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CHAPTER I

THE PROBLEM AND ITS SCOPE

‘The Problem

This study was undertaken to determine the
ehafagter of the a&ministrativa’at&ndérds and practices
in the smell sch&oi~system, Mere speclfically, the
problems involved were: 1. stendards and practices
‘of the superﬁntendent asz established by the Loasrd of
eduecation; 2, standards end practices of the bhoard
of education; 3, the relationship of the board of
educatlion to the public; ki, the relaticnship of the
superintendent to the publie; 5. the relationship of
the board of education to the staff; and 6. the
relaticnshlip of the superintendent to the staff.

The study ls based on the bellef that admini&-ﬂ
trative standards end practices in the small school
systems are often detrimental to educatiocnal progress. )
Improvement in this area would result in better

educational copuvortunities of the youth of today.

DNelimitations ~ e

The problem was limited to a study of the
standerds and practices of the administrative functlions
listed in an Interview gulde. A ccpy of this guide

may be found in the Appendix. The interview method



was used in gathering Informetion, and ten schools
werd assigned for the projecet. The ten schools were
in a seven-county area in the extreme eastern part of
Nebraska. The countles in which the schools wers
located were Colfax, Dodge, Sarpy, Cass, Saunders,

Butler, and Platte,

Definit&ona

The "small school system" in this study refers
to those schocls located in towns having a2 populatlon
of 1,000 or less. The schools consist of beth grade
and high schools. The personnel includes & qualified
administrator, from three tc fourteen teachers,
janitors, bus drivers, and cooks, depending on each
individual case, |

The "superintendent®™ is the administrstor or
chesen head of thelschool. . Hé 1s a duly certified
individual elected by the beard of educatlon to assume
the dutias and responsibilities which they have through
custom and practice conferred upon him.

The "board of education” 1s an elected body of
s1x citizens of the district who are generally the more
influential, often more educated, prominent'men and
women ef the community.

The "teacher" was a high scheool principal,
grade principal, ccach, or eny cne of the members of

the;faculty other than the superinﬁen&ént.



History and Method of Investigation

The problem chosen for this study concerns the
administration of ten small school systems. But, this
1s only & pert of & larger study carried on by six
students of the University of Omaha, The six inter-
viewers were selacteg because of their interest in
school administration. Each student conducted inter-
‘views iﬁ ten school systems making a total of sixty
ISchcals in the project, These échocls were locmted
in eastern and central Nebraska and western Iowa, In
collecting the datas, the superintendent, & schoolboard
member, and two {eachers were interviewed according

to the gulde found in the Appendix, The board member

FESIEE

was generally the president or, if he was not svallable, t}ﬂd

one of the other influentisml members., The teachers é.
, p I v S _ : :

interviewsd were recommended by the superintendent as

capavle of furnishing valuable asslstance.

The superintendents, bosrd members, and teachers
in this particular study were found to be very
cooperative., When informed of the problem being studied,
they enthusiastlically gave of their time and knowledge
because of thaf;ontributian.they might make toward

bettering schools,



CHAPTER TI
PREVIOUS RESEARCH

A considerable amount of r&seawch‘hés been done
relative to school administration; however, most of 1t
agema tc pertain teo the larger écheol gsystems. A few
ef the ;tﬁéies‘are concerned with schools similar in
size to those baing surveje& here, A distinctlion wsas
made whenever possible regerding the sizes of schools
studied.

Gerstbacher end Luckmannl in 1951 made e
questionnelire study to determine the following; (1) Are
Californis superintendents chief sx;cutive officers in
faet ss well as legally; (2) How do Californis Boards
of Bducation infringe upon the duties and responsibilities
of the superintendent; and (3) What should Ve the
relationahip between the beards and sﬁpsrinbsn&ents.

The respcndents to the gquestionnaire gave 258 r
instances of ways in which boerds Anterfered in adminis-
tratlion. The following five wére clted most freguently:
(1) used executive power; (2] personal favors were
granted; (3) sympathlzed with complainsnts;

() interfered with teacher selection; and (5) promcted

interests other than education.
i

1. Charles A, Gerstbacher, Jr. and Llcyd D. Luckmann,
Areas of Conflict in California School Administration,
Pagadena, Callifornifs; Gellifcrnis Association of School
Administratcrs, 1@51,




In regard to personnel, superintendents were
encouraged to give instances where bosvds overstepped
thelr authority. This is shown to be a common area of
boaprd interference. Some board aetien‘is\shgwn as
Morovincial, other as 5palitieal}“ Little conflict
seems to exist between the boards and the administralors
with respect te the curriculum, Howsver, boards often
llke to assume budgetary_reﬁpensibilities,andlin six
instances took fuil'charg@ of budgeting. Setting of
'salaries varies greatly. Purchasing creﬁtas ﬁany
ﬁifficulties‘particularzy in the smaller‘éistricta.
Public relations are generally left tc the school
superihtendeﬁt and hls staff.

The re;aﬁionahip between the boards and the
superintendents was given as followsy (1) Bach should
stay in his own area; (2) Decisions should be made in
regular meetings; (3) the superintendent should keep
the boerd ef Qduaatian informed, strive for unanimous
decisions whenever possible, always éry to be
profesalonal, cooperative, and business like; and,
others.

