3 7 7.29 5 5.21
4 4 4.17 4 4.17
5 8 , 8.33 12 12.50
6 9 9.38 11 11.46
7 4 4.17 5 5,21
8 7 7.29 5 5.21
9 4 4.17 4 4.17
10 6 6.25 6 6.25
11 7 7.29 3 3.12
12 : 3 3.12 4 4.17
13 3 3.12 - -
14 6 6.25 2 2.08
15 3 3.12 5 5.21
16 3 3.12 : 1 1.04
17 1 1.04 3 3.12
18 2 2.08 2 2.08
19 2 2.08 2 "2.08
20 - - 2 2.08
21 1 1.04 2 2.08
22 2 2.08 1 1.04
23 1 1.04 3 3.12
25 - - 1 1.04
26 - - 1 1.04
27 - - 1 1.04
29 . 1 1.04 - -
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TABLE 4.11
RESPONDENTS' EDUCATIONAL PREPARATION

Superintendents Business Managers
(N = 96) . (N = 96)
Educational - Number Number
Preparation Reporting Percent Reporting Percent
N/R - - 4 4.17
B.A. Degree - ‘ - 14 14.58
Ed. Special. - 29 30.21 - -
M.A. Degree - 23 ' 23.96 50 52.08
CPA - - 19 19.79
Ed.D. 2 2.08 5 5.21
Ph.D. ;42 43.75 4 4.17
N/R -- Not Reported

B.A. Degree -- Bachelor of Arts Degree
Ed. Specialist -- Education Specialist
M.A. Degree -- Master of Arts Degree
CPA -- Certified Public Accountant
€d.D. -~ Doctor of Education

Ph.D. -- Doctor of Philosophy
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TABLE 4.12
RESPONDENTS ' GENDER

Super intendents Business Managers
(N = 96) (N = 96). .
Number . Number
Gender Reporting Percent Reporting percent
Female 7 7.29 12 12.50
Male - 89 - 92.71 84 87.50
TABLE 4.13
RESPONDENTS’ ETHNICITY
super intendents Business Managers
(N = 96) (N = 96)
~ Number Number ,
Ethnicity Reporting percent Repocting Percent
Anglo 84 87.50 81 84.38
Hispanic 7 7.29 10 10..42
Afro-american 1 1.04 i 1.04
Native American 4 4.17 4 4.17
B _
ESTCOPY AVAILABLE
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TABLE 4.14
BIOGRAPHICAL DATA SUMMARY

Superintendents

(N = 96)
Mean variance Standard Deviation
Age : _ 49.83 - 54.75 S 7.40
““Years of Exp. 8.98. . 35.18 5.93
Ed. Preparation 4.56 2.31 1.52
Gender 1.93 - 0.07 0.26
Ethnicity 1.22 .- 0.45 0.67
‘Business Managers
(N = 96)
Mean variance Standard Deviation
Age 46 .60 75.97 8.72
Years of Exp. 9.55 = 45.11 6.72
Ed. Preparation 2.29 22.25 4.72
Gender 1.88 0.11 0.33
..Ethnicity 1.25 0.46 0.68

Superintendents and Business Managers Combfned

(N = 192)
~2an variance Standard Deviatiof
Age +8.22 67.64 8.22 .
Years of Exp. ~ 4.50 @ 37.69 - 6.14
Ed. Preparation 3.43 3.23 1.80
Gender 1.91 0.0S 0.30
Ethnicity 1.23 0.45 0.67

Years of Exp. -—- Years of Experience
Ed. Preparation --- Educational Preparation
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Decision Frequencies, Means, variances

Standard Deviations and Correlation Coefficients

Tables 4.15 and 4.16 provide information on the
frequency of the kinds of decisions superintendents and
business managers make when they're invoived 1in
planning and building of school facilities. Means.
variances, and standard deviations calculated for
decisional data and found in Tables 4.17 and 4.18
further describe decision processes superintendents and
business manaéers use in planning for schcol facilities.
Tt is evident from the data that in the majority of
cases, information was shared with staff in a group
setting with a number of decisions reached by consensus.

Table 4.19 follows with information on the
relationship of survey correspondents to guestionnaire
1tems as determined by Pearson’s product moment
correlation coefficients. Few significant correlation
coefficients were found in the data. The most robust
.corre1ation identified from responses to the 20 item
scenario was found to be 0.282 which is statistically
significant at the .05 level using the t distribution.

Table 4.20 completes the series of tables in this
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chapter. In this table are found planning process phase

definitions which expltain abbréviations found in earlier

tables.
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TABLE 4.15
SUPTS.' AND BUS. MANS.’' DECISION STYLES FREQUENCIES

Supts.’' Responses Bus. Mans.' Responses

: (N = 96) (N = 96)
Planning
Process Decision Processes Decision Processes
Phases 0 1 23 4 5 0 1 2 3 4 5
NAP1 1 28 2 7 22 36 - 29 7 13 23 24
NAP2 2 9 9 14 26 36 - 12 3 19 28 28
NAP3 3 25 5 22 13 28 - 40 14 16 15 11
NAP4 - 4 1 5 12 74 - 5 4 6 20 61
DP5S 1 19 18 19 16 23 .- 9 10 38 18 21
DP6 - 15 6 13 22 40 f- 21 16 23 21 13
DP7 : - 8 7 19 22 40 - 11 13 23 25 24
SP8 - 10 6 7 23 50 - 14 13 8 24 37
SP9 - 1 4 5 19 57 1 8 i 15 26 39
SP10 - 3 2 9 21 61 1 10 4 9 20 52
FP11 - 18 18 23 18 19 - 22 14 32 13 15
FP12 - 9 15 28 22 22 1 8 13 39 16 19
FP13 - 2 1 10 29 48 - 7 9 13 33 34
CP14 - 39 12 17 11 17 - 33 12 27 12 12
CP15 - 29 15 24 i1 17 - 29 10 33 10 14
OP16 - 2 7 8 19 60 - 4 7 20 23 42
oP17 - 6 2 9 14 65 - S 4 13 23 50
EP18 - 8 3 13 22 50 - 7 4 32 16 37
EP19 - 11 4 21 23 37 - 10 8§ 35 17 26
ERP20 . 17 7 3 8 19 42 22 S 5 12 18 33

