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The purpose of this study was to describe and explain the effect of State
reform efforts on superintendents and on the organizational structure of public
schools. The researcher has described the State reform efforts for the past
twenty-five years and has argued that because of the impact of those reform
efforts there have been changes in the superintendent's role and changes in the
structural organization of public schools.

More specifically the study was subdivided into two general questions and
five related exploratory questions. The first question was "What is the effect of
State reform efforts on the superintendent's role?" The second was, "What is
the effect of State reform efforts on the organizational structure of public
schools?"

To identify the degree to which the State reform efforts had affected the
role of the public school superintendent and the organizational structure of
public schools, the researcher analyzed a quantitative survey. The survey
consisted of fifty-three questions that were distributed state-wide to five hundred
fifty-eight superintendents. Twenty percent of the superintendents responded to
the survey. The survey data was disaggregated and qualified using two-tailed
t-tests.

Concerning the first questions, the conclusion is that the role of the
superintendent has been severly altered by the state reforms. He or she spends

40% of available time administering, supervising, managing, leading, and



communicating matters related to the state reform issues. The study could not
describe the past role of the superintendent in relation to the role expansion
created by the state reforms. However, evidence brought forth through this
study substantiates that it is reasonable to conclude that the role of the
superintendent has vastly been altered.

Second, the purpose of the study was to describe and explain changes
wrought by state reform efforts in the organizational structure of schools. The
answer is that state reform have forced schools to become more bureaucratic.
There are more rules, more regulations, people, and resources to monitor the
rules and regulations. At the same time, state reforms have made the district
reorganizations broader, more diffuse, diverse and inclusive. The combination
of increased bureaucracy on one hand and increased purview on the other is
responsible for changes in the role of the superintendent. She or he has more
things to do, more people to see and be concerned about, and less authority to
direct either the things being done or the people doing them. State reform
efforts have profoundly altered both the role fo the superintendent and the

organizational structure of local schools.
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Preface

It occurred to me, as | was walking into an elementary staff meeting, that
as a new superintendent, | was experiencing the dilemmas of the state reform
efforts. | was about to tell a staff that the programs they had been given
permission to implement next year would have to be curtailed at least another
year. | had just been informed that the guaranteed funding per student had been
cut, and the possibility of reduction in revenue from other state requirements
would force me to cut back on the next year's budget. What was to have been
an opportunity to add needed programs and professional staff development
opportunities, tumed into another bureaucratic nightmare.

The previous year had been an exciting experience for the school district.
The administrators, staff, students, and community had been trained in the
"quality schools"” philosophy with Dr. John Chaplin. We had developed a district
wide systemic growth plan, organized committees for future district planning in
seven different areas, and had just implemented a site based management
approach for the end of the year decisions. Just as the process was evolving
and efforts to impact learning were in progress, the state pulled the plug on
funding to support the process.

It was disheartening to share the news with the staff, but more
significantly the same old scenario was being repeated once again. The state
promised the local districts monies and then for one reason or another the
monies were not given or were taken away in some other manner. The paradox
is that the compliances for the new reform efforts were still intact and the state's
expectations for increased student performance had not been reduced. My staff
was still accountable for increased student achievement without the monies to
assure the special needs of all students, the needed programs to ensure a well
rounded educational experience, or training for professional staff.

| have found it difficult to keep asking seasoned staff members to
implement new teaching strategies, work extra hours without additional pay, and
be accountable for their students' achievement, when the state continues to
promise us more money, only to take it away before we receive it. As a new
superintendent, | strongly believed in a participation leadership style of
administration. | believed all staff should participate in decisions that affect their
lives, but am wondering at the cost we will all pay for this type of leadership. It
appears that the state is, on one hand, promoting my participatory leadership
style, but on the other, is negating its possible impact. My concem is really not
so far reaching. When the state takes away 5% every time the district cannot
meet a PA 25 requirement, the recourse will be far more devastating to the
community and the school than the state legislators can possibly foresee.

Vi



Table of Contents

Page
Listof Tables.............ccceviiieiiiieeeee e viii
List of Figures.............cccooeieiiiiniiiiccciee, ix
Chapter One.............coccevieiiiiiieceeeeeeee 1
Introduction...............coeeeeiiiiiiiiie 1
History of the Superintendent.................... 2
An Overview of the Role Theory................ 8
Theme........ooeiieeeeeee e 11
Purpose of the Studly............c..ccccoiiiieenies 12
Exploratory Questions and Hypotheses..... 13
Data Analysis: 14
Part I: Exploratory Questions............ 14
Part Il: Hypotheses Il........................ 17
Part lll: Supporting Propositions....... 19
Assumptions and Limitations of the Study... 28
Assumptions Identifying the Attributes of the Study... 28
Definitions of the terms Used in the Study... 29
Organization of the Dissertation.................. 29
Chapter TWO..........coocieeieeeie e 30
Introduction- Reform Efforts....................... 30
Background Research: 31
Superintendent Interviews:
Dr. John Porter...................... 31
Dr. Philip Runkel..................... 41
Mr. Donald Bemis................... 54
Dr. Robert Schiller.................. 66
The Role of the Local Superintendent and the
Organizational Structure of Local Public Schools
in an Era of State Reform Efforts.................. 79
CONCIUSION.........ceeeeeeeeeeeccree e 80
SUMMANY ... 80