The authors concluded (1) Superintendents are
only becoming chlef executive officers; (2) Schoolbeards
1ﬁfr1nge upon dutles and responsivilities ¢f the
superintendent; (3) Relationship between the boards and
superintendents should be ﬁha same as given in

professional literature,
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The American Agsocliation aﬂ_sehool Admimiatratersa

conducted an extensive survey prior tm'February, 1862,
The questionnalre method was used for collecting the
date, Thoe schools were located in rural communities
of 2500 pﬁpuiatidm or less. In the aeldctien of
teeching perscnnel, {1416 superintendents replying)
boards sssumed responsibility in 5.6% of'the e#ses.
The supaéintendent made suggestlons énﬁ the bearéymade
the final decision in 35.9%}6? the cases, In 58,5% of
the instances, the auperinééndeﬁt made specific
recommendations end the board &ppeintéd only thosze,
lﬁowever, in the selaation ofmcuatadians {1363 super-
intendents replylng) the percentages were 29.0%, 32, 3%,
and 34.5% respectively.

Ancther pértion of the questionnaire that is
related to the study sbows the executive ststus of the
éuperintendent in this samé size school. In 78.5% of
“the cases he is recognized as the executive officer.
Those thet heave clé&ié&l rether than executive du%ias
number{l~5% and 20% of %he‘ﬁup@rintenaants found their
position not fully established,

Benben3 in 1952 attempt&d to determine echanging

toncepts of school administretion as shown in school

2, American Associetion of Sehnel Administrators, The
smericen School Superintendent, 1952, p, Lé3.

3. Johm &, Benben, Changing Gcncepts of School

- Administration as Revesled in City Schocl Surveys,
1920~1950, Doctoral Dissertation, Schocl of

Education, Northwestern University, Evanston, Illinois,

1952,



surveys, Twenty~one of these surveys dated about
1520, 1930, 1940, and 1950 were used, Hecommendations
- were taken out and classified in twenty;fiva ereas., i
Thése,weréithen availablevfor'studﬁ;

.Thé mast‘aignifieant cﬁéﬁge r@gafé;ng thé board
“'qf“éaucaﬁi@n was 1ts position in the administration
of the school and the need for élearer division of .
respsnsibiiity. The board efvédac&tisn is paying less
ettention to details of adminisiration and more teo the
.éhgla aé&ﬁal district and its‘lérger problems. Another
¢héagiﬂg{con¢ept is 91;cing the administration and
supervigion of the schoals,in:tb& hands of a chlef
executlive,

The concept of the auparin&endeney 1s 8lso changing.
‘The board of education has constantly been transferring
more and mere of the dutles and the responsaibilities to
him. The posltion of the superintendent is still not
alweys ciéar due to the overlapping of responsibilities
‘of the executive end the board, The present superin-
tendent should no longer deal with details of managemeﬁt
but should direct personnel, finance,ischcol plané,
eurrieulum, and public relations,

ﬁazelbakﬁru made a study to determins certain
methods and procedures used in Arkansas by boards of
education. Informaticn blanks were sent to these boards

and professors of educationel sdministration throughout

. N. D. Hazelbeker, An Analysis of Certain Methods and
Procedures Used By Local Boards of Education in
Arkensas, 1953,



the Unlted States, Both profegscors and boards sgreed

upen certain practices and disasgreed cn others. Some

of those ara'alaaaly ralated to this study and wers

included.

Eoth.agreed that the superintendent should perform

the fcellowing administrative functionsa:

1.

2
3.
It
5..

7+

[oe]

G

Interviewing applicents for all school positions
Plenning courses of study

Assignments o0f Leschers

Fotifying teachers of dismissal

Preparation cf budgeb

Supsrvision of extre-curriecular sctivities
Purchasing supplies

Prepere order of business for board meetings

Zeteblishing rules of conduct

" They also agreed that thes fellowing functions

should be performed ﬁeapepatﬁvaiy:

1.
2.
3.
Lo
<

Promoting employees

Evaluation of %he educationel programn
Preparaetion of selary schedule

ﬂsciﬁing upon pcliay'for use of sehool facilities

Hatabliehing board pclicies

Amengz the eress where little cor nc agreement was

found hbetween the prectices of the beards and the opinions

of the preofesscrs were:

1.
2e

Determining graduation requirements

Determining the curriculum



3. Expulsion of pupils

L., Selecting candidates for school perscnnel,

Hazelbaker concluded that boards of education in
Arkansaé should consider carefully certain practices
- which are considered to be good. Among these listed were:

1. Using different methods of eveluating the

educational program
2. Preperation of a set of rules and regulations
for the board of education

Morrison> in 1922 stated that preparing certaln
reports, keeping certain records, lssulng transfer cards
and work certificates, and cther rcutine matters were
often done by the superintendent independently of the
bcard‘of sducaticn, On the other b&nd, the board can act
only upon the recommendation cof the auperintanﬁent in
metters of general supeyvision of the schoels and with
attendance laws., In a few states, the laws alsc include
the sareas of appolintment of teachers, attendance officers,
and other employeess suspension cf'pupils; purchase of
textbooks and supplies; and the transfer, promotion,
suspension, and dismissal of teschers,

Gilland& and Rellsr7.repérteé tkét the history of

the superintendency might be ccnsldered a struggle for

5. J. Co Morriscn, "fhe legal Status of the Gity School
Superintendent”, Warwieck and York, 1922.

6. T M. (illand, "The Origin and Development of the
Power and Duties of the City-School Superintendent",
University of Chicago Press, 1935,

7. T, L, Reller, "The Development of the City Superin-
tendency of Schools in the United States,"
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responsibility. Some outstanding su?erinﬁendﬁnts gained
recognition 1In some cities in the late 19th Century.
They commanded the respect of both the communlty and
the board of education, In other cities the superin-
tendents are still sbruggling for a clear dafinitién
of responsibilities and & chance to be & real leader.
Many would 1like to give the superintendsnt legal
autharity in every aspoct of education but this might
not be a completely scund solutlon, It is necessary
that public‘epinion be develeped to the effect that
members of the board of education are legislatFrg of

i

policy and not administraters of schools,.