Planning Process Phases: See Table 4.20 on page 134.
Decision Processes: 4

0 -- No response

1 -~ Completely autocratic decision making

2 —— Obtains information from staff, then makes
decision himself/herself

3 -~ Shares problem with each staff member

individually, then makes a decision that may or,
may not reflect staff’s influence

4 -~ Shares problem with staff as a group, then
makes a decision that may or may not reflect
staff’'s influence

5 -—- Compietely consensual decision making
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TABLE 4.16 :
SUPTS.' AND BUS. MANS.' DECISION STYLES PERCENTAGES

) Supts.' Responses Bus. Mans.' Responses
(N = 96) o (N = 96)

Planning .
Process Decision Processes Decision Processes
Phases 0 1 2 3 4 5 0 1 2 3 4 5
NAP1 1 29 2 7 23 38 - 30 7 14 24 25
NAP2 - .2 9 9 15 27 38§ - 13 9 20 29 -29
NAP3 3 26 5 23 14 29 - 42 15 17 16 12
NAP4 - 4 1 5 13 717 - 5 4 6 21 64
DP5 1 20.. 19 20 17 24 - 9 10 40 19. 22
OP6 - 16 6 14 23 42 - 22 19 24 22 14
oP7 - 8 7 20 23 42 - 12 14 24 26 25
SP8 - 10 6 7 24 52 - 15 14 g8 25 39
SP9 - 12 4 5 20 59 - 1 8 7 16 27 41
SP10 - 3 2 9 22 64 1 10 4 9 21 54
FP11 - 19 19 24 19 20 - 23 115 33 14 16
FP12 - 10 16 29 23 23 1--8 14 41 17 20
FP13 - 2 7 10 30 50 - 7 9: 14 34 35
CP14 - 41 13 18 12 18 - 234 13 28 13 13
CP15 - 30 16 - 25 12 18 - 30 10 34 10 15
OoP16 - 2 7 8 20 63 - 4 7 21 24 44
oP17 - 6 2 9 15 68 - 6 4 14 24 52
EP18 - 8 3 14 23 52 - 7 4 33 17 39
EP19 - 12 4 22 24 39 - 10 8 37 18 27
EP20 18 7 3 8 20 44 23 6 5 13 19 34

Planning Process Phases: See Table 4.20 on page 134.
Decision Processes: .

0 -— No response
1 - Comp!etely autocratic decision making
2 -- Obtains information from staff, then makes
decision nimself/herself
3 -- Shares problem with each staff member

individually, then makes a decision that may or
may not reflect staff’'s influence

4 -- Shares problem with staff as group, then makes
a decision that may cr may not reflect staff’s
influence
5 -- Completely consensual decision making
\
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TABLE 4.17
SUPTS.' AND BUS. MANS.' DECISION STYLES
CALCULATION OF MEANS, VARIANCES, AND STANDARD DEVIATIONS

Supts.' Responses Bus. Mans.' Responses
(N = 96) (N = 96)

Planning
Process .
Phases Mean Vvariance S.D. Mean Variance S.D.
NAP 1 3.34 2.92 1.71 3.06 2.54 1.60
NAP2 3.68 1.99 1.41 3.53 1.79 1.34
NAP3 3.05 2.70 1.64 2.41 2.10 1.45
NAP4 4.57 0.92 0.96 4.33 1.24 1.11
DP5 3.03 2.22 1.49; 3.33 1.45 1.20
DOPG 3.69 2.13 1.46 2.87 1.82 1.35
oP7 3.82 1.64 1.28 3.40 1.72 1.31
sPs 4.01 1.80 1.34 3.59 2.18 1.48
SpP9 4.12 1.85 i.36 3.81 1.75 1.32
SP10 4.41 0.24 0.97 4.01 1.93 1.39
FP11 3.02 1.94 1.39 2.84 1.82 1.35
FP12 3.34 1.58 1.26 3.59 11.87 3.45
FP13 4.19 1.06 1.03 3.81 1.50 1.23
CcP14 2.53 2.38 1.54 2.56 1.95 1.40
CP15 2.71 2.13 1.46 2.69 1.92 1.39
oP16 4.33 1.09 1.04 3.96 1.33 1.15
oP17 4,35 1.31 1.14 4.12 1.39 1.18
EP18 4,07 1.54 1.24 3.75 1.50 1.22
EP19 2.74 1.75 1.32 3.43 1.60 1.26
EP20 3.37 3.77 1.94 3.01 3.97 1.99

Planning Process Phases: See Table 4.20 on page 134.
S$.D. -—- Standard Deviation
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TABLE 4.18 .. _
SUPTS. 'AND BUS. MANS.’ DECISION STYLES
CALCULATION OF MEANS, VARIANCES, AND STANDARD DEVIATIONS

supts.' and Bus. Mans.' Responses Combined

(N = 192)

Planning
Process~ L o s
Phases Mean variance Standard Deviation
NAP1 3.20 2.74 1.66
NAP2 3.60 1.88 1.37
NAP3 2.73 2.49 1.58
NAP4 4.45 1.09 1.04
DP5 3.18 1.85 1.36
DP6 3.28 | 2.14 1.46

- DP7 3.61 1.72 1.31
SP8 3.80 2.02 1.42
SP9 3.96 1.82 1.35
SP10 4.21 1.406 _ 1.21
FP11 2.93 1.88 . 1.37
FP12 3.31 1.47 1.21
FP13 4.00 1.31 1.14
cP14 2.55 2.16 1.47
CcP15 2.70 2.01 1.42
OP16 4.15 1.24 1.11
oP17 4.23 1.35 1.16
EP18 3.91 1.54 1.24
gEP13 3.58 1.69 1.30
EP20 3.19 3.88 1.97

Planning Process Phases: See Table 4.20 on page 134.
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TABLE 4.19
Relationship of Respondents to Questionnaire
Items as Determined by Pearson's Product Moment
Correlation Coefficirent

Questionnaire Items Correlation Coefficient
NAP 1 : -0.085
NAP2 S -0.053
NAP3 ’ -0.205
NAP4 ) -0.115
DP5 0.111
DP6 - -0.282
DP7 -0.163
sSPs8 - R ~-0.147
SP9 - =0.112
SP10 . ~-0.164
FP11 -0.065
FP12 -0.030
FP13 ~-0.164
cP14 0.011
CP15 -0.007
oP16 -0.169
oP17 -0.103
EP18 , -0.131
EP19 -0.121
EP20 -0.090
# of Schs. -0.006
# of Elem. Schs. -0.005
# of Mid. Schs. 0.035
# of High Schs. -0.062
# of Cent. OFff. Adm. 0.038
Yrs. Sin. Bldg. Pro. 0.174
Ed. Preparation -0.633
Yrs. Superintendent ~-0.732
Yrs. B8us. Manager 0.711
Supt. Pos. Held ~-0.788
Bus. Man. Pos. Held 0.734
Age -0.197
Gender -0.087
Ethnicity 0.023

