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Jack Robert Rombouts in Abstract

This study concerned itself with an investigation of
the role of committee organization in democratic school
administration. An attempt was made to discover whether
teachers endorsed, opposed or were indifferent to the use
of the committee technigue as a functional means for securing
staff participation in administration. liore specifically,
the study tried to ascertain whether there was any relation-
ship between a positive or a negative attitude toward group
process in administration and certain variables of the
personal and professional characteristics of teachers.,

Taroughout, the study rested on the btasic assumption
that the school cannot be expected to transmit democracy
unless its own structure and orocess reflect it. Inherent in
this premise is the noticn that staff particivation in
policy formation and decision making is desirable, even
necesszary, in the operation of thne school.

The major hypothesis was stated as: Teachers do not
feel that the committee technique is beirng judiciocusly used
in school eadministration ard, therefore, it is not performing
the functions that it coula re performing in democratic

administration.
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In all, 657 classroom teachers from twenty-three
kigh school districts in the Upper Peninsula of Ilichigan
took part in a questionnaire study in an attempt to deter-
mine teachers attitudes toward the role of committee
organization in school administration. As rart of the
agreement to secure their cooperation in the survey
participating school systems were sent a tabulation and
analysis of local results.

In addition to the original research, a thorough
review of the literature was made to gain added information
from related surveys on the subject of group process in
administration. A statement of principles relative to
comnittee structure and process was also developed from the
data secured from the survey findings and the library research.

The study showed that teachers feel very definitely that
they have a right to a voice in matters related to the
educational program and to their professional welfare.
Further, they strongly endorse the committee technique as a
means for securing this type of participation in administra-
tion. Nost teachers, however, are not satisfied with the
level or degree of staff varticipation found in school
administration today. In support of this, the big majority
of teachers indicated that they felt there could be no

effective starlf participation in policy formation and decision
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.making without the existence of a local teachers' organiza-
tion in the school system.

Another major finding of the study was: Teachers are
willing to serve on committees if invited to do so and they
indicated quite emphatically that all teachers should perform,
at one time or another, committee tasks for which they have
skill and knowledge.

The study also showed that the administrator is likely
to find a relationship between a positive or a negative atti-
tude toward the committee technique and certain personal and
professional characteristics of teachers. Some of the more
important findings which the study su:sgests in this respect
are as follows:

1. MNen teachers want more responsibility in the admin-
istration of schools than do women teachers.

2. Non-local teachers have a more positive attitude
toward the use of the committee technique in school
administration than do local teachers.

3. Secondary-school teachers wish to be involved in
policy formation and decision making to a greater
extent than do elementary school teachers.

4, A direct relationship exists between length of exper-
ience in teaching and a negative attitude toward the
use of the committee technique in administration.

5. Teachers with a background of training in adminis-
tration and/or guidance show a greater acceptance
of the use of the committee technique tnan those
who have taken additional work in their subject
specialty and those who have not pursued further
training since being employed in the public schools.,
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The concluding chapter suggests some implications for
administration and for graduate programs in educational ad-
ministration., Productive research regarding the use of
group process in adninistration might be conducted with a
view to spelling out principles relative to administrative
relationships with committees composed of teachers. Another
question that warrants furtner investigation is: How can
conmittee processes be guided to give teachers satisfying
experiences in the work of the school?

The committee technique will beAfavorably accepted by
teachers to the extent that sound principles of organization

and group process are employed by school administrators.



THE ROLE OF THE COMMITTEE TECHNIQUE IN SCHOOL
ADMINISTRATION AS EXPRESSED BY TEACHERS
IN 25 HIGH SCHOOL DISTRICTS OF
THE UPPER PENINSULA

by
Jack Robert Rombouts

A THESIS

Submitted to the School for Advanced Graduate Studies of
Michigan State University of Agriculture and
Applied Science in partial fulfillment of
the requirements for the degree of

DOCTOR OF EDUCATION

Department of Administrative and Educational Services

1959



ACKNOWLEDGMENTS

There are a number of persons to whom the wrlter was
indebted in the pursuance of his graduate studles at
Michigan State Universlity. As a student, graduate assistant
and part-time instructor in the College of Education, the
writer has enjoyed many pleasant growth experiences,

In working toward an advanced graduate degree, the
writer was especlally grateful to two persons. For his
patience, guidance and thorough criticisms throughout the
study, the writer owes a special debt of gratitude to his
major advisor, Dr, William H., Roe., Without his encouragement
‘and assistance, the study could not have been completed. To
my wife, Joanne, for her indulgence and understanding, as
well as her help in typing and tabulating, I am equally
grateful.,

Others have provided help and inspiration along the
way. In this respect Dr. Carl H. Gross and Dr, Clyde M.
Campbell deserve speclal mention. They not only gave
unselfishly of their time In conferences and in perusing the
thesis but showed a genuine interest in the writer's progress
throughout his program of graduate studies. This is deeply

appreciated.



111

A special vote of thanks is due Dr, Orden C. Smucker,
cognate advisor, Dr., Smucker gave unstintingly of his time
during the construction of the writer's questionnalre. He
seemed to be "on call" to assist the writer in this phase
of the study. Hls generosity of time and soclological insights
alded immeasursably in the preparation of the survey instrument.

The writer is grateful, too, to Dr. Harry W. Sundwall
for his constructive critlclsms in an early guidance com-
mittee meeting and in a later personal conference.

Dr. Floyd W. Reeves and Dr. Wilbur B, Brookover also
provided special counsel on several occasions and the writer

would like to include them among those who deserve thanks,



TABLE OF CONTENTS

CHAPTER
I. DISCUSSION AND STATEMENT OF THE PROBLEM s.cs.

Introduction @0 ee00c0c0000 0000000000000 0 00
Noed ror the Study 0 0 6000000000000 00 00000
Statement of the Problem cccececcececccccccce
Scope and Purpose of the Study cecceccccecse
Tentative Hypotheses and Assumptions
Undorlying Them ceecccceccccocccsccccsccce
Procedural Steps and Methods ecececcccecccccce
Definition of Terms ececececcecccccccccsccsee
Limitations of the Study ececccccccccesccsce

IT1. A REVIEW OF PERTINENT LITERATURE ¢ccecccoccce

Introduction ccecececcccccccccccccccccsccce
Survey of Literature and Related
Information cececcececcccsccccccccccccne
Periodicals ccececcecccccscccccccccccccce
TeXtbOOKS ccceccccccccsccccscoccccccccccsne
Evolution of Teacher Participation in
‘dmini'tratlon G000 0000000000000 OOOGNOSOISIGS
Piloneer Thinking .ecceccccccccececccccce
Historical Development cccecccecosccccce
Pertinent Research Studies cecececesces
The Committee Technique in School
Administration ccceceecccccccccsccccccccsne
Definition of Committee .ecccececccccces
E‘rly Beginnings ececcececcccccceccccecee
Use of Committees in School Adminis-
tration TOday 0000000000000 0000c0o00
Committee Structure and Process eesececee
Bibliographical Sources Clted ccececccccee

summ.ry 000000000000 0000000000000000000000

III. METHODOLOG’Y .0.0.0;0..........0...0..0.....0.

Introductlion ceccecccccccccccccccccccccccce
Origlnal Research in the Study ececcscocece
Selecting the Universe for the Study ..

Page

(o p« VS N



LY
. -
- e
. o
- .

. .
« .
..
. o
- e
-

. .
B
Y
- .

.

LY



CHAPTER Page
Schools Participating in the Study ....
Instrument Used in the Study eecececceces L6
Rationale for Universe Selected for
the Study 0000000000000 000000000000 u9
Other Research in the Study ececcecccccces 51
Unusual Incidents in the Study eeecececcecee 51
Development of the Questionnalire cececececes 52
Plan for Analy818 Of Datl ceceecccccccccne 53

Iv. ADVANTAGES AND LIMITATIONS OF THE COMMITTEE
TECHNIQUE IN ADMINISTRATION AS SEEN BY

EXPERTS 000000000 0QC 000 Q0O 000 00O OSOOSNPOINONPOOIOSIOINLPS 55
Introduction cececcccccccccccccccccccccccee 55
Advantages of the Committee Technique in
Administration 00 e000000000000000000000 57
Improved Communication seeececececcccccee 57
Cooperative Decisions Last Longer ..... 58
Coordination cceeccscecccccccsccccccanse 59
Stimulates Professional Growth of
St‘rr ® 0000000000000 0000000000000 090 0 60
Encourages Critical Thinking ccececcece 61
Adminlistretors Think WITH, Not For,
Teachers 0 0000 0000000000000 000000 61
Limitations of the Committee Technique 1in
Adminlstration cecececcecccoccccccccccccsce 63
Decentralizes Responsibllity ececececeee 63
Control by Administration sceceeccceccsse 6&
Legll Limitations eee0ececesccccscsccccn e 65
Psychological Limitations cececccccccee 66
Other Limitations ccececccccccccccccccccs 67
SUMMArY cececceccccccccsscccccscosccccosccnce 68

V. TEACHER PARTICIPATION IN ADMINISTRATION AND
THE USE OF THE COMMITTEE TECHNIQUE FOR

ACHIEVING IT G0 0000000000000 00600O0OGOGCNOSGIOSIOSEOSINOSGNOIOS 70
INntroduction ecececescccccccccsccscccssccccscsne 70
Utilizing Teaehers 1in School Adminis-
tratlion cececcccccccccccccoscscccccccccce 70
Committee Selection and Appointment ceecees 73
Qualified Individuals cececcccccsccccce 75
Interested Individugls cecececcccccccces 75
Efrocth‘ Commi ttee Functloning e0eeccccce 77
Purpose' Clearly Stated e000c0ocevscccoe 77
The Commlittees In Actlon eseececcccccccsce 79