vii



Chapter Three.............coocvveeiiieeieeeieeeeeeeeeeeeen 82
Conceptual Framework:

ROIE: ... 83
Organizational Structure..................... 85
Research Technique-Survey.............. 89
Process of Developing and Implementing

the Survey-Questionnaire................... 90

Restatement of Purpose and Exploratory Questions... 99

Chapter FOU...........coooiiiiiiiceiecee e 100
Data Analysis...........ccccoevvieeeiiiiiniieecieeen, 101
Glossary of Terms............ccccveeeeeiniieceeeennnne 103
Data Analysis:

a. Part I: Exploratory Questions............ 105
b. Part ll: Hypothesisi|l........................... 132
C. Part lll: Supporting Propositions.......... 188

Chapter Five............coooeieieiiiiccceeeeeceecee s 189
Summary of Exploratory Questions................. 189
CONCIUSION. ..ot 199
Review- A Return to the Background.............. 200
FinalNote..........ccovmeiieieece e 209
The Researcher's Perspective:

Part l........ooooeeeeeeeeeee e 213
Part ..o 220
Suggestions for Further Study.......................... 222

APPENAICES........cccueieiiiiiiiiee e 224

a. Appendix I..........ccc........ Data Analysis... 224

Part I: Exploratory Questions................ 225

Part ll: Hypothesis l...............ccc.coeeeee. 227

Part lll: Supporting Propositions............ 230

b. Appendix Il.......Reform Effects Survey... 324

C. Appendix lll......Michigan Reform Effects 332
Works Cited............ccooiiiiiieeeecee e 377

vii-a



LIST OF TABLES

TABLE PAGE
Leadership Style:

Table 1- Style by Communication...................ccccceeeee. 215
Table 2- Style by Finance............cccceceviiiieeniieicinnee. 215
Table 3- Style by Personnel..............ccc.ccooviviiiiennennn, 215
Table 4- Style by Administration..................c...ccccooc....... 216
Table 5- Style by Curriculum...............cccooeiieviiiineennne. 216

viii



LIST OF FIGURE

FIGURE

S

Confidence Levels from Items of Analysis................cccceevuennne.

Sample Distribution By Class...............ccccc.........

Distribution of Michigan Public Schools by Class

.....................

PAGE
97
98
98



hapter One

The purpose of this study was to describe and explain the effect of State
reform efforts on superintendents and on the organizational structure of public
schools. The researcher described the state reform efforts for the past twenty-
five years and argued that because of the impact of those reform efforts,
changes in the superintendent's role and changes in the structural organization
of public schools can be determined.

Chapter One includes an overview of the study, the historical background
of the role of the superintendent, and the organizational structure of local public
schools. This background forms the basis of the study and the recurring theme
as postulated from the data. The chapter continues with an overview of role
theory, exploratory questions and hypotheses, assumptions, limitations and
attributes, and definitions of terms. It concludes with an organizational overview

of the dissertation.

Introduction

The evolution of the role of the superintendent and the organizational
structure of local public schools can historically be categorized into five periods;
1838-1890, 1890-1915, 1915-1930, 1930-1969, 1969-present. Since the
inception of the superintendent in 1837 to the mid 1960's, every period of change

is significantly characterized by superintendents leaving the profession or losing
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their jobs due to their inability to adapt to a new organizational philosophy or

organizational structure.

History of the Superintendent

Superintendencies were created when one-room schools grew to the size
of eight to sixteen rooms and when the schools in each ward of a city were
centralized to become one common district. In 1837 Buffalo and Louisville were
the first school districts to appoint superintendents. By 1860, twenty-seven city
school districts had superintendents.

Until about 1890, the position of school superintendent was neither a
profession nor a career. It was usually but one of many jobs, in or out of
education, which a man might hold during his working lifetime. Superintendents
were often chosen specifically for their close ties or beliefs in the "revivalist
Protestant-Republican ideology" of Horace Mann and rural America.