Planning Process Phases: See TABLE 4.20 on page 134.
# = Number _ ‘
Schs. = Schools

Elem. Schs. = Elementary Schools
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TABLE 4.19 (cont'd.) _
Relationship of Respondents to Questionnaire
Items as Determined by Pearson Product Moment

Correlation Coefficient

Mid. Schs. = Middle Schools

Cent. Off. Adm. = Central Office Administrators
Yrs. Sin. Bldg. Pro. = Years Since Building Program
Ed. = Educational

Bus. = Business - e

Supt. Pos. = Superintendent Positions

Man. Pos. = Manager Positions
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TABLE 4.20
PLANNING PROCESS PHASE DEFINITIONS

Needs Assessment Phase (NAP)

NAP1: Involve local citizens in an advisory planning
role for the new facility.

NAP2: Develop a time-table to be used as a basis for

~ planning.

NAP3: Select an architect by rev1ew1ng school building
plans by various architects.

NAP4: Develop educational specitications for the new
building.

Des1gn Phase {DP)

DPS5:. Investigate latest ‘Ffederal and state laws
relating to usage of building by handicapped
persons. ’

DP6: Name a committee to interview representat1ves
from three architectural firms.

DP7: Work with city council! in deveioping adjacent
property to school site for possible public park.

Selling Phase (SP \

SP8: Broaden citizen involvement in the building
project. R ’

SPS: Stress to the public, in communicating educational
specifications, that the needs assessment and the
educational program are the only justification for
the new school.

SP10: Include open houses, displays in 1ocal businesses,
clips on local radio and television stations,
articles in local newspapers, and presentations
made in local service clubs to persuade the public
of the need for a new school.

Financing Phase (FP)

FP11: Recommend to the board the hiring of a financial
consultant to assist with planning.

FP12: Expiore several alternative methods of financing
the new school.

FP13: Recommend to the board the passage of a bond issue
to finance construction of school.
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TABLE 4.20 (cont’d.) ¢
PLANNING PROCESS PHASE DEFINITIONS

Construction Phase (CP)
CP14: Schedule visits to the puiiding site with the

architect to ensure building specifications are

being met.
CP15: Meet with architect to determine whether all

building codes and other specifications are being
met  during construction. ‘

Occupation Phase (OF)
OP16: Move teachers and students into new building after

moving educational materials and provide
_ orientation to students.
OP17: Involve parents and members of the community 1in
the opening of the new facility.

evaluation Phase (EP)

EP18: Evaluate adequacy of the iearning environment and
safety. :

EP19: Evaluate how well the architect adhered to design,
reporting and construction schedules. a B

EP20: Begin a process of continuous evaluation based on
actual usage of the building by notating those
items that need to be improved in a district
design specifications document that would be
shared with the architect of the district's next
building project.




Summary of Results

Analysis of questionnaires yielded descriptive data
which provided responses, in part, to the following

research questions:

1)IWheﬁlszerintendents make decisions concerning
p]anniﬁg of school faci]iﬁies, to whaﬁ extent do these
decisions follow the Vroom—Yetfon Mode17?

As indicated by data in Tables 4.15 and 4.16, over
70 ¥ of the time decisions made by superintendenté
during the va?ious planning phases reflected involvement
of staff in the process. This result would support a
basic assumption of the model that participation

increases decision acceptance.

2) To what extent do business managers verify
decisional characteristics empioyed by superintendents
1n educational faciiity planning?

The appiication of statistical measures to survey

data yielded few significant differences between groups
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indicating that_business managers perceived rather well
how superintendents would make school facility
decisions. N

Twenty scenario items generated frequency data that
indicated superintendents shared most facility decisions
with others often eﬁp1oying consensus to, possibly,
ensure quality and acceptance of decisions. Only 1in
scheduling visits to ;he building sité with the
architect to ensure ﬂhi1ding specifjcations were being
followed (CP14 in Table 4.20) and in deciding to meet
with. the architect to determine whetheé all building
codes and other specifications were being foj1owed
during construction (CP15 in Table 4.20) were
superintendents more autocratic than participative.

Although business managérs often responded similarly
to superintendents as a group, they nerceived
superintendents.as being more autocratic than
participative in making decisions about invo]v%ng local
citizens in an advisory planning role for the new
facility (NAP1 in Table 4.20) and in considering an
architect for the new building by reviewing school
building plans by various architects at the annual joint

meeting of the Texas Association of School
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Administrators and Texas Association of School Boards
(NAP3 in Table 4.20).

Application of means, variance, and standard
deviation statistics to data derived from the 20 item
scenario yielded few significant differences within and
between groups suggesting once more that business
managers perceived quite well how superintendents would
respond to school féc11ity depisions.

, Pearson’s product moment corfe]ation coefficients
were derived to determine to what extent a correlation
existed between administrative positions of
superintendents and business managers and responses to
items 1 through 20. Not surprisingly, few significant
correlation coefficients were found. As an example, the
most robust corretation identified with respect to the
20 iﬁem scenario and gquestionnaire participants’
responses to the items was found to be 0.282 which is
statistically significant at the .05 level (P<.05,
df=190) using the t distribution. The educational,
practical, or functional meaning of this obtained
coefficient indicates that only 7.8% of the variance
between administrative position and responses to item

DP6 (Table 4.20) was common and overlapping. From a
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statistician’'s point of view, this finding would support
in general that no practical or funcpional relationship
éxisted between administrative positions of
superintendents and business managers and responses to
items on a decision making roles and processes survey.
From the standpoint of the school practitioner, an
analysis of obtained coeff{eiéﬁts of survey items
indicated thaﬁ amonglsurvey respondents business
managers perceived quite well tﬁe extent to which'
superintendents would involve others in making decisions

about educational facilities.
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CHAPTER 5

SUMMARY AND CONCLUSIONS
IMPLICATIONS FOR. PRACTICE

Questionnaire results indicate superintendents
engage in a high degree of participative decision making
during the various stages of ééhoo] facility
acquisition. It may be due to the technical nature of
school facility planning and/or the desire on the part
of Texas public school CEO's to achieve a decision of
qua]ity and one that will be afforded a high degree of
acceptance by students, staff, and community patrons
that superintendents involve others 1in the process.