Time and Place of Meeting 0000000000000 80






vi

CHAPTER Page
Role or the Chaiman ® 0000000000000 0000 82
Report of the Committee ecccccceccccecee eu
Administrative Relationships with
Conmmitte®8 ceeecccccccccccscccccscccsces 85
SUNMMATY ececcccccccssccccscsoscsccsscscscnccs 87
VI. THE WISE USE OF YHE COMMITTEE TECHNIQUE IN
SCHOOL ADMINISTRATION ececcccesceccccscccs 88
Introduction 00 00 00 00 6000000000000 00000 000 88
When To Use Committees cecceccceccoccccceccce 89
When Not To Use Committees cecceccccccocceces 93
Steps in Creating Committee Organization . Sy
Standing Committees ceecocecsccccocccnce 9h
SPQCial Committees cecececcecocccccccee 9u
Abuses of the Committee Technlque eeeesees 95
Administrative Relationships with Local
Teachers Organizations eececececcccccccee 98
Summary ©0000000000000000600000000000c000000 101

VII. RESULTS OF QUESTIONNAIRE STUDY ON THE USE OF
THE COMMITTEE TECHNIQUE IN SCHOOL
ADMINISmA’I‘ION ©O 0 0000000000000 000008000000 102

Introduction eccecceccococccccccccccoccccccsce 102
Valldation of Hypotheses cccececccccccocee 103
Major Hypothesis e000eccccscccccsvccoce 103
Minor Hypotheses ee0eevs0csc0cececccssvocee 105
Other Results From Questionnaire Study ... 11y
Differences In Attitudes Toward Committees
Based on Certain Personal and Profes-

sional Characteristics of Teachers .... 121
Sex DIifferences ccecccceccccccccccccccccccos 121
Res1dence ceecccccccccccccccccccccccccne 123

Teaching Assignment sccececccocccaccccss 12,
Length of Experience 60sccc0cccvccsccce 127
Extent of Community Participation e.... 128
Extent of Past Committee Experlence ... 129
Tpr of Additional Training ee0ccsccsee 131

VIII. A SUMMARY OF FINDINGS AND IMPLICATIONS FOK
EDUCATIONMJ IEADERS 0000000000000 00 000000 13u

Introductlion ececececccoccccccccosccccccncce 13
Conclusions Gained from the Study ecececeee 13
General Conclusions seceececececccccscee 135






<
[@R
=

CHAPTER regze
Srecific Stzteaments of Conclusions o . o 136

Statenent of Limitations in Con-
ClL\quHo o o . . o e o o o o e e o e . 137
Develoruent of Fiincirles o+ o o o o o o o o & 13¢
Geﬂ“ral P"‘inC.'Lana e o e . ° e o e o e o o 138
Specific fr1n01pleo. « o o s e o e o o 140
Imol:cgtlons for Lducaticnal Le“”ers e o o o 142
Inplications for Aduinistration .+ « & o 142
Implications for Graduate Programs o o o o 1.6
Suz r“ctlﬁﬂs For Further lLesearch . . o o 47
alainictrative kelationships with uomhlutee= 148
bffective Committee runctioning . « « - 149
BICLICCZRAFIY & o o o o o o o o o o o o o o o o o o o o 150

‘:LPI'E-\TDI}: @ © o e e & 0 0o e e e 8 e © 0 6 e ©o e e o o o 158



TABLE
I.

ITI.
ITTI.

XI.

XII.

XIII.

XIv.

LIST OF TABLES

Number of Articles, Helated to the Subject
of the Use of the Committee Technique .
in School Administration, Appearing in
Nine Educational Periodicals of National
Circulation for the Period 1927-58 cececocee

Teacher Particlpation In Administration .....

Staff Morale and Teacher Participation in
Administration cececcceccccccocccosccccccccs

Role of Local Teachers' Organlization .cececeee
Effective Committee Organization eceecececececes
Teachers' Willingness to Serve on Committees.
ClericalvAssistance for Committees ..;.......

Endorsement of the Committee Technique by

TOaChQrﬂ 0 000000008000 0000000000000 0900000
Committee Selectlion and Appointment cececccee

Administrative Helationships and Committee

Purpose 00 0 0000000000000 0°000000 00090000000

Committee Work and Teachers' Sense of
Achlevement .ccececevccecccccccccccccsccccccsnse

Men and Women Teachers' Opinions Regarding
Staff Participation in Administration ....

Willingness of Men and Women Teachers to
Serve on Committees 0000000000000 000000000

Attitudes of Local and Non-Local Teachers
Toward Staff Particim tion in Adminis-

tration ceecccccccocccorccccrcccccsccccsnce

Page

21
104

106
108
110
112
113

115
117

119

120

122

124

125






TABLE

XVI.

XVII.

XVIII.

XIX.

Elementary and Secondary Teachers' Opinlons
Regarding Group Process in Administration.

Length of Experlence and Teacher Attitudes
TOW‘rd COUm’littees ® 90 000000000000 OSOOGONOGOEOSGSOIIOIO

Extent of Community Participation and
Teacher Attitudes Toward Committee Work ..

Teacher Attlitudes Regarding Committee
Selection and Appolntment EEEXEEEREEFXRERRY]

Advanced Training and Teacher Attitudes
Toward Administrative Relationships
With Committees ceececcccsccccsccccsccccnce

ix

Page

126

127

129

131

133






LIST OF FIGURES
FIGURE

1. Graphic Representation of Frequency of
Articles, Appearing in Educational
Periodicals of National Circulation,
Related to the Subject of the Use
of the Committee Technique in
School Administration for the Period

1927’58 0000000000000 0000000000006000000000

2. School Districts in Michigan's Upper
Peninsula Participating in Questionnaire

stU.dy ©000000000060000000000000000000000000

Page

22

L7



a o o 0o o



CHAPTER I
DISCUSSION AND STATEMENT OF THE PROBLEM
INTRODUCTION

School administrators are faced today with increasing
demands for improving both the quality and quantity of
education. The problems accompanying these demands will
require the administrator to fully utilize the talents of
his staff if solutions are to be found for these new problems
as well as for existing problems centering around increased
enrollments and inadequate finances.

A trend in school admlnlqtration has been to invite
teacher participation in solving problems, making decisions
and formulating policies. The use of the coomittee technique
has been one of the favorite devices employed by administrators
in recent years for getting staff involvement in these matters.
In many cases, when passing problems on to the starff ror
study, conmittee structure has been created without employing
any principles of group process. In other cases, eslaborate
procedures of group dynamics have been followed to the point
of making a fetish of committee work.

The absence of sound principles of organization can be

discovered 1in many schools today. In many school systems






democratic structure has been provided for in the organiza-
tional chart but, actually, the task of organizing the
efforts of the staff has not been accomplished. The use of
coomittee structure has been much abused in this respect.

Somehow many administrators seem to think that the
answers to their problems lie in turning them over to com-
mittees for solution. Thus, we see an increasing number of
committees being created within the formal structure of the
school organization. Unfortunately, too, some school
executives see the ilmprovement of administrative-personnel
relations as an end of the committee technique when, in even
the wisest use of committees, it is only a by-product.

It is unfortunate that the indiscriminate use of the
coomittee technique has resulted in its being viewed with
increasing skepticism as a functional administrative device.
However, administrators should not bear the full blame for
past abuses of the committee technique. In the fleld of educa-
tion today the cultural complex is such that it seems to be
an inalienable right that everyone be involved in the making
of any decision that might affect him. This might be velid
in matters related to salary negotiations and working conditions
but is not necessarily so in certain other professional con-
siderations. This notion has given impetus to the "Let's
Appoint a Committee™ movement in education. This leads to a

discussion in which reasons will be stated why there is a






need for a study regarding the role of committee organization

in school administration.
NEED FOR THE STUDY

From both a functional and a human relations point of
view it 1s the exceptional administrator who knows when to
invite teacher participation in the administration of schools.
This is not to say that, when inviting group participation,
the administrator is to abrogate his executive responsibilities
but rather that the staff is involved in policy formation
and decision making. Too, administrators must provide for a
wide base of staff participation 1f the school is to enjoy
any measure of success in determining, and consequently
attaining, 1its goals.

Much has been written regarding the falilure of
administrators to utilize the creative talents of teachers
in getting certain jobs done in the areas of public relations
and curriculum improvement. The literature then goes on to
suggest the use of committees as an effectlive means for
bringing about staff involvement in these and other phases of
the school's operations. Despite all the writing in educa-
tion suggesting its desirability there is 1little evidence to
show that teachers, those who would be most affected, actually
favor the presence of committees and other forms of staff

participation in the organlzational structure of the school.






What has happened is that school administrators have
taken principles of organization and group process from the
fields of sociology, social psychology, anthropology and
political science and applied them to schools. While many
of the principles taken from the behavioral sciences hold
true for school organization, no extensive studies have been
made which would confirm the assumption that these apply |
equally well to schools.

0f equal concern to the writer is the idea, held by
many administrators, that schools should adopt principles
from business and industry. A typical example of this sort
of imitation is found in an address given at a meeting of
the National Commission on Teacher Education and Professional
Standards in June, 1957. Referring to the development of
personnel policies, the speaker said, "In the consideration
of this subject, it is inevitable that we should borrow from
industry those skills and techniques which have been learned
in the world of business. The line of distinction 1s very
narrow and frequently differences are only in application,

1
not in the basic idea itself.™ There is danger in applying

— 1
®"personnel Policlies and Practices Which Stimulate And
Encourage Professional Growth"™; an address delivered by
T. Edward Rutter, Supt. of Schools, Arlington County, Virginia,
at The Washington (D.C.) Conference on June 28, 1957.
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principles from the business world if we accept an observation
made by Ernest O. Melby. He stated that as schools grew in
size and thelr problems became more complex, they assumed a
pattern similar to the prevailing industrial organization of
the time which, in turn, was patterned after principles of
the mllltary.z

The writer does not accept the notion that there is a
package of principles of human experience which can be applied
equally well to government, business, education and other
fields. An expert in the area of human relations supports
this contention when he stated that the fact has now been
established that current research in group decision does not
apply to the school sitnation.3

There 1s a need to survey classroom teachers in order
to ascertain what attitudes they hold regarding group process
in the administration of schools. It cannot be assumed that
the involvement principle of "he who shares, cares™ provides
the answer to getting staff participation in policy formation
and decision making. It may be found that, in some phases

of the school's operation, staff members may wish to be involved

Ernest O. Melby, "Building A Philosophy of Leadership,"
The School Executive, 56:17, September, 1936.