CHAPTER ITX

ADMINISTRATIVE STANDARDS ARD PRACTICES OF THE
SUPERTIVTENDENT AND TUHY BCARD (F EDUCATION

In order to determlne the stendards and practices
~of the small school systems, information was gathered
by interviewing ten.superigtaﬁdenta and ten board
‘mewmbers., The superiﬁtaa&ents wére asked what thelr
duties were In regard toc the sixteen functions as shown
in Table I, The extent to which the surperintendent
)'wasfgiven‘authnriﬁy to carry ocut executive duiiés WS
shown by the divisions "mimer,“‘“cooperativG,” end
“major,"E Thege terms as explained in the next paragraph
were usaﬁaﬁhreﬁghamt the study.

Thg;éuperintendant whose duties were more clerical
than administrative waalshcwn as having "minor"
}authoriay,. He genérally had to obtaln the consent of
“‘the ma jerity of the board members before reaching
 dé¢1sidns; If the board end %he superintendent shared
authority in making admiﬁisﬁvative decisions, thelir
methods were shown te be "c&epﬁrative.” When bthe
guperinténdent was given sutherity to control adminis-
trative functicns he was shown as having a “major" part,

Schools were listed ﬁQmafiaally oneé to ten and the
seme number was used cansisﬁently throughout the study
for each school,

An inspection of Table I, which shows the.

relaticn cof the superintendent to the duties as stated



TABLE I

12

AﬁﬁIHISTRATIVE RESPONSIBILITIES AND HIS RELATION TO
THEM A4S VIEWED BY THE SUPHERINTENDENT

proeyram

| Schools
Responsibility Authority 12 3L 5 67 8 9 10 Total
1. Hiring "Minor x X 2
teachers Cooperative X X x 3
Ma jer x| |x x| |x 5
2. Hiring other nor BEEYNES XX |x[x L)
- peraannel Cooperative x : 3
1 Ma jor . x R O |
“”Ba.Determining ¥inoy E3 XXX i
o salaries Cooperative | |x|x| |x| |x b
- _ . Major | . X 2
i, Decisions on Mlinor X R 1
S personnel Cooperative x|x x| [x] bk
___oolicles _ Major ' X|x|x|x| |= .5
Promotion, Minor _ x| |x 2
retention, Cooperative x x|x| |x x 6
& discharge Major ' X | x _ 2
6. Preparation  Hinor » ~ ’ x| 1
S of budget Cooperative x. XX 3
o __Major X |x % |x x 6
7. Purchages of Milnor X | x| 2
: supplies & Cooperative - X , 1
_ eguipment  Major X Ix|xlxlx|x X , i
5. Using school Minor X | RES 3
. feeillitises Cooperative | % (XX x| 5
e , ‘Maéor : X 2
9, Interpreting Minor T & x T2
school to  Cooperstive |x b 4 x| 3
L public . Ma jor X %= x| 5
10, Attacks | Mincr 1 x- 1
' against the CGooperative x x x X |x 7
- ~_school ~ Major o x x 2
i1, Dealing with Hinor X ‘ x| X 3
) irate Cooperative | (x x 2
‘ parents Ma jor X xlxixl |x 5
T?. Gracuation Mincr '
: requirementsCooperative x| |x x| |= 6
_ N Me jor x| |x x| |x]|- L
13, Rules of Tinor
- conduct Copperative | | x| |x|x 3
Me jor XX X [x|x X i
15, éonstmctmn‘ MIncr T .
. of the Cooperative |x XIx| X 5
: _curriculum Major X X X x x| | 5
15..Extra~ Minor
- curriculer Ccooperative x x X 3
activities Major X |x | %X X 7
'16. Evaluation ¥inor = ~1
' of school Cooperative |x 1% |x 3
Ma Jor x x X x| |x 6
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by him, indicated thet there was a wide variation in
the ten schools. Thers 1s a definite trend for supers
intendents whose power was 1imited in one aree, to be
limited in many others slso. The superintendents
whose powers were more extensive in cne area, also

Had more power in eafrying‘out most of the other
functions, To explain further, the superintendent

in School 1 had a minor part in seven responses, a
cooperative part in eight responses, and a major part
in one responsibility. The superintendent in Scheol 4
haé 8 major part in fifteen regponsiéilities‘aﬁﬁ the
other functicn was aoaperativé. The other schools fall
soﬁaﬁhevg between these twe extremes,

Table II wes constructed by converting totals
from Table I to éercéntages. . This table indicated
gsome. interesting trends, While 50% of the subarin-
tendents hsd a major part in hiring teschers only 10%
had the same power in hiring other personnel such as
janitors, caoks;-anﬁ bus drivers, The areas in which
50% or more of the superintendents had a ma jor part
were: hiring teachers; determining perscnnel pollcies;
preparation of the budgebt; making purchases; interpreting
the school to the publiec; dealling with irste parents;
determining rules of conduct; constructing the
currlculum; tontrolling extracurricular activities;
and evaluation of the school program.