Earlier in this study, it was noted that skills
deemed necessary for effective superintending included:
1) demonstrating a broad array of leadership skills; 2)
employing sound financial planning and cash flow
management; 3) employing effective school/community
relations and coalition builiding; 4) utilizing
motivation techniques; and 5) guiding facility

planning, maintenance, and operations. All of the above
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relate in varying degrees to decision making 1in
educational facility pfanning. It is through
recognition and refinement of these skills, often within
a consultative or group decision framework, that
improvement in the process of superintendiﬁg may be
realized.

Superintendents who endeavor to bring expertise to
the school Facilities decision process would benefit
from integrating the Vroom-Yetton Normative Model of
-Decision Making into the undertaking. Increasing
participation of staff in decision making involving
schoo]l facilities may enhance decision quality and
acceptance. Better decisions stand to raise the
performance of the entire organization.

Involving others in the decision process utilizes a
tenet of transformational leadership. When
superintendents move from an autocratic to participative
administrative style they are more 1ikely to listen to
and be guided by others. They may become
interdependent, e.g., tp have enough independence to be
creative without repudiating the external infldences
that stimulate growth and significance. A

superintendent who involves others in decision making
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when planning for school facilities has the opportunity
to improve the process resulting in better decisions
which may impact the district in various ways for years

to come.
SUGGESTIONS FOR FURTHER STUDY

Potentially, é wide variety of studies of decision
making roles and processes ;f sUberintendents and other
school administrators is possible. Decision makiné in
personnel administration, fiscal planning, curriculum
design, instructional delivery systems; effective
school/community relations, and deterﬁining local
reliable performance measures for instructional outcomes
would name several areas wérthy of study.

Investigation into decision making processes
involving effective evaluation of teacher performance,
maintenance and operation of school facilities, student
or personnel conflict mediation,‘deve1opment of school
board policies, improving the quality of relationships
among staff and students to eﬁhance learning, o |
collaborative goal setting and action planning, po]itics_

of school governance and operations, evaluation of
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administrator and supervisor performance, deveiopment of
1nterdersonal communications skilis offer additional
areas where study 1is viabie.

As it may be noted in the apove, a vast number of
subjects may be investigated. From the standpoint of
this study, several areas warrant expanded
“investigation. Using the Vroom-Yetton Normative Model
as a cornerstone, are‘Texas superintendents as
participative as pub\ic'échool superintendents
nationally? How do other school administrators compare
to business managers 1in perceiving how their
superintendents will make decisions 1in other or related
areas of administrative responsibiiity? Is there more
or less participation in decision'making when school
district size, e.g., average daily attendance, is not a
factor?

Further investigation into decision making practices
of Texas public school supérintendents stands to enhance
the quality of educational services brov{ded to our
public school chi1dren.A It is up to the future

researcher to determine which domain is most in need of

analysis.

143

158



APPENDTIX A

Cover Letter with Scenarios and Questionnaires

. se 159




COLLEGE OF EDUCATION

THE UNIVERSITY OF TEXAS AT AUSTIN

Deparsment of Edutational Admunisiration  Educstion Building 310 - Austen. Texu78712-1291
(S12)471-7551-FAX:(512)471-5975

TO: Texas School Superintendent or Business Manager Addressed
SUBJECT: Survey: Dedsion Making Roles and Processes

FROM: Dr. Michael P. Thomas, Jr. and Dr. Howard Balanoff
Department of Educational Administration

DATE: July 11, 1994

This is to request your cooperation in a study of the dedisior making roles
and processes of Texas school superintendents by James M. Ross who is
currently assistant business manager at the Mission Consolidated 1.5.D. We
fee] that this study will contribute to our understanding of the way school
superintendents make dedsions about the factors involved in school
facilities. '

We appredate your willingness to cooperate in this study. Included for your
convenience is a stamped return envelope. Also, for your information, Mr.
Ross's phone and fax numbers are as follows:

210/580-5545 (work) 210/280-5523 (FAX)
210/580-5526 (work)
210/585-8295 (home)

Again, your attention and response is greatly appredated.

Sincerely yours, Sincerely yours,

Dr. Michael Thomas, jr- Dr. Howard Balanoff
Associate Dean, School of Education Adjunct Professor

Graduate Advisor Dissertation Comm. Co-chair

Dissertation Comm. Member

BEST COPY AVAILABLE
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DECISION-MAKING PROCESSES OF THE SUPERINTENDENT
Scenario and Questionnaire to be Administered to

Superintendents and Business Managers

’

This scenario and questionnéire is part of a research
study of the superintendency. The goal of this part of
the study is to better understand the decision-making
roles and processes of Texas superintendents and
business managers’' perceptions of these processes.
NOTE: A copy of this scenario/questionnaire has been
mailed to your district's Ass’'t. Supt. for Business or

Business Manager.

This is not a study of individuals or individual school
districts but of superintendents as a group. The
scenario/questionnaire is numbered in order to assist in
the organization of the study, analysis of the data, and
to allow for follow-up maiiings. 1Individual responses

will be held 1n strict contidence.
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On the following pages you will find various 1items.
specific questions are given for each section. Please
remember: questions are designed to obtain your
perceptions of various areas that relate to decision-

making.

There are no trick guestions nor are there right and
wrong responses. Please answer honestly and candidly.

Thank you for your participation and cooperation.

Check the box if you would iike to receive a brief
report of the findings. If you want to compare your
individual responses to the jarger sample findings,

please make yourseif a copy of this 1nstrument.




SCENARIO I

(For the Superaintendent)

PART I

I. Dec1sion Processes

Directions: The fcllowing section presents the types of
decision processes a chief executive uses in
administrative activities. Please review processes

before going on to Part II.

1. The superintendent solves the problem or makes
the decision by him/herself, using information available

to him/her at the time.

2. The superintendent obtains the necessary
information from his/her stéff, then decides on the
soiution to the problem him/herself. The superintendent
may or may not teli his/her staff what the problem is 1n
getting the information frem them. The roie played by

the staff in making the decision 1s clearly one of
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providing the necessary information to him/her, rather

than generating or evaluating alternative solutions.