3Daniel E. Griffiths, Human Relations in School Adminis-
tration, New York: Appleton-Century Crofts Inc., 1956, p.







while in others they may prefer to have the duties delegated

to qualified individuals rather than to a committee of

teachers.

STATEMENT OF THE PROBLEM

Stated briefly, the writer posed himself a problem that

was two-fold in nature:

l. To discover whether teachers favor or do not
favor the use of the committee technique as a
medium for teacher participation in administra-
tion and whether a positive or a negative
relationship exists toward the use of the
committee technique in administration and the
following variables of the personal and profes-
sional background of teachers:

a.
b.
C.
d.
e.

t.
8.

Sex

Residence (local or non-local)

Number of years teaching experience
Extent of past committee experience

Type of additional training taken, 1if
any, since first being employed by the
public schools

Work assignment (elementary or secondary)
Extent of participation in community
activities

2. To show that the committee technique has great
possibilities as a functional administrative
device and to suggest principles of committee
organization that will enable the school executive
to more fully utilize the talents of his staff.

SCOPE AND PURPOSES OF THE STUDY

Through an exhaustive study of the subject, involving

both library and original research, it is planned to discover
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what classroom teachers conceive to be the role of committee
organization in the administration of public schools. Teachers
constitute the core of any school system and 1f they do not

see the value of having their talents utilized, via committee
process, there 1is little use in the administrator's employing
this teéhniquo. The several purposes of the studf are:

l. To dlscover whether there is discontent, con-
fusion or general endorsement in the minds of
teachers regarding the use of the committee
technique for involving teacher participation
in administration.

2. To discover the areas of policy formation and
decision making in which teachers feel they
should have a voice and those which they feel
are the primary responsibility of administration.

Other questions which the writer hopes to have answered
as a result of an analysis of research findings and his
original research follow:

a. Are teachers willing to serve on committees if
invited? If so, on what types of committeoa
do they appear most willing to serve?

b, Are committee efforts more productive when its
members volunteer to serve or when they are
appointed? What procedures do teachers feel
are desirable in the matter of committee
selection and appointment?

c. What factors make for more effective committee
functioning?

d. What type of working relationship should exist
between the administrator and committees
composed of teachers? Does committee purpose
make a difference?






e. Are teachers enthusiastic about committee
work or do they feel that committees are
wasteful substitutes for the work of
qualified individuals?

f. Do teachers feel a sense of achievement upon
completing an assignment as a member of a
commi ttee ?

g. Do teachers feel that the existence of a local

teachers' organization is necessary in order
to have effective staff participation in the
formulation of policies related to their
professional welfare?

Generalizations in the problem areas listed above and
their implications for admipistration will be made on the
bases of research findings and upon an analysls:of data
collected from the use of a questionnaire given classroom

teachers,
TENTATIVE HYPOTHESES AND ASSUMPTIONS UNDERLYING THEM

Before hypothesizing as to what an analysis of the data
might show regarding teachers! conception of the role of
committees in the administration of schools, it is well that
some underlying assumptions be stated first.

We must accept as a basic assumption that the primary
aim of the school is the improvement and perpetuation of the
democratic way of life. We must also assume that the school
cannot successfully achieve this end unless its own structure
and processes are democratic. Thus, we must assume that

democratic administration in the school is desirable,



At this point 1t should be mentioned that one cannot
assume that the existence of committee organization in the
formal structure assures democratic process in the school.

Nor can it be arbitrarily concluded that the more the teacher
participation in administration, the more democratic the
administration. Contrariwise, 1t is possible to have demo-
cratiec faculty involvement without committee structure;
however, only an administrator with great expertness in human
relations could achieve this. One authority cautions against
this type of teacher participation when he aays, "Teacher
participation in school management must reach a higher level
than performing certain duties for the principal.™

A&nother assumption that must be stated before theorizing
on the role of committee organization as seen through the
eyes of teachers 1is that on-going evaluation of the various
phases of the school program 1s desirable. Implicit in this
assumption 1s the idea that, from a functional point of view,
schools do not have the necessary staff speclalists to perform
the constant evaluatory activities that should be taking place.
Therefore, 1t becomes necessaiy to invite, according to their

special competencies, the cooperative assistance of teachers

Roy C. Woods, ™Teacher Participation in School Manage-
ment®, Education, 58:629, June, 1938.
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in studying the various and sundry matters related to the
aims and operation of the school.
Assuming then that the special talents of all the staff
need to be utilized if the school is to meet the needs of a
changing society and assuming, further, that judicious use of
the conmittee technique is a desirable method for involving
teachers we can then say that both functional and democratic
administration are being practiced when the assumptions listed
above are part of the modus operandi of a school system. It
1s from this point of view, in which efficiency and human
relations are seen as mutually supporting essentials In school
administration, that the writer submits the following major
hypothesis: Teachers do not feel that the committee technique
is being judiciously used in school administration, and there-
fore, it is not performing the functions that it could perform
in democratic administration. The following minor hypotheses
are also submitted:
1. Teachers feel quite strongly that they have a
right to a volce in the making of policles and
decisions which will affect them in their per-
sonal and professional life.
2. Teachers feel that staff morale is high in
school systems where there 1is teacher
participation in administration.
3. Teachers do not feel that they are utilized
in the administration of schools to the extent
that they should be.

4. Teachers feel there can be no effective
participation in the formulation of policies
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related to their professional welfare
without the existence of a local teachers!
organization in the school system,

5. Teachers feel that committee work 1s more
effective when persons volunteer to serve
rather than when they are appointed; 1t
matters little to them whether members
are chosen by colleagues or appointed by
the administration when the committee is to
study soms phase of the educational program;
on matters related to professional welfare,
they feel that committee members should be
chosen by colleagues rather than by recelving
appointment by the administration.

6. Teachers are willing to serve on committees
if they feel the work will result in an
improvement in the educational program.

7. Teachers feel that conmittees will be nothing
more than "rubber stamps™ if the administrator
maintains a close working relationship with them.

8. Teachers feel that a major deterrent to
effective committee functioning lies in the
lack of clerical assistance in connection
with the paper work and reporting respon-
sibilities of the cormittee.

The writer feels that the hypotheses listed above will

be validated after analyzing research findings on the subject
and examining the data from the questionnalires completed by

classroom teachers.
PROCEDURAL STEPS AND METHODS

Detalls for compiling research findings on the subject
will be provided in Chapter III; however, it might be well
at this time to describe briefly the survey instrument and
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how i1t was used in the study. This was in the nature of

an attitude and opinion survey using a 5-point range-of-
belief scale. The questionnaire contained twenty items of a
situational nature, all of which applied to principles of
committee organization. A copy appears in the appendix.

The questionnaires were completed by classroom teachers
only. Persons with administrative responsibility were not
invited to participate. Bullding principals of participating
school districts administered the questionnaire to teachers
at a regular or specilal faculty meeting. Written instructions
were provided the principals and they sent the questionnaires
directly back to the writer after they were completed by the
teachers. A written tabulation and analysis were later provided

each system participating in the survey.
DEFINITION OF TERMS

The following definitions will be used for purposes
of this study:

Teacher. A person whose primary responsibility is class-
room and/or laboratory type instruction. He or she is directly
responsible to the building principal. Teaching principals
and so-called “"special teachers™ were not included in the

survey because they are likely to have an administrative bilas.
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Committee. A group of persons, elither appointed by the
administration or chosen by colleagues, whose function can
be either fact-finding, policy-making, evaluative, executive
or coordinative, depending upon its assignment and the
authority vested in it.

Group process. A technlque whereby the administrator

invites staff members to participate in the planning, execu-
tive and appralsal functions in various phases of the total
operation of the schools for purposes of coordination of
effort and for giving all personnel a volce, in some way, in

policy formation and decision making.
LIMITATIONS OF THE STUDY

The chief limitation of the study lies in not being
able to include in the survey teachers from all of the high
school districts in the Upper Peninsula, this in spite of the
fact that all such districts were invited to participate.
Teachers included in the study were those whose superintendent
was agreeable to having them participate. This would tend to
make the results blased because an administrator probably would
not permit his staff to take part in a survey like thls unless
he were interested in furthering democratic process in the
school which he heads. If a superintendent has a positive
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attitude toward group process in administration, or is not
afraid to have his staff surveyed as to what they concelve

to be democratic practices, 1t is likely that the teachers

in his school will have a positive attitude in this respect.
Thus, another limitation presents 1tself. When teacher
participation in the study was dependent upon the administrator's
willingness to allow his staff to take part, it iIs quite pos-
sible that the results might be blased in févor of the use

of the committee technique and other forms of group process

in administration.



CHAPTER II
A REVIEW OF PERTINENT LITERATURE
INTRODUCTION

The literature today abounds with statements advoca-
ting teacher participation in administration. Whether the
approach suggests the use of study groups, committees or
other media of group process the underlying assumption is
basically the same -- the structure and process of adminis-
tration must reflect democracy if the school is to serve as
& primary agent in perpetuating the democratic way of 1life
in our soclety.