The responsibilities carried on in a ceooperative

way by cne halfl or more of the superintendents ared



1h

TABLE II

ADMINISTRATIVE RESPONSIBILITIES AND THEIR RELATION
TO THEM AS VIEWED BY THE SUPERIRTENDEETS

Dutles and Responsibilities Minor Gaoperative-MaJar
1. Hiring teachars. 20% . 30% 50%
2. Hiring other personnel 60% 30% 10%
3. Determining sslaries LO% Lo% 20%
4. Perscnnel policies 10% Lo% 50%
5, Promctlons, retentions 20% 60% 20%
and discharge v
6. Preparation of budget 104 30% 60%
7. Heking purchases 20% 10% 70%
'8, Using school facilities 30% 50% 204
9. Public relations 20% 30% 50%
10. Attacks agalinst the 10% - 70% 204
school
11. Irate parents 304 20% 508
12, Graduation requirements 60% Lo
13. Rules of conduct : 36% 70%
‘1. -Garvicalué 50% 50%
15. Extra-curricular asctivities 309 70%

16, Evaluation of progrem  10% 30% 60%

17.5%  36.1%  Li.bg

promobtion, retention, and discharge of teachers; using
school facilities; attacks sgainst the schoolj
determining graduation requirements; and construction

of the curriculum.
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Sixty percent of the superintendents seemed to have
very little to 88y about the hirins of personnel other
than taaanarag This could be explained sowmewhat on the
bagis that these peapie ere generally local and some=-
times unknown by the superintendents es they indicated
in the interviews.

Ths'results of Table II show that in the ten schools
surveyed, the aap&rimkéﬁﬁamts have a minor part in 17.5%
of the ceses; in 38,1% of the cases, the functions are
carried on ccoperatively} anﬁ, in 44 4% of the cases,
the superintendents have definite executive powers,

Téblﬁ Il shows the responses of the ten schoolboards
Whéé they were asked what they felt were the superin-
tendents' and bm&§ds‘ duties in régard‘te the given
functioﬁ£@ A study of the table indicates that bcards
were somewhat lasa.willing te allet power to the
superintendents than the superintendents were &illing to
accept it, In School 1 the board wanted the superin-
tendent tc have a minor vole in 8ll areas except ené
and thait one was %o be done eeanera*iv@ly The statement
of & hoard member in this particular ﬁahool definitely
‘ reflects their attitude: "The trouble with superintendents
" 1s that they wént to ran the éehanls'” A glance at
School k shaws that the board gave the sup&vintendent e
ma jor part in twelve of the respansibilitsea but wanted
the rest carried out cooperatively. Again, the other

schools fall somewhere between the twe extremes.
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TABLE IIX .
ADMINISTRATIVE RESPONSIEILITIES AND SUPERINTENDENTS?
RELATION TO THEM AS VIEWED BY THE BOARDS CF EDUCATION

Schools
Responslibility Authority 12 3 LS 67 8 9 10 Total
l. Hiring Minoyr : x 2
teachers Cooperative X! |x|x x|x| &
‘ Ma jor x|l Jxl  Ix 3
2. Hiring other .HMinor C x (x| |X| |x 5
© ' personnel Cooperetive | |x|x x| |x L
: : Malor b4 1
3. Determining Minor X X 3
salaries Cooperative X XX (x| |[x|x 6
. ‘ Ha jor x| 1
L. Decisions on  Minor 1
. personnel Cocoperative _ X |xix|xix|x )
. poclicles Me jor X X% 2
wg;r?rmmétion, ‘#Minor x x 3
retention, Cooperative XXX |x X xZ|X 7
& discharge HMajor
- 6, Preparation  Minor 1
of budget Cooperetive Rx|RE| |m|x|x 8
- ' . Major b4 1
7. Purcheses of Minor X 2
supplies & Cooperative : b4 1
4 sgulpment - Maijor X EIX XX Ix] X B
"8, Using .scheol Mincr X X x L
facilities Cooperative| |x| |[x|x|x| [x|x o)
: Ma jor -
9. Interpreting Minor 1
school to Cooperative x| |x X|X| &
public Ma jor x x| |x XX 5
10, Attecks Minor _ : 1
against the Cooperative x| |x XXX 5
- school Major =l 1x] lxix L
11. Deeling with Minor : 1
irate Cooperative x| |®| | x| X i
____parents Ma jor % x| |x|x| x| 5
12, Gredustion Minor : ' X 2
requirementsﬁecpsrative X 1
' Mo jor X X|x x/xlx 1
13, Rules of Firor B 1
conduct ‘Cooperative :
— ...Mg Jor X x X X xX XK 9
14. Construction Minor x |x |x Ly
of the Cooperative| |xix|x|x| |x| |x 6
v currienlum HMajor
15, Extraw T HMinor
curricular Cooperstive : X 2
_ activities Major X X X X x| XX 8
16, Evaluation Minor : 1
- of school Gacperative XX 2
progrem Ms Jor %X\ XX x|lx 7
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Table IV was constructed in the same manner as was
Table II. It shows the degree to which all the |
superintendents were given responsibility by the boards,
One hz2lf or more of the boards.ef educatlon felt that
superintendénts should have a major part in the follow=
“ing: meking purchusesj interpreting schoel to the publie;
dealing with irste parenteg; determining greduation
requirements; rules of cguduct; gontrol of extracurriculer
activities; and eveluating the school pregrem. Dbut
all felt that superintendents should not have full
suthority in these; promotions, retentlons, and
diagh&fge; using school fécilitie&;‘and determining
the curriculum,

The areas that one-~half or more of the boards
wisbed ecarried cut cooperatively were; hilrling teachers;
determining salarles; setting up personnel policles;
pramotione, retenbiona, and discharge, preparation of
the budge%, using schoml facilities; settling altitacks
against the sehool; and, constructing the curriculum,
Pifty percent of the schoolboards felt that the
superinten@ent does have a minor part in hlring personnsl
other than the teachers,