3. The superintendent shares the probiem with
relevant staff individually, getting their ideas and
suggestions without bringing them together as a group.
Then he/she makes the decision that may or may not

reflect his/her staff’s influence.

4. The superintendent shares the problem with
his/her staff as a group, collectively obtaining their
ideas and suggestions. Then he/she makes the decision

that may or may not reflect his/her staff's influence.

5. The superintendént shares a problem with
his/her staff as a group. Together he/she and staff
' generate and evaluate alternatives and attempt tc reach
agreement (consensus) on a solution. The
super intendent's role is much like that cf chairman.
He/she does not try to influence the group to adopt
“nis/her" solution and he/she is wiliing to accept and

implement any solution that has the support of the

entire group.
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PART Il

IT. Scenaric With Questionnaire

Directions: FOR THE SUPERINTENDENT: Please read the
scenario and respond to the questionnaire that follows
by writing number (from Part I) of the decision process
that your suﬁerintendent, in your opinion, would most
likely use in solving the problem or completing the

task.

Recent population growth in La Lomita ISD has
necessitated consideration of a new K-6 elementary
school by the local board of trustees. The board
subsequently directed the superintendent of schools to
initiate a planning process which would ensure
successful completion of the new building within

eighteen to twenty-four months. The superintendent
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determined that his planning process would involve seven

general phases:

A) Needs Assessment Phase
B) Design Phase

C) "Selling” Phase

D) Financing Phase

E) Constructiqn Phase

F) Occupation Phase

G) Evaluation Phase

what processes did you use through the different phases”?
Write the number of the decision procedure from Part I
that best explains the your decision-making process in
the blank in front of the number of statements that

foliow:

Needs Assessment Phase

1. Decision: to involve lccal citizens in an

advisory planning role fcr the new facility.
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2. Decision: to develop a time-tabie to be used
as a basis for planning, to heip keep building program

on schedule.

3. In considering an architect for the new
building, a decision was made to visit the Texas
Association of School Administrators and Texas
Association cf School B8oards joint annual convention
held in Houston 1n September to review school building

plans by various architects.

4. Decision: to develop educational

specifications for the new buiiding.
Design Phase:

5. Decision: to investigate latest federal and
state laws relating to usage of building by handicapped
persons.

6. Decision: to name a committee to interview

representatives from three architectural firms (1in

selecting an architect).
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7. Decision: to work with city council 1in
developing adjacent property to schooi site for possible

public park.
Selling Phase:

8. Decision: to broaden citizen involvament in

the building project.

9. Decision: to stress to the public, 1in
communicating educational specifications, that the needs
assessment and the educational program are the only

justification for the new school.

10. Decision: to include open houses, displays 1n
local businesses, clips on local radio and television
stations, articles 1n local newspapers, and
presentations made 1n local service clubs to persuade

the pubiic of the need for a new school.
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Financing Phase:

11. Decision: to recommend to the board the hiring

of an outside financial consultant to assist with fiscai

planning.

12. Decision: to explore several alternative

.methods of financing the new school.

13. Decision: to recommend to the board the

passage of a bond issue to finance construction of the

new building.
Construction Phase:

14. Decision: to schedule visits to the building
site with the architect to ensure building
specifications are oeing followed.

15. Decision: to meet with architect to determine
whether all building codes and other specifications are

peing followed during construction.

154 189




Occupation Phase:

16. Decision: to move teachers and students into
new building after moving furniture, esquipment, and
other materials and after providing an orientation to
students on the kind of instructional program
(educational specifications) the building was designed

to faciiitate.

17. Decision: to involve parents and other members

of the community in the opening of the new facility

through open houses and the like.
Evaluation Phase:

18. Decision: to evaluate adequacy of the learning

environment and safety, such as, heating and cooling,
lighting, ventilation, color and texture schemes,

evacuation patterns, slick floor areas, etc.

19. Decision: to evaluate how well the architect
acdhered to design, reporting, and construction

schedules.



20. Decision: to begin a process of continuous

evaluation based on actual usage of the building by
notating those items that need to be improved in a
district design specifications document that would be
shared with the architect of the district’s next

building project.

Please compliete this last section of biographical data.

I. District Setting

Number of schools:

Elementary Middle or Junior High

High Schools

Number of central office administrators

How long has it been since you've been involved in a

building program?
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II. superintendent preparation and experience

check only the highest degree received: Master's

Ed.D Ph.D

£d. Specialist

Number of years you have been a superintendent:

’

Number of superintendencies you have heid including the

present one:
Your age on your last birthday:

Your sex: Female Male

Your ethnic background: Wwhite Hispanic

Afro-American Native American

Thank you for completing this survey!

piease place it in the stamped envelope and mail at

your earliest convenience.
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SCENARIO T1

{For the business manager)

PART I

I. Decision Processes

Directions: The following section presents the types of
decision processes a chief executive uses in
administrative activities. Please review processes

before going on to Part II.

1. The superintendent sc ves the problem or makes
the decision by him/herseif, using information avaiiable

to him/her at the time.

2. The superintendent obtains the necessary
information from nis/her staff, then decides on the
soiution to the problem him/herself. The superintendent
may or may not tell nhis/her staff what the problem is 1in
getting the information from them. The role played by

the staff in making the decision is clearly one of
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providing the necessary information to him/her, rather

than generating or evaluating alternative solutions.

3. The superintendent shares the prob]em-ﬁith
relevant starf individually, getting their ideas and
suggestions without bringing them togéther as a groug.
Then he/she makes the decision that may or hayuﬁot
reflect his/her staff’'s iﬁfluence.

4, The sunerintendent shares the problem with
his/ner staff as a group, collectively obtaining their
ideas and suggestions. Then he/she makes the decision

that may or may not reflect his/her staff’s influence.

S. The superintendent shares a probiem with
his/her sﬁaff as a group. Together he/she and staff
generate and evaluate alternatives and attempt to reach
agreement (consensus) on & solution. The
superintendent’s rofe is much like that of chairman.
He/she does not try to influence the group to adopt
"his/her” solution and he/she is willing to accept and

implement any solution that has the support of the

entire groug.
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PART 1II

II. Scenario With Questionnaire

Directions: FCR THE BUSINESS MANAGER: Please read the
scenario and respond to the questionnaire that folliows
by writing number (from Part I) of the decision process
that your superintendent, 1in your opinion, would most
1ikely use in solving the probiem or comp leting the

task.