While administrators are constantly being urged, via
textbooks in administration and professional journals, to
invite staff participation in policy formation and decision
making a review of the literature shows that only a few
studles have actually been made regarding teacher participa-
tion in administration. Only one national study, two
regional and three state studies (one was a regional study
within a state) on the subject were discovered by the writer
in reviewing the literature. In these studies the investi-
gators were attempting to equate high or low staff morale in

relation to the amount of teacher participation in administra-
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tion. There is a qualitative aspect to teacher participa-

tion as well as quantitative, which these studies did not
attempt to measure. One authority polnts out that the amount

of teacher participation is not as important as the conditions
under which the staff is invited to participate and the adminis-
trative environment in which this participation takes place.1

For the reasons stated above it was felt that an
investigation of thls nature was needed in order to discover
if there was any change In attitudes regarding teacher partici-
pation in administration. The survey related specifically to
the use of the committee technique and, therefore, cannot be
considered a replication of any other investigation on the
subject.

The question probably comes to mind as to whether the
committee technique is the only way in which teachers can
participate in administration. There are other ways, however,
small-group process or some other form of committee structure
provides the most effective and democratic means for involving
staff participation in policy formation and decision making.
Alternate methods such as holding general meetings, polling

Francis G. Cornell, "when Should Teachers Share in
Making Administrative Decisions?™, Nations Schools, 53 43-45,
May, 1954. :
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teacher groups, sounding out certaln individuals, etc., do
not allow for the M"give and take™ of group discussion nor do
they provide safeguards for free expression.

Thus, it seems that the subjects of teacher participa-
tion in administration and the use of the committee technique
in administration are inexorably interrelated. They are
mutually supporting means to democratic administration which,
in turn, might be considered a greater means to the perpetua-
tion and improvement of democracy as a way of l1life.

Because, to the writer's way of thinking, they are so
interrelated it was difficult, even for purposes of analyslis,
to separate the subjects of (1) teacher participation in
administration and (2) group process in administration.
Historically, however, there 1s reference to the subject of
staff participation in administration without reference to
the use of the committee technique. Therefore, an attempt
will be made to (1) orient the reader to the earlier concepts
of teacher participation in administration as reviewed in the
literature and (2) trace the development of the committee
technique from 1ts early beginnings to 1ts present level of
sophistication.
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SURVEY OF LITERATURE AND RELATED INFORMATION

An exhaustive study of bibliographical sources was
conducted In an attempt to discover if any previous investiga-
tions, relative to the role of the committee technique in
administration, had been made. In canvassing the following
educational sources, there was no evidence that a questionnaire
study of this nature had ever been completed:

Education Index

Journal of Educational Research

Educational Research Bulletin

Harvard Educatlional Review

Research Bulletin of the National Education Ass'n.

Thesis Abstracts in the Michigan State University
Library

Inquiry was also made of the research divisions of the
Michigan Education Assoclation and the National Education
Association. Nothing on this subject had ever been undertaken
by the MEA. While the KNEA had no knowledge of any studies
relative to the role of committee organization in administra-

2
tion, they did provide information on a national study and a
3

regional study related to teacher participation in adminis-

2
National Education Association, "The Teacher Looks at
Personnel Administration®, Research Bulletin 2 23, December,

1945, 52 pp.

National Education Association, "Cooperation: Principles
and Practices™, Eleventh Yearbook, Department of Supervisors
and Directors of Instructlon, 1939, 2l pp.
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tration and one survey dealing with staff particlpation in
personnel-policy formation. Francis Chase conducted a
similar study on a national basis. The writer discovered,
too, that statewide studies had been made in Ohio and
Indiana7 on the subject of teacher participation in adminis-
tration but, again, found nothing regarding the use of
committees as a functional device for involving teachers in
the administration of schools. The plece of research which
came closest to resembling that in which the writer was
interested was an unpublished doctoral thesis utilizing a
questionnaire study involving fourteen southeastern Michigan
schools.8 This study, which included 410 respondents

(14 superintendents, 82 principals and 31l classroom teachers),
sought to determine the areas of policy formation in which
teachers should be invited to participate. However, like the

uNational Education Association, "Personnel Committees
Including Staff Members in Cities Over 30,000 Population®,
Circular Number 2, February 1950, 15 pp.

SFrancls S. Chase‘ "The Teacher and Policy-Making; How
Democratic Can You Get?™, Administrators'! Notebook, Mid-west
Administration Center, Universlity of Chlcago; Volume No. 1
May, 1952, No. 1, 4 pp.

6willlam We. Williams, ™Does the Staff Participate in
Policy Formation?®, Education Digest, 16:20, May, 1951.

7Ib1do’ Pe 22.

Otis M. Dickey, "The Professional Attitudes of Teach-
ers and Administrators Concerning Democratic Procedures in
Public School Administration™, Unpublished Doctor's Thesis,
Denver, Colorado: University of Denver, 1954, 307 ppe.
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aforementioned studies, it made no reference as to how
teachers might be involved in the planning and carrying-out
of sald policles.

Perlodicals. In a thorough perusal of educational

periodicals, it was found that, in the past three decades,
several hundred articles have appeared on the subject of
teacher participation and/or group process in administration.
In nine professional journals of mational circulation 200
different articles on the subject were discovered. Articles,
along the same theme, were found in other periodicals whose
circulation was confined, more or less, to groups of
speclalists or departments (i.e. elementary school principals,
school business managers, Phl Delta Kappans, etc.).

The survey, however, was confined to magazines with
general circulation in the profession. The number of articles
appearing in these periodicals of national eclirculation, for
the period 1927-58, 1s shown in Table I. The period 1927-58

was chosen becausé this is as far back as the Education Index

lists articles printed in education circles.

Of greater significance than the total number of articles
appearing in the literature on the subject, or than the
periodicals in which they might have been published, 1s the
time in history when the concept of teacher participation in

administration seems to have really taken hold.






TABLE I

NUMBER OF ARTICLES, RELATED TO THE SUBJECT OF
THE USE OF THE COMMITTEE TECHNIQUE IN SCHOOL

ADMINISTRATION, APPEARING IN NINE EDUCATIONAL
PERIODICALS OF NATIONAL CIRCULATION FOR THE

PERIOD 1927-58

21

Names of Periodical

Number of Articles

American School
Board Journal

-Clearing House
Education

Educational Administra-
tion & Supervision

Education Digest
Natlons Schools

National Education
Association Journal

School and Soclety
The School Executive
TOTAL

L3
20

s

1y
19
39

16
7

31
200
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The writer in Figure 1 below attempts to portray the

increase 1In the literature on the subject in recent years.
FIGURE 1

GRAPHIC REPRESENTATION OF FREQUENCY OF ARTICLES,

APPEARING IN EDUCATIONAL PERIODICALS OF NATIONAL

CIRCULATION, RELATED TO THE SUBJECT OF THE USE OF

THE COMMITTEE TECHNIQUE IN SCHOOL ADMINISTRATION
FOH THE PERIQOD 1927-58
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It 1s Interesting to note that the toplc received its
first noticeable increase in its currency of literature in
the late 1930's. In retrospect, this phenomenon could be
construed to be a sign of the times, colloqulally speaking,
This was the era of a new soclial philosophy. The egalitarian-
ism of the New Deal was reflected in the educational system
with the emergence of this new concept 1n administrative-
personnel relations in the public schools of America. It is
also interesting to note in this respect that in 1941, for
the first time, the Education Index included a category titled
"Democratic Practices™ under the general heading of ADMINISTRA-
TION.

Some of the proposals for involving teacher participa-
tion in administration assumed questionable proportions when
compared with present thinking on centering executive respon-
sibility in schools. In its extreme form, there were sugges-
tions that there should be co-principals or that the principalship
should be rotated among the staff; that the superintendent's
salary should be no more than that of the teachers; that
teachers should select thelr own administrative offlicers.

The latter suggestlion received support from one writer when
he said, "If the school were truly democratic from the teacher

standpoint the superintendent, the principals and others who
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hold executive capacity would be appointed by the teachers
themselves."

The latter suggestion represents an extreme for
involving teachers in administration and, while some studies
showed that teachers subscribed to this type of thinking, a
review of the literature revealed no instances where adminis-
trators were elected to their office by the teaching staff.
Nor was there unanimity among teachers during this period
that staff particlpation in policy formation and decision
making was highly desired. In an article titled "Teachers
Should Teach, not Play at Administration", one teacher quite
candidly states, ™There are no areas at present in which
unrestricted and genuine participation of teachers 1is wise.'lo

In summary of the arrival of the concept of teacher |
participation in administration an authority from the Mid-west
Administration Center supports the writer's contention that
the late 1930's saw the first real emergence of this idea in

11
school administration.

9M. L. Story, "Limits To Teacher Participation®,
Educational Administration & Supervision, 39:165, March, 19,3.

IOM. W. Tate, "Teachers Should Teach, not Play at
Administration®™, Nations Schools, 31:43, June, 1943.

11
C. E. Bidwell, "Administration and Teacher Satls-
faction™, Phi Delta Kappan, 37:2685-8, April, 1956.
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Textbooks. The writer undertook a close perusal of
all the textbooks in the Michigan State University Library
related to the administration of public schools. In addition
Dr. Floyd W. Reeves, who 1s considered an expert in the field
of organization, provided references in the fields of
soclology and political science which he felt would be helpful.
Upon examining the above sources, the index and table of
contents of each was checked under the following headings:
committees, use of; administration, teacher participation in;
policy formation; group process; decision making.

The writer has had an ablding interest in the subject
of the use of committees in administration and, thus, his
acqualntanceship with the literature did not begin with this
study. On two occasions during the past five years the writing
of term papers related to group process in administration was
undertaken by the writer. As a result, a file of over forty
textbook references has been accumulated in which various
authors treat this subject. Bulletins, pamphlets, monographs
and copies of speeches on the subject accounted for another
dozen sources. Yearbooks of the American Assoclation of
School Administrators and reports of proceedings at its
regional meetings were other sources which were found to be
helpful,

In the review of literature the writer seemed to be able

to classify the author's point of view into one of three
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basic categories. A few of these will be cited. The 1idea

that teachers should have a voice in all governmental
12
operat%ons of the school is the approach which Sears and
1
Woods take In treating the subject. However, most authori-

tles suggest that in certain areas of policy making and unﬁer
1
certain cgnditiona teaghers should be consulted. Miller,
1 1
Trecker, and Newman typify this school of thought. Some

express the oﬁinion that teachers are paid to teach and

should play little or no part in the administrative functions
17 18 19 20

of the school. Hunkins, Kirby, Palm and Hendrix

reflect this attitude.