The resulis, then, are as follows; the boards of
education thought that superintendents have major
responsibilities in 38% of the cases, 42% sre done
cooperatively, and in 20% of the cases he has minor

responsibllity.
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TABLE IV

ADMINISTRATIVE RESPONSIBILITIES AND THE SUPERINTENDENTS'
RELATION TO THEM AS VIEWED BY THE BOARDS OF

EDUCATION
Eutiés and Responsibilities Hinor Cooperative Major
i, Biring teachers 20% 0% 30%
2, iﬁiring other personnel 50% LOo% .EG%
| 3Q vDetermining salaries 30% 60% 10%
:Z§; - Personnel policies 104 60% 30%
 f5;' Promotions, retentions 30% 10%
o ' and discharge .
' 6. Preparaticn of budget 10% Bo% . 10%
"7. Making purchases 20% 10% 70%
8. éaiﬁg school facilities Lo% 60%
9. Public relations 104 wod 50%
10. Attacks against the 10% 509 ho%
- school o
11, Irate parents 10% Lho%E 50%
/12, Crsduation requirements. -  20% 10% 70%
'13.“Huiaé of conduct | 10% 90%
.1&¢' 0uvrieu1um . Lhog 60%
15, Extraécurricular activitieé . 20% 80%
16, ‘Evaiu&tion of program 10% 20% _ 70%
208 u2d . 38%

A eomparison of Table II and Table IV reveals that
there 1s & difference of oplnion between the superin-
tendents and. the boards in reiatimn te their duties,

This is shown in Table V. The supesrintendents? poinp of
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PARTE V |
A COMPARISON OF THE SUPERINTENDENTS' AND THE BOARDS!
VIBWPOINTS OF THE ADNINISTRATIVE RESPONSIBILITIES

1ties

Ma jor

Responsibility' Authority Suparint@ndent Board
. Hiring Minor 20% 20%
teachers Cooperative. 30% " B0%
_ Ms jor 80% . 30
2., Hiring other Minor 60% O
personnel Cooperative 304 40%
— e Mafcr . 12% 104
-3+ Determining . Minor i 30
‘. salaries Cooperative L0% 60%
ST, o Mejior. _ gg%_ ‘;Qg
"I, Decisions on IHinor , 10 10%
.. personnel - Coopérstive’ L o% 60%
‘e policies  Major - . 50% 30%
T8, Promotion, Minor 20% 30%
: - retention, Cooperative 60% 70%
oo & discharge Maiar ' - 20% ——
6. Preparation Minor N 10% 10%:
_ of budget Cooperative - ‘30% 80%
Ju;mw* _Ma jor ' 60% . 10%
Te Purchases. of Minor 20% 20%
' supplies & Cooperative 10% 10%
e ®gulpment _ Major 70% 10%
8, Using school Minor , 30% LO%
_facillities Cooperative. S0% 60%
e o LHalor R 20%, -
9. Interpreting Minor 20 10%
school to  Cooperative 30% 40%
. public . Malor 50% 50%
T0. Attacks Minor = . - 10% 10%
o -ageinst the Coo@erative L 70% 0%
© " gschool Ma Jor, ; 209 LO%
11, Déaling with Minor 30% 10%
TH irate Cooﬁerativa3 20% L0%
| parents  °  Maior S0% 50%
“12 T Gradustion . Minor o - T 20%
e requiremantsﬂaapa?&ti?e- 60% 10%
Ma for hO% 70%
13¢ Eules of . Mioor B 10%
' conduct  Cooperative . 30% »
| Me lor_ | . 70% 90%
.ia‘ Tonstruction Minor S Lo%
» df the Cooperative. 50% . 60%
. __eurriculum Major o 50% |
'15. Extre-c Minor o
‘ curricular-‘@omperativa v 30% . 20%
‘ectlvities Meior L 70% 80%
.1&. Evaluation . Minor L 10%. 10%
of school Cooperative 30% 20%
progrem Ma jor : _60% 70%
I7. A1 Minor . 17.5% 20%
responsibil-Cooperative - 38,1% L2%
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view was thet the boards had granted them more
aémiﬁistrativa authority than was actually the case.
The superintendents feit that they had major jurisdietion
in ih 4% of the decisions made, while the boards said
they pave majgr suthority i§ énly 38% of such decislons,
The boards thought that L2% of the administrative
éeéiSions were made cooperatively, while superintendents
were of ﬁhe opinion that only 3831% of the decisions
were réached in that fashion. In 20% of the functions
the boards felt the aupsrintemdent had & minor role
whﬁiéfthe §uperintendants felt they had such a role
1nﬂéniy‘l?.5%’af the cases. Tﬁia tavle, therefore,
shows that there was a misunderstanding between the
hbéf&s»an& the achool.auparinﬁen&emta. Such misunder-
'staﬁ&ing leads to poor practices in school administretion,
Thﬂ'sqger&ntanﬁants and the bosrds were alﬁe askad
‘what they théught would be éh& ideal situaticn in
nahfying out six of the duties and responsibilitles
as designated in the interview gualde., Table VI reveals
that thé_supérinteﬁdénts &raf&‘ham@g&neemﬁ gvcup in
soyfarrésv1dea1‘pra¢tices are concerned. One hundred
peféent_ef the suparintendents intarviawed felt that
they shéniﬂ have ma jor authofipy'iu préparing the budget
an&.mak;ﬁgrthe purchages for %he aéh@él; Ninety percent
thought ﬁhey should have major authority in interpreting
the scﬁ@qls te the publie, while T70% seemed to think
they shﬂﬁié have such suthovrity in hiring tesachers

and controlling extracurricular activities,
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TAEBLE VI

fSH?EEIﬂTEﬁﬁENTE' RESPONSIBILITIES IK AN IDEAL
N SITUATION AS HE THINRS THEY SHCULD BE

. Schools
Responsibility  Authority 1 2 34 5 67 8 9 10 Totel
1. Biring ~ HMinor o e ol R

teachers Cooperative x| |x|x 30%
. | Ma jor xixlx|x] |x| | |x|x 70%
2. Hiring other  HMinor B ‘ ,
' . personnel Cooperative |x|x XX |x|x 60%
S ___Major dmxl L Ix(xl Lo%
R, Preparstion  Minor B T T
' of budget Cooperative 1
" e Mp Jor C Ixixixlx|xix|x|x|xlx| 100%
I, Making - Miner ' ' T
opurchases Cooperatlive
e . _Major xlx|x|x|x!x/x|x|xix: 1C0%
5. Interpreting . Minor ’ | P
'schoel to Cooperative| |x 1] 10%
public Me jor £ |xlxlx|x|x|z|x|x| 90%
64 ExtracurriculariMinor A ' '
activities Cooperative x| % x. 30%
' Major o xlxlx| |xlxz|x|lxl @ 70%