Recent population growth in La Lomita ISD has
necessitated consideration of a new K-6 elementary
school by the local board of trustees. The board
subsequently directed the superintendent of schools to
initiate a planning process which would ensure
successful completion of the new building within

eighteen to twenty-four months. The superintendent
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determined that his planning process would involve seven

general phases:

A) Needs Assessment Phase
B) Design Phase

c) “"Selling” Phase

D) Financing Phase

€) Construction Phase

F) Occupation Phgse

G) Evaluation Phase

what processes did the superintandent use through the
different phases? Write the number of the decision
procedure from Part I that best explains the
superintendent’s decision-making process in the tlank in

front of the number of statements that follow:
Needs Assessment FPhase

a———

1. Decision: to involve local citizens in an

advisory planning role for the new facility. -
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2. Decision: to develop a time-table to be used

as a basis for planning, to help keep building program

on schedule.

3. In considering an architect for the new
building, a decisn was made to visit the Texas
Association of School Administrators and Texas
Association of School Boards Jjoint annual conventicn
hnald in Houston in September té review school building

plans by various architects.

4. Decision: to deveiop educational

specifications for the new building.

Design Phase:

5. Decision: to investigate latest federal and
state laws relating to usage of tbuilding by handicapped

persons.

6. Decision: to name a committee to interview
representatives from three architecturai firms (1in

seiecting an architect).
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7. Decision: to work with city council 1in

developing adjacent property to school site for possible

public park.

Selling Phase:

8. Decision: to sroadan citizen invoivement in
;

the building project.

g. Decision: to stress to the publiic, in

communicating educational specifications, that the needs
assessment and the educationai program are the only

justification for the new school.

10. Decision: to include open nouses, disptays 1in
local businesses, clips on local radio and television

stations, articles in local newspapers, and
presentations made in local service clubs to persuade

the public of the need for a new school.
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Financing Phase:

11. Decision: to recommend to the bcard the hiring:

of an outside financial consultant to assist with fiscal

planning.

12. Decision: to explore several alternative

methods of financing the new schooi.

13. Decision: to recommend to the board the
passage cf a bond issue to finance construction of the
new building.

Construction Phase:

14. Decision: to schedule visits to the building

site with the architect to ensure building

specifications are being followed.

15. Decision: to meet with architect to determine

whether-all building codes and other specifications

are being followed during construction.
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Occupation Phase:

16. Decision: to move teachers and students into
new building after moving furniture, equipment, and
other’mater1ais and after providing an orientation to
students on the kind of instructional program
(educational specifications) the building was designed

to facilitate.

17. Decision: to involve parents and other members

of the community in the opening of the new facility

through open houses and the like.

Evaluation Phase:

18. Decision: to evaluate adeguacy of the tearning
environment and safety, such as, heating and cooling,
1ighting, ventilation, color and texture.schemes,

evacuation patterns, slick floor areas, etc.

19. Decision: <to evaluate now well the architect
adhered to design, reporting, and construction

schedules.
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20. Decision: to begin a process of continuous

eva]uation.basedﬁdn aétaé1 usage of the building by
notating those items that néed to be improved in a
district design specifications document that would be
éhared with the architect of the district's next

building prcject.

Please complete this last section of biographical data.

I. District Setting

Number of schools:

Elementary Middie or Junior High

High Schooils

Number of central office administrators

How long has 1t been since you've been involved in a

building program?

II. Business manager preparation and experience




Check only the highest degree received: Bachelor’s

Master’'s CPA Ed.D. Ph.D

Number of years you have been a business manager:

Number of school business manager's positions you have

held including the present ona:
Your age on your last birthday:
Your sex: Female ___ Male ____

Your ethnic packground: White __. Hispanic

Afro-American Native American

Thank you for completing this survey!
Please place it in the stamped envelope and mail at

your earliest convenience.
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Member. Texas Member, National
Safety Association Safety Council

120! 8rce Dnve + Mission, Tesas 78572 - 4499
(210) 580-5500 '+ Fax (210) 580-5523
Member Souhren Atsociauon of Schools and Colleges

JIM ROSS
Assistunt Business Manager
Office (210) 580-5545

September 21, 1994

To the superintendent addressed:

On or about August 15, 1994, | mailed to you a
scenario/questionnaire addressing decision-making roles and
pracesses of Texas schooi superintendents. | have yet to receive a
response.

it wouid be greatly appreciated if you would take a few
minutes to respond to the enclosed questionnaire and drop in the
mail to me (an early response is doubly weicomed). | would have
included another self-addressed, stamped envelope but study costs
have, in large measure, consumed the project's budget.

i(f | reach the minimum number of responses required to elicit
meaningful statistical data, then it may be possible to add to what
we know about effective superintending in this State.

Again, your time and attention is valued.

Sincerely yours,

Qo

w

Ji] Ross
Enciosures

cc. Dr. Michael Thomas
Or. Howard Balanoff
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Member, Texas Memberg, National
Safety Association Safety Council

1201 Brece Drive » Mission. Tews 18572 - 4399
(210) 580-5500 + Fae(210) §30-352
Member Southern Associanon of Schools and Colleges

JIM ROSS
Assistunt Business Manager
Office (210) 580-5535

September 21, 1994

To the business manager addressed:

On or about August 15, 1994, | ‘mailed to you a
scenario/questionnaire addressing decision-making roles and
processes of Texas school superintendents. | have yet to receive 3
response.

it would be greatly appreciated if you would take a few
minutes to respond to the enclosed guestionnaire and drop in the
mail to me (an early response is doubly weicomed). | wouid have
included another self-addressed, stamped envelope but study costs
have, in large measure, consumed the project's budget.

If | reach the minimum number of responses required to elicit
meaningful statistical data, then it may be possible to add to what
we know about effective superintending in this State.

Again, your time and attention is valued.