12
Jesse B, Sears, The Nature of the Administrative
Process, New York: McGraw-Hil1l Book Company, lncorporated,
I;SU’ p. 290.

Lroy c. Woods, "Teacher Participation in School
Management®™, Education, 58:629, June, 1938.

1 Van Miller and Willard Spalding, The Public Adminis-
tration of American Schools, New York: World Book Company,

s PPe 5280-32.

lsﬂarleigh B. Trecker, Group Process in Administration,
New York: The Womens' Press, » P. 09.

16“1111am H. Newman, Administrative Action; The Technique
and Organizatlon of Management, New York: Prentice-Hall, I?B%,
P. 230.

17R. V. Hunkins, "Democratic School Administration: A
Misnomer or a Misconception?®™, Educational Administration and
Supervision, 25:,19-25, September, 19335.

18Byron C. Kirby, "Let's Appoint a Committee", Elementary
School Journal, 49:292-5, January, 1949. ,

19Rueben R. Palm, ™A Teacher's Argument for Democracy
in Administration®™, American School Board Journal, 100:21-2,
February, 1940.

205e rgchel Hendrix, "Decision Making? Who is Respon-
sible?®, The School Executive, 76:77, February, 1957.
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K review of literature on the subject of teacher
participation in administration will now be considered,
followed by a treatment of the use of the committee technique

as a means for achleving staff participation in administration.

EVOLUTION OF TEACHER PARTICIPATION IN ADMINISTRATION

Pioneer Thinking. Although it has been only in the

past two decades that the subject of teacher participation
in administration has recelved increased emphasis in the
literature, the seminalism of this 1dea goes back over fifty
years ago. Writing in the December, 1903, ELEMENTARY SCHOOL
TEACHER John Dewey made a plea for teachers to have a
representative voice in administration when he said, "What
does democracy mean save that the individual is to have a
share in determining the conditions and aims of his work."al
Twenty-seven years ago another schoolman ventured a thought
that must have served as a cutting edge in administrative
theory when he stated, "The day of the autocratic superintendent
has passed. The administrator today realizes that the class-

room teacher has, and should have, a definite place in policy

21

John Dewey, "Democracy for the Teacher®™, Progressive
Bducation, 8:217, March, 1931.







28

22
making." Several years later, in 1939, another administrator

pointed out that improved standards of teacher preparation
had made teachers capable of alding In the formulation of
school policies and in decision making.23 Many of the early
writers, when advocating the participation of teachers in
administration, made the point brought out recently by Moore
and Walters who maintaln that staff morale develops
proportionately to the part that the group exercises in its

own regulation and policy determination.

Historical development. In tracing the development of

teacher participation in administration one cannot help but
notice the divergence of opinion as to (1) the degree to

which teachers should be involved, (2) the matters in which
they should be involved, and (3) whether their voice should

be confined to policy formation or should also include decision
making. The literature shows that there are degrees of par-
ticipation, ranging from complete responsibility to no
participation. Matzen and Knapp point out, however, that

zzw. W. Carpenter, "Participation of Teachers in the
Determination of School Policies™, Peabody Journal of
Education, 9:234, January, 1932.
« D. Ashfal, "Superintendent's Advisory Committee",
The School Executive, 59:3l, November, 1939.

2Eﬁarold E. Moore and Newell B. Walters, Personnel
Administration in Education, New York: Harper and Brothers,
Publishers, 1955, P. 35.
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most of the functions delegated to teachers fall between
these two extremae.z5

Upon analyzing what the lliterature relates regarding
the early beginnings and growth of the concept of teacher
participation in administration, the writer would llke to
summarize 1ts general development in order of the sequence
listed below:

No teacher participation in adanistration

Department heads and principals serve on superinten-
dent's advisory council

Teachers given volce in classroom practices and
sub ject-matter functions

"Suggestion boxes™ come into vogue

Teachers invited to help determine educational
philosophy, aims and methods

Teachers invited to assist in determining all policy
matters except those related to salaries and personnel

Teachers. involved in all phases of the operation of

the school including salary negotiations and person-

nel-policy formation

It 1s recognized, of course, that only a few schools
heve arrived at the last stage of development mentloned above.
Nevertheless, more and more schools are inviting teachers to

share in the making of policles and decisions which will
affect them in their personal, professional and community life.

2
5John M. Matzen and Robert H. Knapp, "Teacher

Participation in School Administration™, American School
Board Journal, 97:28, October, 1938.
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Pertinent research studies. A Michigan superintendent,

writing recently on the subject of effective leadership,
sald, "An area of concern is what sort of decisions the
teaching staff should help to make . . . Policy 1s the sole
property of the board of education. Such decisions, however,
are of vital concern to the teaching staff, and they maj
play an important part in pollcy formatlon."z6

While it is an area of concern to school executives,
only a few studies have been made relative to the rights and
responsibility of teachers to participate in administration.
The few studies that have been completed show that teacher
participation in administration is becoming an lncreasingly
common practice. However, only one of the studies to be
cited by the writer made reference to the use of committees
as a means for involving staff particlpation in administra-
tion.27 Therefore, the writer still maintains that no
studies have been made in an attempt to define the role of

committee organization in administration or to dilscover what

teachers think of the use of committees as a means for

Zsln unpublished paper, “Administration for Growth",

by Gordon Williams, graduate student in Administrative and
Educational Services, Michigan State University, East Lansing,
Michigan, May, 1957, Pe L.

27National Education Association, "Personnel Committees
Including Staff Members in Cities Over 30,000 Population®,
Circular No. 2, Washington, D. C., February, 1950, 15 pp.
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involving them in policy formation and decision making.

Probably the most recent and most comprehensive
national study made on the subject of teacher participation
in administration was a survey conducted by the National
Bducation Association in 1945. In summary of this study, the
Research Division of the NEA concluded that 4O per cent of
over ;0,000 teachers included in this national survey favored
greater participation in policy formation than was being
allowed in their respective schools.28 An earlier study,
including reports from 1450 teachers in twenty-two states,
was made by the Department of Supervisors and Directors of
Instruction (a department of the NEA) in 1938. Here, evidence
was shown of the great interest by teachers to participate in
administration and of the wide gap that existed between that
interest and their opportunities to participate.29

A study closely related to teacher participation in
administration was completed by the American Assoclatlon of
School Administrators in cooperation with the Research Division

30
of the NEA in 1950. This study dealt with personnel

28National Education Association, "Democracy in School
Administration®, Discussion Pamphlet No. 12, Washington, D. C.,
lpril, 1953, P. 1c.

29Natlona1 Education Association, Department of Super-
visors and Directors of Instruction, Cooperation: Principles
and Practices, Eleventh Yearbook, Washington, D. C., 1938, p. 168.

3OCircular No. 2, Research Division, NEA, op. cit., 15 pp.







32

committees on which classroom teachers were represented.
The general impression that one gains from this report 1s
that there is, today, considerable exploration of the
possibilities of teacher participation in many kinds'or
personnel committees.3l

In attempting to discover what relationship existed
between staff morale and teacher participation in adminis-
tration, 1800 teachers from forty-three states responded to
a questionnaire prepared by Francls Chaso.32 In reporting
Chase's findings the Mid-west Administration states,
®Teachers who report opportunity to participate regularly in
ﬁaklng policles are more likely to be enthusiastic about
their schools than those who report limited opportunity to
partleipate.'33 The report went on further to state that
teachers feel they have a right to participate in framing
policies related to educational aims and their own welfare.Bu

A study of over 400 schools in Ohio, made by the Ohio

Education Association in 1950-51, showed that teachers felt

} Ibid.’ po 50

32M1d-west Administration Center, Administrator's
Notebook, Chicago: University of Chicago, Volume No. 1,
May, 1952, Number One, L pp.

331b14., p. 1.

341v14., p. 3.
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there was a tendency toward democracy in policy formation.
A specific recommendation that came out of this study was
that large staffs elect commlttees to study the policy
involved and report back tentative findings and solutions
for further study and modification. A simlilar study,
covering 238 high schools in Indiana, showed that teacher
participation in administration tended to increase propor-
tionately with the size of the school.37 Probably the most
recent stgdy on the subject was completed by Otis M. Dickey
in 195)4..3 After a thorough discourse on the advantages and
limitations of staff participation in administration the
suthor lists the several administrative functlons where
teacher participation might be feasible. He concludes,
however, that teachers and administrators should work
together as a team only in those areas of administration on
which they'havo agreed to work.

A statement by the Bruce brothers, in which they

3PW1111am W, Willlams, "Does the Staff Participate in
Policy Formation?®™, Educatlion Digest, 16:20, May, 1951,

361p14., p. 22.

371p14., p. 22.

380t13 M. Dickey, The Professional Attitudes of
Teachers and Administrators Concerning Democratic Procedures
In Publlc School Administration, UnpuEllshed doc toral thesls,
Denver, Colorado: University of Denver, 1954, 307 pp.
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editorialize on the subject of staff participation in
administration, is germane at this time. Referring to studies
completed, they observed that where regularly organized plans
of teacher participation had been in use for a time, there
was a distinect growth in professional attitudes and a spirit
of cooperation throughout the school system.39

A review of the research studies cited above shows
that each seemed to use a different approach in analyzing
the subject of teacher participation in administration.
Except ono,uo which made reference to personnel committees,
none of these studies concerned themselves with the means,
as such, for getting faculty participation in administration.
This supports the writer's contention that a study needed to
be made of the role of committee organization in schools as
seen by classroom'teéchers. If there have been past abuses
of the committee technique, it has been due, probably, to
not having 1its role defined as to its duties, authority
and limits. Let us now review the literature on the most

popular medium for involving teacher participation iIn adminis-

tration -- the committee technique.