=

The responses of the boards as to what they felt
would be the ideal situation in the slx areas ate given
in Table VII. Here again is an indiﬁatien that the
boards wished to retein some executive power.

Most of the bosrds felt thag superintendents should
prepare the budget, mske the purchases, and have charge
of the extra»curricul§r~&ctlviti&s but realiﬁed that
at present this situatlion does not always exist, Very
fow boards thought that superintendents ahmuld hava
only & minor part in any of the Pesponsibilities
mentioned but séid'thaﬁ océasianally it ié true in their
oun schools, :

- Table VIIT was constructed by-fac§réing the
percentages as given in Tables VI and VII. It shows the

variation between what the superintendents and boards
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TABLE VII

SUPERINTENDENTS* RESPONSIBILITIES IN AN IDEAL

SITUATION AS THE BOARDS OF EDUCATION THINK THEY SHOULD BE

_ Schools

Regsponsibllity Authority 23456789 10 Total

1. Hiring Minor x| | | x 20%

teachers Cooperative x| % x|l 30%
R . Ma jor pxl o Ixl xlx|Ix 50

2. Hiring other Minor x| x| |x] | 1x 40
< personnel Cooperative | |x| |x| |x|x| |x|x| 60%

. . - Major ; -

3. Preparation Minor x 10%
- of budget Cooperative x| x| 20%
Lo Ma jor lxlxlxl lxlx|x|x 70%

I, Making. Minor X ' ~ 10%
. purchases Cooperative x| || 20%

B Major X xlx|Z|x x| |x T0%
B, Interpreting Minor T
. achool to Cooperative |x |x x x| |x| 50%
publie Ma jor xix| |x|x| |x 50%
6, Extrae . Minor -
curricular Cooperative | |x|x 20%
activities Mafor x| x' xix|x/x|x /x| 80%
TABLE VIII

A}GﬁMPﬁRI%@N oF TH» SUPERINTENDENTS® AND THE BOARDSY
o VIEWPQINTS AS TO WHAT THEY THINK ARE IDEAL
ADMINISMRRTIVE ?RﬁCTIﬁﬁﬁ

Responsibility  Authority Suparintenﬁenta Boards
1. Hiring _ Minor 20%
teachers Cooperative 304 30%
o . _Me jor 70% 50%
2. Eiring other Minor “LO%
personnel Cooperative. . 607 60%
| o Mador _4o%
3. Preparavion  Minor. 10%
of vudget Qooperative 20%
L Ma jor | 100% 70%
. Making Minor R ’ 10%
- purchases Cooperative 20%
o _Major _100% _ 10%
B, Interpreting  Minor , |
- school to Cooperative 10% 50%
publie Ma jor 90% S0%
6., Extra~ Minor
curricular Cooperative 30% 20%
activities Major f 70% 80%
E11 six Minor 13.3%
responsibilitiescoaperative 21.7% 33.3%
MB-JQ!’ ?8&3% 5303
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felt was ideal, The superintenéents thousht that, =zs
chief execuntive, they should have centrol of most of the
six arces studied. However, boards felt that contrel by
the superintendents should be limited in many cases.

The teachors interviewed in this study were ssked
to atate some of the ways thelt adminlstration of schoecls
could be improved. Their answers as vecorded in Teble IX

TABLE I¥

ADMINISTRATIVE AREAS IN NREED OF IWPROVEMENT AS
GIVEH BY TJENTY TEACHERS Iv TihL TeEN SCEQGLS

Duties and Responsibilities . Freguency
i. Hirins teachers 1

2. Hiring other personnsl

3. Determining salaries 7
L. Personnel pelicies 20
5. Promoticna, retentions snd 1
discharge

6., ivupareticn of budget

7. Making puarchases 6
&, Usinz school fecllities

a. qublic relations - 10

10, Attescks asgeinst the schoeol
11. Irate parenis

12, Oraduation reguirements

13. Rules of conduct 1
1L, Curriculum 20
15. Extra-curricular activities 3

16, Evaluetion of program
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were varied but most of them,were related to the sixteen
areas as studied previously, This teble shows thet
teachers believe that unsatisf&ctcry conditions exist
particularly iﬁ the constructicn of the curriculum and

- the formulation of personnel policles.,

In addition o the materizls concerning the practices
in the ten schools, other vertinent data were gathered,
Sch@élhear& members were ssked in what arees sunerintendents
weré the weakest. ‘Fpar said that they had known super-
intendents who were poor busimeés managers cnd the same
number thought that public relatiéns wes a failing point.
Poor discipline was cited by three. Varicus other reascns
were given but only one more need be mentioned here. One
board member seild that g superintendent failed toc contact
the board of education on various matters. Many factors
determined the selection of & new superintendsnt of
schocls.: Past record was given by seven, qualifiéationa
by four, versonality by three, eXperience end good
discipline by two, and av&ila%ility and ability to get
along with'ﬁeachera by cne each,