Sincerely yours,

‘;*" Q;W
J Ross
Enclosures

cc. Dr. Michael Thomas
Dr. Howard Balanoff
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Member, Teras Megmber, National
Safety Association Safety/Ghuncl

1201 Bryce Drive - Mission, Texas 78572
(210) 580-5500 - Fas(210) 580-5523
AMember Southem Associagon of Schoals and Colleges

JIM ROSS
Assistant Business Manoger
Office (210) 580-5545

October 5, 1994

To the superintendent addressed:

On or about August 15, 1994, | mailed to you 3
scenario/questionnaire addressing decision-making roles and
processes of Texas school superintendents. Because of opening-of-
school pressures, | know that it has been difficult for you to
respond. Hopefully, at this point in time, you will be able to find a
few minutes to complete the enclosed questionnaire and drop it in
the mail (an early response is doubly welcomed).

| would have included another self-addressed, stamped
envelope but study costs have, in large measure, consumed the
project's budget. This is a personal project and not under the
auspices of the Mission Consolidated 1.5.D. The clock is running, so
to speak, for this study to be completed before the end of the (UT-
Austin) fall semester.

{f | reach the minimum number of responses required to elicit
meaningful statistical data, then it may be possible to add to the
literature with respect to decision-rmaking roles and processes of

' Texas public school superintendents.
Again, your time and attention is valued.

Sincerely yours,
JimvV Ross

Enclosures ]
cc. Dr. Don Rippey, Co-chairman, Dissertation Committee

Dr. Howard Balanoff, Co-chairm_an, Dissertation Committee
Dr. Michael Thomas, Member, Dissertation Committee
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TSA

Member, Texas Member, National
Safety Association Safety Counci}

1201 Bryce Dnive « Mission, Texas 78572
12101 580-5500 + Faz(210) 580-5523
Member Southern Associanion of Schools and Colleges

JIM ROSS
Assistant Business Manager
Office (210) 580-5545

October S, 1994

To the business manager addressed:

'

On or about August 15, 1994, | mailed to you a
scenario/questionnaire addressing decision-making roles and
processes of Texas school superintendents. Because of opening-of-
school pressures, | know that it has been difficult for you to
respond. Hopefully, at this point in time, you will be able to find a
few minutes to complete the enclosed Questionnaire and drop it in
the mail (an early response is doubly welcomed).

{ would have included another self-addressed, stamped
envelope but study costs have, in large measure, consumed the
project’'s budget. This is a personal project and not under the
auspices of the Mission Consolidated .S.D. The clock is running, so
to speak, for this study to be completed before the end of the (ut-
Austin) fall semester.

If | reach the minimum number of responses required to elicit
meaningful statistical data, then it may be possible to add to the
literature with respect to decision-making roles and processes of
Texas public school superintendents.

Again, your time and atiention is valued.

Sincerely yours,

Jith Ross

Enclosures

cc. Dr. Don Rippey, Co-chairman, Dissertation Committee
Dr. Howard Balanoff, Co-chairman, Dissertation Committee
Or. Michael Thomas, Member, Dissertation Committee
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SUPERINTENDENT’S JOB DESCRIPTION

QUALIFICATIONS

REPORTS T
SUPERVISES

JOB GOAL

DUTIES

PLANNING

SCHOOL
8CARD

(Sample)

The superintendent shall have at least:

1. A master’'s degree in educational
administration from an accredited
college or university.

2. Five years of experience in school
administration.

3. Other gualifications deemed necessary
by the board.

Board of education.
A1l personnel in the district.

The superintendent shall be the chief
executive administrator of the district
and shall be responsible for the
effective execution of policies adopted
by the board. The superintendent shall
manage the administration of district
operations and shall assign personnel
responsibilities.

The superintendent shall:

1. Develop goals and objectives for the
district.

2. Assist staff in development of goals.

3. Develop long- and short-range plans
foer district growth and improvement.

4. Conduct periodic evaluation of all
programs and operations tc determine
improvements needed.

5. Develop administrative procedures and
regulations for the management of
school operations.

6. Prepare board agendas and meeting

materials in cooperation with the

board president.

Attend and participate in all

~!
.
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10.

11.

12

PERSONNEL 13.

14.

15.

16.

17.
18.

INSTRUCTION 19.

SUSINESS
OPERATIONS

meetings of the hoard except when
personal contract is under study.
Keep the board continuously informed
on issues, needs, and operations of
the district.

.vRecommend policies on organization,

finance, instructional programs,
personnel, school plant, and related
functions of the district.

Exercise discretion and judgment in
matters not covered by poard policy.
Interpret board policies to the staff
and community and execute them
accordingly.

Serve as custodian of all minutes and
records of the board.

Recommend the number and types of
positions required to provide
effective staffing.

Promote a positive work environment
and staff morale within the district.
Recommend personnel for hiring, mare
job assignments, and define the
duties of all personnel.

Direct and supervise the staft
evaluation program and make
employment recommendations to the
board.
Serve as 1°
and staff.
Recommend salary schedules for
personnel .

Provide for effective two-way
communication channels with district
personnel .

Keep informed regarding all aspects
of the instructional program.

work with the staff, board, and
community 1n curriculum planning and
recommend all curriculum guides.
Evaluate the effectiveness of school
programs.

Assist the board in preparing the
annuail budget and submit

-son between the poard
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PUBLIC 27.
RELATIONS

28.

29.

PROFESSIONAL 30.
DEVELOPMENT

recommendations.

Ensure that funds are expended 1in
accord with the approved budget.
Direct_and .supervise all financial
accounting and ensure that funds are
managed and controlled effectively.
Ensure that the school plant and
facilities are properly maintained.
Develop and implement a planned
program for communication between the
schools and community and promote
community support and involvement
with the schools.

Represent the district in activities
involving other school systems,
institutions, agencies, and
professional or community groups.
Prepare and submit accurately and on
time, any and all reports required by
the board, TEA, and other federal and
state agencies.

Pursue further professional
development through reading,

attending conferences, and
involvement with related agencies.
Support staff development through in-
service education and other programs
of professional development.

Keep informed of developments in
state, federal, and local laws and
public policy as related to
education.

Perform related duties assigned by
the board.

Source: Texas Association of School Boards (1984).
School board member's library. Author.
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A'PPENIDTIX D

Mean Rankings of Superintendents’ Skills by Importance




ean Rankinasx* of Skills by Importance

xThe skills are ranked according to scores given each
skil1l by the Texas superintendents. The means given Oy
the national sample are shown in the column labeled

"Nation."

Texas Nation Skill Statement

1.87 1.50 Demonstrates a broad array of leadership
skills.

1.88 1.80 Demonstrates sound principles of
personnel administration.

2.13 2.25 Employs sound financial planning and c<ash
flow management.