39

William C. and William G. Bruce, "Administrative
Rise of the Teacher™, American School Board Journal,

103:52, July, 1941.
hoctrcular No. 2, NEA Research Division, op. cit., 15 pp.
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THE COMMITTEE TECHNIQUE IN SCHOOL ADMINISTRATION

Definition. DBecause committees are the chief media of

group process for involving staff participation in adminis-
tration, it 1s appropriate that they be defined a little more
exactly before proceeding. For purposes of this study, a
committee shall be thought of as a group of persons duly
authorized to represent, act for, or asslst a larger group.
It 1s glven 1ts assignment by a larger body in accordance
with the laws governing the larger body. Its function can
be either fact-finding, policy-making, executive, evaluative
or coordinative. Its members can be chosen by other staff
members or be appointed by the administration. The size of
the committee will depend on its purpose and the task it 1s
assigned. As a general rule, the size 1s kept as small as
possible. One authority cautlions that the larger the
committee, the more expensive and unwleldy it becomes.hl
Floyd W. Reeves, an expert in committee organlzation, concurs
in this.

Early beginnings. It was not intended in this study to

R
Newman, op. E_Lto, Pe 23’.‘..

Floyd W. Reeves, Hypotheses Related to the Use of
Individuals or Boards Suggested for Conslderation as Prin-
ciples, Unpublished Paper, Michigan State Unlversity, East
Tansing, Michigan, 1954, p. 2.




36

provide a detalled account of the historical development of
the committee technique in school administration. However,
a brief review from its Inception to the present level of
sophistication that committees have attained in administra-
tion will be presented.

The use of committees as an administrative device can
be traced back to the Greek and Roman civilizations. One
writer states that the committee technique has been
especially popular in Anglo-Saxon countries where it 1is
regarded as an important aspect of democracy.,+3 Another
reminds us that the use of the jury system is an early form
of the committee process and dates back to the Anglo-Saxon
tradition.

45

According to Moore and Walters, the use of committees
in public school administration in the United States dates
back to 1910. They point out that within a decade after

1910 over6100 school systems were using committees in some

fashion, However, a close examination would show that the

EgNeman’ OpPe. c_i_t_o’ Pe 217.

th. K. Munford and E. D. Duryea, Jr., "Administrative
Cogmittees Can Work", School and Society, 74:409, December,
1951.

45

h.éIbido 9 Do l],O.

Moore and Walters, op. cit., p. LO.
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functions these early committees performed were relatively
superficial and unimportant. That teachers were not invited
to advise on such vital matters as curriculum, salaries,
etc., is brought out by one who has quite thoroughly traced
the number and importance of committees in school administra-
t:i.on.,47 Although their areas of responsibility, today, are
more significant, early committees of teachers had l1little

official recognition in the government of the school,

Use of committees 1in school administration today. It

has been only in the past two decades that committees, com-
posed of teachers, began to serve functional purposes in

the organization of the school. Prior to the 1930's,
personnel, curriculum, public relations and other important
comuittees were made up of administrative and/or supervisory
staff members who advised the superintendent. A few sc¢hools
in the 1930's saw the advantage of involving classroom
teachers on'committees studying policy formation. The public
schools in Tuckahoe, New York,’48 and Rochester, Minnesota,ug

deserve mention in this respect.

“gar1 R, Douglass, Modern Admlnistration of Secondary
Schools, Chicago, Ginn and Company, 195, 604 pp.

hBWard I. Miller, "Cooperative School Administration®,
The School Executive, 64:39, June, 1945.

h9G. D. Strayer, "Why Teacher Participation in Adminis-
tration?", American School Board Journal, 9,:68, April, 1937.
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Since the end of World War II the committee technique
has been used increasingly as an administrative device 1in
schools in the United States. Some administrators have gone
overboard on the use of group process with resulting over-
organization of committees; there are joint committees,
sub-committees and, in some cases, a committee on committees.
Yot, in a few school systems, there exists only a single
staff committee to advise the superintendent. The trend,
however, 1s toward cooperative administration. One authority,
in writing on the subject recently, points out that most
school systems today employ procedures designed to permit
people affected by certain plans or policies to participate
in formulating thom.50

The existence of committee structure, per se, does
not guarantee democratic administration. Let us briefly
review the literature on the subject of committee structure
and process in an attempt to show that committee functioning
will be effective to the extent that its organization and
operation are built upon sound principles. By effective
committee functioning is meant a plan whereby teachers work
with, not for, administrative officers in framing policles
and making decislions affecting the over-all operation of the
school.

Henry J. Willette, ™Cooperative Administration; Fact
or Fancy", NEA Journal, L);:91, February, 1955.
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Committee structure and process. Principles of com-

mittee organization that make for more effectiveness in
group work will be discussed in greater detail in subsequent
pages of this study. Some general comments taken from the
literature will be presented at this time to orient the
reader to the importance of both structure and process as
they affect the use of committees in administration. More
attention seems to be given process than structure by the
writers in education.

Regarding structure, it is safe to say that democratic
administration does not assert itself automatically with the
creation of committee organization. Nor can it be arbitrarily
assumed that a collection of individuals means that they will
function as a group. We are apprised of this by one writer
who said, "There is nothing inherently democratic about
committees; they are used by the communists today."51

Another cautions that commlittee structure can get
caught in the way of effective communicatlon.52 Despite certain

weaknesses in structure, the "best" organization, in a

democratic sense, iIs one which enlists the active participation

51Ronald Burnight, "Democracy and the Committee Method",
Educational Forum, 22:326, March, 1958.
Saw. C. Seyfert, "Experiences in Faculty Self-Determlination,"
School Review, 61:467, November, 1953,
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of as many of the staff as are willing. In this respect,
Yeager53 states that the use of commlttee structure 1s an
established procedure In American education because a small
working group can accomplish more than a larger, unwieldy
assembly,

Democratic administration can also get bogged down in
process and, oftentimes, it is the improper use of committees
that 1s responsible. The use of elaborate group-dynamics
procedures, beyond employing sound psychological principles,
cannot be Jjustified. The willingness to accept group
discussion of a problem as an end in itself 1s also intolerable
as far as committee process is concerned. To consider
soclalizing of 1ts members as successful committee actlon 1s
another violation of process, according to one professor of
school adminlstration. " Another charge leveled at group
process 1s that 1t is often an excuse to loaf along unnotlced,
to pass the educational buck and to haggle over definitions
of alms,

In summary, it should be said that much of the criticism

of committee structure and process could be avoided 1if the

53w1111am A. Yeager, Adminlstration and the Teacher,
New York: Harper and Brothers, Publlishers, 1950, D« 27 (e

shLester W. Anderson, "How Faculty Committees May
Produce", Education Digest, 22:23, October, 1956.

55John G. Barnes, "Do You Hide Behind Group Process?",
The School Executive, 77:42, July, 1958.
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basic advice given by Kimball Wiles were followed. He
suggests that committees must know the functions they are to
perform, how these functions will fit in with other com-
mittees, and the way the work of the committee will be
brought to bear on school problems.56

Bibliographical sources cited. In reference to the

review of literature it should be stated that the bibliography
listed in this study 1s selective rather than complete. Only
those materials were included which were directly used in
the writing or which the writer consulted. No attempt was
made to include references or related materials which were

not used In connection with the writing of the theslis.
SUMMARY

The purpose of this chapter has been to show, via a
history of articles, the development of teacher participation
in administration from its early beglinnings to the present.

A review of the literature shows that there 1ls a divergence
of opinion among the writers as to how and when to involve
faculty participation in administration. Much of thls con-

fusion 1s due to teachers and adminlistrators, alike, failing

56K1mba11 Wiles, Supervision for Better Schools,
Englewood Cliffs, New Jersey, Prentice Hall Incorporated,

19 5: Pe 23
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to differentiate between policy-making and policy-execution
In cooperative administration. Also, too few of the writers
fall to make a distinction between the quantitative and
qualitative aspects of staff participation in administration.

While several studies related to faculty involvement
in administration were found in the research, the writer could
find nothing in the literature which showed how teachers felt
toward the committee technique as a means for securing this
involvement.

Although the literature revealed that administrators
strongly advocate the use of committees, no studles were
discovered which showed whether teachers looked upon this
with either favor or disfavor. The writer is convinced
that no investigations have been made in Michigan, and
probably none in the United States, in which an attempt was
made to determine teachers'! attitudes toward the use of the

committee technique in public school administration.






CHAPTER III
METHODOLOGY
INTRODUCTION

The purpose of this chapter is to present the methods
andbtechniques employed in the study. The data were secured
from two sources; namely, a questionnaire completed by
classroom teachers and a canvass of all posslible literature
listed in the bibliographical sources., Addlitional data,
relative to the role of the committee technique in school
administration, were presented on the basis of the writer's
obéervations, experience and from inquiries made of
administrators and teachers.

The writer feels that the results and/or implications
of the study will have significance for administrators in
the wise use of the committee technique and for improving
personnel relations in their local school systems. Each
administrator, who agreed to allow the teachers in his
school district to participate in the questionnalre study,
was furnished a tabulation and an interpretation of the
results of the survey as they applied to his local school

situation.



ORIGINAL RESEARCH IN THE STUDY

Selecting the unlverse for the study. No matter what

criterion are used in the selection of a unlverse in a survey
study certaln limitations are present which keep one from
making safe generallzations to the next larger population
unit. The writer experienced considerable difficulty in
selecting a universe that would satisfy the elements of
commonality and randomization for the school systems and

the conmmunities of which they were a part.