Most of the board members seemed to be at a loss
when esked how Colleges and Universities were failing
in traininr administrators though a few mentioned
financial matters, One baard.member, bowever, seild very
emphatically, "They ere training the superintendents to
run the schools and that is bad." The superintendents
on the other hand felt that more public relat;ong work

should be given and theory should be replaced by practice.
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Table X shows the number of superintendents
employed in the ten schools in the past ten yeara,

Obvicusly, too msny schools have had too many changes

TABLE X
TENURE OF ROARD AEQ,SHP@%ZNT@RD@%?S IN THE PAST TEN YEARS
' ~ Nunmber _ Tenure of Changes
Sehools of = Present in
SBuperintendents Superintendent Bosrd
1 5 1 Few
2 7 1 Few
3 3 5 Frequent
A 1 10 Moderate
5 ok i Prequent
6 -3 6 Few
7 2 9 Moderate
8 7 1 Few
9 2 3 Fraquent
0 5 1 Few

I~

for tﬁe‘beét educea tional resulta. School 4 seemed to
run true to form, indicating that the schoel system
seemed to be well in hand as previous evidence shows,
Tenure of the present gupérinﬁendents rung all the way
from one to ten years but none have stayed over that,
Alsoc shown in Table X is the turnover in board
membership, Whether the tenure of school superintendents
and board members is directly felated to the problem is
a matter of debate and . the fgcta'shmwn here are inconclusive.
Neverthaleés, the schools with longest teumure of sﬁperinw
tendents show maderaté changes in the board. Perhaps
that 1s & good situetion. WNothing of any special
aignificénce 1s done in procuring new beoard members in
any sChﬁeiﬁ The greatest ﬁumber {over 50%) of the board

members were businessmen, dentists, docters, poestmasters,
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and the like._ About 30% were farmers. The agroup also
ineluded six housewives.

ﬁaah,superintenﬂénﬁ was ssked how he spent his
workinzg hours at school, ZFEach spent‘ths greatest amount
of tims ﬁéachimg‘ @he‘time renged from 304 in Schoel 7
to 75% in Sahoaia 1, 5, and 9. There is a great variatieﬁ
due partly to the différent sizes of schools. All
superintendents agreed that they would like more time for
éertain phases of school sdministration, Six wculd like
to have mgfe time for supervision, five for guldance,
four for public ral&t;ons, and four cother reasons were
given.

Until recently no effort had been made to outline
schoolboard pelicles, Fressure_frcm the State Department
of Education has awakened the ten schéols to the import-
ance of constructing such policles and consequently
eight out of ten schools were werking on them while two
had completed theirs., All superintendents generally
attend all board meetings except in a few cases., This
probebly depends on whether the superintendent 1s to be
‘reeleéted or whether he has the full faver of the board
of education. The superintendent usually plens only

a part of the board meeting.



CHAPTER IV

SUMMARY AND CONCLUSIORS

Summérz

This study points ocut that superintendents would
1ike to have more suthority in the menagement of the
schools, Boards of Education are reluctant to give
administrative control to superintendents., The teachers,
too, feel that there 1s a need, for improvement of -
‘gdministrative staﬁdards and practices., The follewing
generaiizations indicete that the standards and practices
in the schools studled conflict with educational advances
nent.

‘1. There 1s & great vari&hioaAin_the superintendents’
authority in discharging respcnsibilitiss In the ten
schools.,

2. The superintendents belleve that they have
somewhat more avthority then the boards of education
have given them., .

3. The superintendents would like to &ave nore
authorlity and contrel in adminlstrative matters,f

. The boards of education think that superintendents
should have more authorlity than they actually have but
not a&s mach &s the superintendents went.

5. The teaschers believe thaet administrative
practices could be lmproved,

6, The average tenure of the superintendents in



the ten schocls interviewed was 3.9 feor the past ten
years.

7. The majority of the superintendents spend helf
or more of thelir time in clasﬁrénm teaching.

8. Schoolboard policies are beling adopted in all
the ten scbools interviewed; None of them had written
pelicles previous to this year.
| 9. S8Superintendsnts generally attend ail of the
board meetings;

Conclusions

| XR<Y18W’OY the facﬁs pregented in thia study, it
is safe to conclude that misunderstandlings exlist in all
six phomes af the problem, Phis results in corfusion
for the superintendent as the head of the school,. If
there is confusion in the mind of the superintendent
then, it f&llowa, thaﬁ there rmst be confusicon in the
schicol as a whole., Consequently, l. & newly eppointed
superintendent should know what hig position will be in
regard to these problama.an& 2, the way Iin which these
six problems are solved would help us to evaluate
. school systems, Furﬁharmora,'aé&itiaﬁal stgdies in
establishing good standards and practices in the small

gchools are advisable.
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INTERVIEYW GUIDE FOR OMAPA UNIVERSITY PROJECT

Used in interviews of superintendents and borrd members

Psraonnel

1. In the selection of teachers {(interviewing and hiring)

3.

a. What are the dutles of the supérintendent at present?

b, What should the duties of the’ superintandent be in
an 1&@&1 qituationﬁ

¢, What are the duties of the members of the board
T of eduecsntion?

d. What should be the dutlee of the board members in
an ideal situstion?

In the seleetion of non~teaching personnel (inter-
viewing and hiring)
a2, What ere the duties of the superintendént at present?

b. What should the duties of the superintendent be in
an ideal situation?

¢c. What are the dutles ef the members of the beoard
of education?

d. What shéuld'bé the duties of the board members
in an ideal situsetion?