2.22 3.19 Emplioys principles of sound curriculum
design and instructional delivery
systems.

2.35 2.27 Emplioys effective school/community public

relations, coalition builiding, and
related activities.

2.35 2.72 Ensures that instructional time znd
resources are used effectively,

2.44 2.59 Develops valid and reliable performance
measures for instructional outcomes.

2.48 2.31 Provides for effective evaluation of
teacher performance.

2.56 2.57 Utilizes motivation techniques.

2.60 2.94 Guides facility planning, maintenance,
and operations. :

2.63 2.58 Demonstrates conflict mediation and the

skills to accept and cope with inherent
controversies.

2.64 2.56 Uses cost-effective techniques and sound
program budgeting.

2.70 2.69 Guides the analysis and development of
district policies.

2.73 2.87 Improves the quality of relationships
among staff and students in order to
enhance learning.

2.73 2.66 Utilizes collaborative goal setting and
action planning.

2.74 2.77 Manages change to enhance the mastery of
educational goals.

2.77 2.85 Demonstrates organizational personal
planning and time management.

2.77 2.74 Utilizes effective supervision as a staff
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.84

2.93
2.89
3.19
2.60

3.30

3.15

3.19

improvement and evaluation strategy.
Demonstrates a comprehensive
understanding of the politics of school
governance and operations.

Provides for effective evaluation of
administrator and supervisor
performances.

Uses accepted theories of cognitive
development in determining the sequencing
and structuring of curricula.

Applies legal concepts, regulations, and
ccdes essential for effective school
operations. :
Demonstrates interpersonal communication
skills. ,

Effectively addresses pupil personnel and
categorical program needs.

Employs evaluation and planning models
and methods.

Uses instructional and motivational
psychology. :

Utilizes an array of human relations
skills.

Selects, administers, and interprets
evaluation instruments.

Employs organizaticnal development
practices.

Develops effective strategies for passing
bonds, taxes, and referenda.
Communicates and projects an articulate
position for education.

Assesses staff needs to identify areas
for concentrated staff development.
Employs climate assessment methods and
skills.

Identifies system needs for resource
allocation of new personnel.

Utilizes research designs and methods
including gathering, analyzing, and
interpreting data.

Utilizes analytical techniques of
management.

Demonstrates a sound understanding of
human relations, organizational
development, and leadership skills.

Uses alternative methods of monitoring
and evaluating student achievement.
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3.34 3.52

3.37 3.37

3.40 3.29

3.42 3.56

3.47 3.36

3.54 3.79
3.70 3.78
3.81 3.25
4.05 4,09

4.20 3.51

Plans and employs futures methods .to
anticipate occupational trends and their
implications.

Demonstrates multicultural and ethnic
understanding.

Analyzes taxonomies of instructional
objectives and validation procedures for
curricular units and sequences.

Uses mass media in shaping and forming
opinions. '

Assesses individual and institutional
sources of stress and develops methods
for coping with stress.

Utilizes alternative staffing patterns
where appropriate.

Provides for effective evaluation of
classified (non-certified) staff members.
Uses computers and other technologies as
instructional aids.

Applies computer management to the
instructional program.

Utilizes lobbying, political power,
and/or influence. '

Uses descriptive and inferential
statistics appropriately.

Utilizes negotiation and/or collective
bargaining processes.

Promotes and makes use of the arts and
cultural resources.

Source: Collier, V. (1987). Identification of skills

perceived by Texas school superintendents as necessary

for successful Jjob performance. Unpub1ished doctoral

dissertation.

The Unijversity of Texas at Austin.
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Mean Rankings of Superintendents’' Perceived Needs
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w

(T3]

(5]

[A)

(9]

(AN

(9]

(P

.44

.47

.49

.51

.61

.63

.63

.65

.66

.68

.58

.57

.49

.57

.59

.33

.49

.03

.56

«65

.08

.58

.32

.44

.51

.56

.62

.75

.58

understanding of the politics of school
governance and operations.

Utilizes an array of human reliations
skills.

Uses cost-effective techniques and scund
program budgeting.

Uses instructionai and motivational
psychology.

Uses mass media in shaping and forming
opinions.

Analyzes taxonomies of 1instructional
obJjectives and validation procedures for
curricular units and sequences.

improves the quality of relationships
among staff and students in order to
enhance learning.

Assesses: staff needs to identify areas
for concentrated staff development.
Utilizes analytical technigues of
management.

Applies legal concepts, regulations, and
coces essential for effective school
operations. ‘

Uses computers and other technologies as
instructional aids.

Utilizes research designs and methods
including gathering, analyzing, and
interpreting data.

Demonstrates interpersonal communication
skills.

Ensures that instructional time and
resources are used effectively.
Demonstrates a sound understanding of
human relations, organizational
development, and leadership skills.

Uses alternative methods of monitoring
and evaluating student achievement.
Effectively addresses pupil personnel and
categorical program needs.

Employs organizational development
practices.

Plans and employs futures methods to
anticipate occupational trernds and their
implications.

Selects, administers,and interprets
evaluation instruments.

Develops effective strategies for passing
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bonds, taxes, and referenda.

3.69 3.64 Communicates and projects an articulate
position for education.

3.69 3.62 Applies computer management to the
instructional program.

3.70 3.35 Employs climate assessment methods and
skills.

3.70 3.42 Guides facility ptlanning, maintenance,
and operations.

3.72 3.66 Guides the analysis and development of
district policies.

3.74 3.51 Assesses individual and institutional

sources of stress and develops methods
for coping with stress.

3.74 3.58 Utilizes lobbying, political power,
and/or influence.

3.77 3.83 Identifies system needs for resource
allocation of new personnel.

3.78 3.55 Utilizes participative management where
appropriate.

3.79 2.84 Uses descriptive and inferentiai
statistics appropriately.

3.79 3.64 Utilizes alternative staffing patterns
where appropriate.

3.84 3.92 Promotes and makes use of the arts and
cultural resources.

3.86 3.73 Provides for effective evaluation of
classified (non-certified) staff members.

2.87 3.38 Utilizes negotiation and/or collective
bargaining processes.

2.92 3.7 Demonstrates multicultural and ethnic

understanding.

Source: Collier, Vv. (1987). dentification of skilis

perceived by Texas school superintendents as necessary

Fgr successful job performance. Unpublished doctoral
dissertation. The University of Texas at Austin.
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