Approval was finally granted the writer to use as a
universe the sixty-five public high school districts in
Michigan's Upper Peninsula, employing 1600 teachers, and
which prévlde education from kindergarten through grade 12.

Schools participating in the survey. In an attempt to

make the sampling procedure as sclentiflc as possible, every
public high school district in the Upper Peninsula was
invited to participate in the survey. In terms of randomi-
zation, then, every high school district in the Upper
Peninsula had an equal chance of being included in the study.
Teachers in one and two-room schools were not included in
the sample nor those from any of the graded school districts
(those not providing a high school education).

The writer's first step was to get an endorsement of

the study from the superintendents-school board members'
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group. After talking with Dr. Clyde M. Campbell, Executive
Secretary of the Michigan Assoclation of School Administrators,
and Mr, Sid Sixsma, Executive Secretary of the Michigan School
Board Members Association, the writer contacted Mr. Henry J.
Bothwell, president of the Upper Peninsula Superintendents!'-
School Board Members Assoclation. The writer requested that
he be allowed to appear on the program of a two-day meeting

of the latter group to be held in late January. At this
meeting it was planned to introduce the project to those
present for purposes of suggesting ways in which interested
school districts might participate. However, the meeting

was reduced to a one-day affair and the writer was informed
that he could not appear on the program as a result of the
time curtallment.

The only alternative then facing the writer was to
individually contact all the superintendents of high school
districts in the Upper Peninsula. This was accomplished by
telephone, personal contact, contact at professional meetings
and by first-class mall, Sixty-five superintendents were
contacted, and twenty-five accepted the invitatlon to have
their school system participate In the study. This represents
38 per cent of the high school districts in the Upper Peninsula
and 61 per cent of all the teachers in high school districts
in the U, P,
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Upon requesting administrators to allow thelr teachers
to particlpate in the study, the writer agreed to furnish
them a written tabulation and interpretation of local results.
A map (Figure 2) shows the participating school districts.
Twenty-five high school districts in the U.P. agreed to
participate In the survey representing a potential total of
900 respondents. The reader should be reminded, however,
that teaching principals and special teachers did not
participate. Add to this persons who, for some reason or
other, were not at the meeting when the questionnalres were
completed and the total number diminishes further.

There were also a few teachers who did not wish to make
their feelings known on the matter and, thus, did not complete
a questionnaire. As a result, the number of returned ques-
tionnalres totaled 657 out of a possible 900 from the twenty-
three participating districts.* The number of teachers in
the participating schools ranged from 9 to 135, with a mean
43.5 and a median of 34.5.

Instrument used in the study. A questionnaire (a copy

i1s 1included in the appendix) was used as the chief instrument

#0ne school system which agreed to participate, and received
questionnaires accordingly, did not follow through on 1its
agreement; In another, the superintendent suffered a heart
attack, was hospltalized for the rest of the year and his
replacement did not see the survey through to completion.






FIGURE 2
L7

SCHOOL DISTRICTS IN MICHIGAN'S UPFER
PENINSULA PARTICIPATING IN QUESTIONNAIRE STUDY

NUNMBER NALE OF SCHOOL DISTRICT

1 Amasa

2 Baraga

3 Bark River-Harris
4 Bergland

5 Brimley

6 DeTour

T Dollar Bay

8 Escanaba

9 Hancock

10 Iron Mountain
] Ironwood

12 Kingsford

13 L' Anse

14 Manistique

15 Michigamme

16 Munising

17 Negaunee

18 Newberry

19 Ontonagon

20 Republic

21 Rudyard

22 St. Ignace

23 Sault Ste. Marie
24 Stephenson

25 Trenary
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for investigation purposes. The instrument utilized a check-
1ist so as to help guarantee anonymity in case any attempt
might be made to identify respondents by thelr hand-writing.
An attitude and opinion survey, using a five poilnt scale, was
used. The categorles comprising the range-of-belief scale
were STRONGLY AGREE, TEND TO AGREE, TEND TO DISAGREE, STRONGLY
DISAGREE and DOES NOT RELATE. The DCES NOT RELATE category
was included because it was felt that 1If a significantly
large number indicated that a certain item did not relate to
their training and experience, this too would have implications
for the administrator. The instrument contained twenty items
(with a possible twenfy-seven responses) of a situational
nature and all of which were related to principles of com-
mittee organization. Double this number of items were
deleted In the process of eliminating those which dealt with
the mechanics of committee organization rather than with
underlying philosophy.

The superintendent of every high school district in the
U.P. was provided a copy of the above-mentioned questionnaire
and was invited to have his system participate in the survey.
Those agreelng to particlipate were sent enough questionnaires
for all classroom teachers along with brief, written instruc-
tions to bullding principals for administering them to

teachers.



49

Names of individuals were not asked for and the writer
suggested that the questionnaires be completed at a faculty
meeting or in a group setting so that anonymity could be
further guaranteed those wishing thls safeguard. In respect
to teacher anonymity, the writer suggested that a highly
respected teacher be named as the one to whom the question-
naires could be turned in to if the principal wanted to
reassure the staff that no attempt would be made to identify
individuals. Of course, if any of the items in the question-
naire were directed toward the local administration, it was
by implication, at best. Thus, these safeguards might have
been unnecessary as most respondents were probably not con-
cerned with anonymity.

The school systems participating in the survey were
asked to return the completed questionnaires at thelir
earliest convenlence so that they could be furnished an inter-
pretation of the results and/or implications of the study as
it applied to their local situation. In most cases, the
questionnalires were returned by bullding principals so super-
intendents did not have access to them before tabulation
even if they wished to.

Rationale for universe selected for the study. Before

leaving the subject of the writer'!s original research, an

attempt will be made to justify the universe chosen for the
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study. The factors of avallabllity of data, cost and time
had to be in keeping with his resources. However, the
writer felt that the type of investigation he was making
would have practical value in hils work so he contlinued to
pursue this type of research.

The investigator has had a genuine interest in this
phase of personnel administration for some time and wished
to pursue it further even though it would involve additional
time and expense. The original research phase of the study
was carried out by the writer sans financial assistance
from outside sources, thus, the universe chosen had to be
within proximity of the writer for travel and communication
purposes. The above reasons account for the practical con-
" giderations for choosing the high school districts in
Michigan's Upper Peninsula as the unlverse for the study.

Another reason that the U.P. schools were chosen 1is
that schools in the northern peninsula are not often involved
in research projects and surveys. Except for a half-dozen
or 8o, schools in the U.,P., do not have close contact with
institutions of higher learning and, thus, cannot keep as
well abreast of educational trends as can schools in lower
Michigan. Outside of this aspect of commonality, the writer
feels that the school districts in the U.P. constitute a

valid ‘sample because they represent a variety of community
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types as to (1) size, (2) geopolitics, (3) wealth, (L) ethnic
and religious composition; thus, it ought to be safe to

make some generalizations as the study progresses.

OTEER RESEARCH IN THE STUDY

The writer examined the following types of lliterature
in an attempt to analyze present practices and theory
relative to group process in administration: (1) periodical
literature (found in professional journals), (2) textbooks
in school administration, (3) yearbooks, () pamphlets and
bulletins from professional organizations of teachers and
administrators, (5) graduate theses and miscellaneous
sources such as speeches, educational newsletters, educa-
tional news sectlons iIn popular magazines, etc.

The bibliographical sources consulted were mentioned
in the last chapter. Similarily, 1t would be repetitious to
discuss the bibliographical procedures followed in the
historical research phase of the study as these were also

spelled out in Chapter II.
UNUSUAL INCIDENTS IN THE STUDY

Several incidents occurred during the course of the
study which were not anticlipated and which probably deserve

mention. Although not requested to do so, eight superintendents
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took the liberty to return a completed questionnaire. Six

of these men saw fit to flll in the questionnaire, although
they did not allow the teachers in thelr system to participate
in the survey. Two other superintendents wrote quite lengthy
letters in which they were very critical of the cornmittee
technique in school administration.

The writer was pleasantly surprised by one administrator
who sent in a package of completed questionnalres even though
he had never requested any. Evidently, he had a master ditto
copy made of the sample questionnalre sent him and had enough
run off to accommodate all of his teachers. He had his
staff complete the questlonnaires and then sent them to the
writer. Receipt of them from Republic was the first knowledge
the writer had that this school system was particlpating in
the study.

DEVELOPMENT OF THE QUESTIONNAIRE

The questionnaire in its final form bears only a
small resemblance to the original draft. At a meeting of
the writer's guldance committee, some notable criticisms
and suggestions were presented and the instrument enjoyed its
first revision shortly after. Guidance Committee members
also pointed out weaknesses and made suggestions in subsequent

individual conferences.
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At one time the questlionnalre contalned seventy-five
items; this was later reduced to fifty-elight and finally to
twenty-seven. In its early stages 1t was planned to include
superintendents, board members and teachers in the survey;
in the end, only classroom teachers took part.

Before 1t was sent to schools in its final, revised
form for use 1n the study, the questionnaire was pre-tested
by a group of twelve doctoral candidates in a graduate
seminar and by a half-dozen teachers and administrators who
were close friends of the writer. Frank criticlsm was
encouraged. The writer received much extra help in readying
the questionnaire in its final form from his major advisor
and from his cognate advisor who has had much experlience in
the construction of questionnalres and similar survey

ins truments.
PLAN FOR ANALYSIS OF DATA

The writer was interested in discovering whether or not
teachers generally favored the use of committees In school
administration and, if so, in what areas of policy formation
and decision making they felt they should have a voice. It
was felt that the implicatlons of the questionnalre study
would be even more meaningful 1f certaln variables of the

personal and professional background of teachers were analyzed.
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These were cited earlier in Chapter I (i.e. sex, length of
teaching experience, residence, etc.).

The writer feels that the results of this study have
implications for educational administration. It ls hoped,
too, that the tabulation and summary provided each school
system participating in the survey will be of especial value

to the administrators and teachers in these schools.