In preparing a salary schedule, or determining
salaried: for the coming year: .
2. To what extent do the teachers have s volce?

b. What 1Is the supserintendent's responsibility?
¢. What 1s the boardis responsibility?

d, What difficulties arise with this problem of
salaries, ete.?
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Interview (uide continued,

L. A, Who makes the decisions in resgerd to personnel

g‘

T

B

pollicies sueh as sick lesave, arrengements for
gecuring substitute teachers, and the fizing of
working hours for the staff?

ﬁhat.miaunﬁerstanéings; 1f eny, exist as to the

proper respensivilities of beoard and superintendent
in these matters?

With respect to the evaluation of teaching skill,
espacially in. relation to promotion, retenticn, and
discherge!

A

B

How are judéments reached? Who participates and
whet methods eare used?

Have you encountered sny difficultles which may
be attributed to the methods used? ,
FIRANCE

the preparation of the budget?
What are the duties of the superintendent at

. preaent?

C.

D.

" What shaul& the ﬁut&ﬁ& of the suparintenﬂent be

in an 1deal situatimn?

What are the duties of the members of tha Board of
Yducation?

What should be the duties of the Board members in

_an 1desl “ituation9

In
A

B.

C.

the pnrehasa of supplies and equipment:
Nh&t are the duties of the «up&rintanaent &t presenh?

What should the dutles of the superintendent be in
an ideal sltuation?

What ave the duties of the members of the Board of

Eduesition?
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Interview Gulde continued.

I} J

8. In

What should be the dutics of the ﬁcard members in
an ldeal situstion?

rermitting the use of bullding and sch@cl facilities

. for publiec gatherings:

7 N
o
Co

9. In

Does the board heve an established policy or doss
it decide each request on the basis of merit?

Are the aprangements for using facilities made
with the¢ supérintendent or the bosard?

What problems have arisen over the use of builldings
or facilities?

the interpretatign of the sehool to the general

publiec:

B

b,

d.

10. In

- B

.b’

11; A .

What are the dutles of the superintendent at present?

What should the dutles c¢f the superintendent be in
en ideal situation?

, What are the dutles at present of board members

in this area?r

What ghould bs the dutles of thse boerd membsrs in
an iﬁeal situatlion?

caée of an attack azéinst the school system frem
the community:

What would be the responsibllity of the superintendent?

‘What would be the ra&pansibility of the baar&

member3?

In case an irate parent approaches & boerd member.
&, What does the board member ususlly do?

b, In your c@iniuﬁ,twhat should ‘he deo?



3L

Interview Guide continued,

B.

12. A,

13.

B

c.

Be

C.

e A,

15,

In

8.

b.

Cs

In case a patron demsnding a specisl favor

"approaches a member of the board?

PUPILS

What part doeg the bcard play in determining
policies governing the schocl entrance sasge,
graduaﬁian reguirements, ete.

What is the superintendent's role in determining
such policies?

Are these srrangements satlsfactory?
, Who establishes rules of conduct?

Who enforces these rulea?

If unfaverable community action develops, who
accepts the responsibility for the policles in
force?

CURRICULUM AND SGPERVISION

What 1s the board's rolée in aatermining what shall
be Ancluded in the currlieulum? ~

What is the superintendentts role?

To what extent do teachera have =z vnice in
curriculuw construction?

the control of extra-currlicular activities:
What are the duties of the superintendent at present?

What should the duties of the supervintendent be in
an ldeal situation? .

Whet are the duties at present of bvoard members in

thilg area?
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Intevrview Culde contiﬁﬁed¢

16.

17.

18,
19.

20,

1.
2.
3.

4o

d. ﬁhat should be. the dutles of hoard membders in an
ideal sttuation?

In svaluating the total school program:

8, To what extent are puplls, teachers, and patrons
asked to consider the effectiveness of the schiool
program? :

b. How much does the bearé rely upcn the suparinten&enﬁ
~ to Jjudge the qualily of the school work?

c. To what extent does the bosrd base 1£s Judgments
upen school visitations? ‘

d. To what extent do bosrd members control the school
program by making suggesticns to teachers, janitors,
ﬁtaw H

Amcng the superintendents you have known, what seems
to be the ares or aresas in which they are the
weakest? " {board only)

'If you had edditicnal time, in what sreas would yﬁu
do more work? (supt. only)

Whet determines the selection of a new guperintendent
of schools?

In what respects are colleges failing to train school
&dministratﬁrs well?
Vital Statistics Goncénning'Sehbol System

How many superintenderites of schools has this school
gystem had in the past ten years?

How many principals 6f'the=high school has this system
had in the past ten ysars?

What has been the turn-over in school board membership
in the past ten years?

How long have you been in your present position?
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Interview Guide continued.

5

6,

T

As & superintendent, how do you divide your time
during the year as far as percentage 1s concernedr
Personnel problems
Mpancial problems
BEullding and repalr problems
Supervision of teaching
Working with the curriculum
Clerical work (lettevrs, ete.)
Purchasing {interviewinsg salesmen, etc,)
Working with commanity groups
Other activities

Whet methods are used by the community to assure ﬁbe
selection of zood school board members?

Schoolboerd membera are from what trade or occupation
group?

Is there 8 record of policies determined by the board
which is avallable to teachers and the general publie?

To whet extent deoses the supepintan&enﬁ atten& baard
meetinga?

Does he plan the program for the board meetings?

INTHRVIEW GUIDE FOR HIGH SCHOOL PRINCIPALS, HIGH SCHOOL

TEACHERS, ELEMENTARY PRINCIPAL, AND BLEVMENTARY TEACHERS

1.

From your experilence as a teacher what do you consider
some of the ways in which administretion. of schools
could be improved?

(Provide a 1ist of sreas which is to be used only when
the tescher hes difficulty in responding.)

1, Curriculum

2, Public reletions

3. Working hours for staff

L, Passing on information

5. Getting supplies
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