CHAPTER IV

ADVANTAGES AND LIMITATIONS OF THE CCMMITTEE TECHNIQUE
IN ADMINISTRATION AS SEEN BY THE EXPERTS

INTRODUCTION

That group process 1s not considered a panacea for all

administrative 1lls 1s ably demonstrated in a satirization

of group dynamics by Whyte in his book, The Organization
ﬂgg.l Despite his light treatment of the subject and other
uncomplimentary references toward cooperative effort, it 1s
the writer's bellef that adminlistrators must continue the
search for sound principles of organization by which the
creative talents of teachers can be utilized In school
administration.

Regarding the limitations of group process, a classic
remark is attributed to Winston Churchill., When informed
that Lindberg had flown the Atlantic, he did not respond with
any great enthusiasm, whereupon the reporter turned to him
and said, "But, Mr. Churchill, you don't understand. Lind-

berg flew the Atlantic alone."™ Churchill's response was,

—

1
William H. Whyte, Jr.; The Organization Man, New York:
Simon and Schuster, 1956, p. 47T.
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"I would have been much more surprised if a committee had
done 1t.“2

Within the profession there 1s considerable disgust
and cynicism on the part of teachers toward the use of
committees. In making reference to the subject of school
assignments a prominent teacher, and president of the Wisconsin
Education Assoclation in 1956-7, sald, "The members of no
other profession go to as many committee meetings as teachers
-~ and in many instances the thought of another committee 1is
enough to send us into hiding."

The writer has occasioned frequent criticlism of the
coomittee technique in hils reading and during his experiencse,
both as a teacher and as an administrator. Because many
administrators, professors of education and experts in other
flelds have pointed out certain limitations of the committee
method, it is only falr that this point of view also be
brought to the reader's attention. It willl be the purpose
of this chapter to consider both the advantages and limita-

tions of the use of committees in administration as viewed

by the experts.

éﬁillard S. Elsbree, from an address, "Staff Relations
in School Administration®, delivered at the 81st annual
cogvention of the American Assoclation of School Administrators,
195°5.

3¢1arice Kline, ™Three Phases of Professional Growth",
from an address delivered at the annual meeting of the
National Commission on Teacher Education and Professional
Standards held in Washington, D.C., on June 25, 1957.
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It Is to the theorist and the expert that practitioners
in any fleld look for new ideas for improving performance
in their jobs. In the case of school administration, super-
intendents and principals turn to professors of education
for help and guidance Iin understanding the philosophical
implications of their leadership roles.

Due to local pressures and polltical machinations, the
practitloner 1s often prone to do that which is expedient.
Without the theorist and the expert to point the way toward
the 1ldeal, and to serve as a gulde and inspiration, it is
all too easy for administrators to abdicate thelr role as
educational statesmen. Let us examlne some of the advantages
of the committee technique cited by those with more of a
phlilosophical bent than the typlcal administrator who feels
he is too often pre-occupled with running the school to have
time for reflective thinking.

ADVANTAGES OF THE COMMITTEE TECHNIQUE
IN ADMINISTRATICON

Improved communication. One of the major weaknesses

of the line and staff organization iIs that too often com-
munication is one way -- downward., This is a common complaint
registered by teachers and it is a legltimate one. Words
moving downward telling those at the operating level what to
do is not as effective as when the administrator can take

time to work with teacher groups.
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The committee technique is an excellent medium for
improving communication not only between faculty and adminis-
tration but, also, between the school and community. Sound
committee organization not only gives teachers an insight
into some of the broader aspects of school management but
they, in turn, also can better Interpret the school to the
comuunity. Hagman and Schwartz point out that teacher groups,
having had an opportunity to participate in decision-making,
can assist In the iInterpretation aspects of manaLgement.LL

With good leadership, committees provide opportunity
for direct, personal contact and an informal exchange of
ideas and views and, consequently, a better informed staff,

Cooperative decisions last longer. A familliar refrain

in many recent textbooks In school administration goes some-
thing like this: Decisions are more likely to be acceptable
and policies executed more successfully when the persons
affected by them have had a volce In thelr determination and
formulation. Pittenger tells us that cooperatively developed

policles are better executed than policies handed down.

uHarlan L. Hagman and Alfred Schwartz, Administration
in Profile for School Executlives, New York: Harper and

Brothers, Publishers, 1955, p. 132.

5Benjamin F. Pittenger, Local Public School Adminis-
tration, New York: McGraw-Hill Book Company, 1951, pP. 57-8.
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6
Other authoritles say that teachers like to be consulted

and that they feel they have a significant part in the
enterprise as a result. The latter point of view has official
endorsement in a teachers' publication put out by the Depart-
ment of Classroom Teachers of the National Education Associa-
tion.7

The writer feels it is safe to generalize that
cooperative decisions last longer and in education, where
professional relationships exist, it is likely that decisions
or policies arrived at in this manner will, in most cases,

be more sound than those of any one person.

Coordination. One expert In the area of organization

points out that committees are often created for the explicit
purpose of bringing together men whose activities need to be
coordlnatod.8 Experience has shown that committees can serve
as an excellent device for setting the stage in which
voluntary coordination can take place.

Committees not only serve to coordinate the work of
individuals in an organization but can be very effective 1in

coordinating the activities of each part of the enterprise,

6John T. Wahlquist, and others, The Administration of
Public Education, New York: Ronald Press Company, 1952, Pe. 477.

7Natlona1 Education Assoclation, "Democracy in School
Administration™, Discussion Pamphlet No. 12, Department of
Classroom Teachers, Washington, D. C., April, 1953, p. 7.

8Newman, Ope. 011:0, Pe ’42.
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9
according to another authority. He goes on to say that in

this way the total effort of all persons can be called upon
to help the organization meet its objectlves.lo An example
of the latter in school organization would be a curriculum
coordinating committee, composed of representatives of
various subject-matter fields and grade levels from the

kindergarten through grade twelve.

Stimulates professional growth of teachers. It is

commonly agreed that one of the values derived from committee
work is the professional growth of 1ts members. Thls is not
to say that unqualifled persons should be placed on com-
mittees for purposes of being "educated." However, if a
teacher takes his committee assignment seriously, he will
broaden his perspective, Increase his knowledge and show a
distinct growth in professional attitudes.

In this respect, Trockerll says that when problems or
tasks at hand are new, committees are very useful in an
exploratory way. Such exploratory activity on the part of
the committee will usually result in the professional growth

of its members.

t;E:J:'nest Dale, Planning and Developing the Company Organi-
zation, New York: Amerlican Management Assoclatlon, s Pe 101,

101p14., p. k.
Llprecker, op. cit., p. 89.
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Encourages critical thinking. Kirby states that the

committee system encourages critical thinking, close evalua-
tion and a desire to understand.12 Critical thinking and
¢lose evaluation are possible and highly desirable provided
that the individual has freedom of expression so that he can
say what he really thinks. By the same token, 1f a person
believes in the "give and take™ of group discussion, he is
duty-bound to try to understand all polnts of view presented.
In this type of committee setting one would have little
opportunity to reinforce one's prejudices,.

Committee structure and process lends itself to
individual expression and to an exchange of 1deas not possible
in large group meetings. Some type of small-group process
needs to be provided for 1n the typical line and staff
organization if all persons are to be afforded an opportunity
to offer their creative talents to the enterprise of which
they are a part.

Critical thinking on the part of committee members will
take place to the extent that frank and free expression are
standard procedure in the committee's functioning.

Administrators think WITH, not for, teachers. Several

years ago Clyde M. Campbell, Professor of School Administration

12Byron C. Kirby, "Let's Appoint a Committee™,
Elementary School Journal, L49:295, January, 1949.
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at Michigan State University, stated, "The administrator of
creative workers should think WITH, not for staff membersx."13
This same sentiment 1s expressed by Hagman and Schwartz who
say that the practical administrator has learned that now he
must work with personnel in the school organization or be
defeated by them.l,4 More and more, schools are creating
organizational machinery that has the administrator working
with teachers in the solution of problems or are establishing
committees, composed of teachers, with which the administrator
maintains close liaison. When administration takes teachers
into partnership in carrying out the aims and the functions
of the school, they feel a greater responsibility for the
successful operation of the school, Edmondson tells us.15

Certalnly, one of the advantages of the committee
technique is that it provides administrators an opportunity
to think with, rather than for, teachers in making declisions
and shaping school policies. The gap between administration
and teachers is still too wide and it will be narrowed only
as administrators show a greater willingness to think with

teachers. Committees, composed of teachers and administrators,

13c1yde M. Campbell, "A Democratlc Structure to Further
Democratic Values™, Progressive Education, 30:27, November, 1952.

thagman and Schwartz, op. cit., p. 102.

lsJ. B. Edmondson, Joseph Roemer, Francis L. Bacon,
The Administration of the Modern Secondary School, New York:
MacMIIlan Company, 1953, P. 93
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can serve as a functional means for achieving this type of
cooperative thinking.

LIMITATIONS OF THE COMMITTEE

TECHNIQUE IN ADMINISTRATION

Not all writers in education wax eloquent on the use of
committees In school administration. Many point out that
in some areas of decision making and policy formation two
heads are not better than one. Too, many administrators feel
that it is neither necessary nor desirable to subject all
matters to group debate.

In fact, some administrators have expressed disappoint-
ment with teacher participation in administration because of
their fallure to understand the implications of participa-
tlon.16 Because the commlittee technique is the most popular
medium for involving teacher participation in administration,
let us examine some of its limitations. An administ<ns1:XMLFault xmlns:ns1="http://cxf.apache.org/bindings/xformat"><ns1:faultstring xmlns:ns1="http://cxf.apache.org/bindings/xformat">java.lang.OutOfMemoryError: Java heap space</ns1:faultstring></ns1:XMLFault>