By the tumn of the twentieth century leadership in American public

education had gravitated from the part-time educational evangelists who

had created the common-school system to a new breed of professional
managers who made education a life-long career and who were
reshaping the schools according to canons of business efficiency and

scientific expertise. (Tyack and Hansot 106)

These new leaders formed a nationwide network called (in a term of that
time) ‘the education trust'. From approximately 1890 to 1930, they worked to
shift the philosophical foundation of school administration to a more business-
like and scientific basis and prepare a new generation of full time professional

educators.
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lllustrative of these changes were the efforts of Eiwood P. Cubberiey,
whose career spanned this era. Raised in rural Indiana, he began his work with
a series of short-term, unrelated jobs. He taught for a year in a one-room school
before eaming a degree in physics at Indiana University in 1891. In the next five
years, he taught at a small Baptist college, was professor of physical science at
Vincennes University, and became president of Vincennes at age twenty-five. In
1896, at age twenty-eight, he became superintendent of schools in San Diego
with no formal training in school administration. Typical of the times, he was
questioned about his religious orthodoxy when he interviewed. He soon found
that the Board micro-managed the schools and decisions were based on politics
rather than sound educational practices. This experience probably influenced
the rest of his career.

Two years later he became assistant professor of education at newly-
formed Stanford University - where the education department received no
respect from the arts and sciences departments, and the education faculty was
ridiculed and shunned. He was given three years to make the field of education
respectable or he and the department would be dropped. From then until his
retirement from Stanford in 1932, Cubberiey and other members of the
educational trust, Charles Judd from the University of Chicago, Frank Spaulding
from Yale, George Strayer from Teachers College at Columbia University and
others worked to make the fields of education and administration accepted in the
academic community by teaching them as a science. He created a network of

graduates and helped place them in superintendencies. He gave over 1,000
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public addresses about the new "science” and attracted enroliments to the
fledgling university. He forged a power base beyond the university. In 1905, he
received his Ph.D. from Teachers College - considered the "West Point" of the
education trust. He discovered and sponsored educational scholars, and from
his own earnings and investments he funded a new education building at
Stanford.

When Houghton Mifflin published an education series Cubberiey edited
103 of the 110 texts, and wrote 10 of them himself. In one of them, State School
Administration, he made observations about the relationship between the
legislature and local districts which have relevance for this study:

When one passes to a study of the legal provisions enacted by our

different states for the organization, administration, and control of the

schools in their various subdivisions, one is struck, especially in the
district- system states, with the vast amount of detailed legislation that
has been piled up. ...legislation - for which there is no real need, aside
from the continuance of the district system itself - is still retained on the
statute books and forms the subject for debate and amendment and

change each time the legislature meets. (Cubberiey 312-13)

When Cubberiey began there was no such thing as a career in school
administration; when he retired he was an elder statesman in the profession. He
and others "gained the power to anoint the new and make it respectable, to
define the new science of education” (Tyack and Hansot 127).

Closely paralleling the work of Cubberley and others to establish school
administration as a science, was the widespread "efficiency" movement to
administer public schools using new and popular business practices. From
approximately 1900 to 1910, newspapers, public opinion and even education

reports such as the American School Board Journal exerted pressure for this
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reform. It reached a peak in the years 1911-13, and caused "wholesale
resignations, dismissals and new appointments"” of superintendents. In
Education and the Cult of Efficiency, Raymond Callahan explained the reason
for the rapid adoption of these business methods. “...when the schools are
being criticized, vulnerable school administrators have to respond. The
quickness of the response and the nature of the response depend upon the
nature and strength of the criticism".

Superintendents quickly adopted the "business approach"in order to
survive, and graduate schools of education added such courses to their
administration curriculum. The result was that "...by 1925 the [superintendent's]
position had more of the characteristics of a managerial job in business or
industry than it did of an educational one in the schools"” (Callahan 148).

The influence of the educational trust and the business movement had an
effect on the administration of local schools which lasted well past World War Il.
A review of the literature from the 1950's and 1960's still shows the role
described in terms of a checklist of duties and responsibilities which were
primarily managerial:

1. To hire or discharge personnel.

2. To furnish leadership for personnel and delegate
responsibility to them.

To provide for the inservice development of

staff.

To plan for curriculum improvement.

To prepare budget and plan salary schedules.

To maintain discipline.

To maintain high attendance.

To make the school calendar and schedule classes.

To provide recreational opportunities for
teachers.

w

©CONOO A
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10. To supervise all classrooms.
11.  To supervise the hot lunch program.
12. To take the school district census.
13.  To supervise district organization and
consolidation.
(Ayars 17-18).

Callahan considered this lingering influence to be a tragedy for the profession:
The younger men coming into administration, say after 1918, accepted
the prevailing conceptions and training as natural...and they in tum
carried the business orientation to all corners of the nation and to their
students, who did the same.

The tragedy itself was fourfold: 1) that educational questions were

subordinated to business considerations; 2) that administrators were

produced who were not, in any true sense, educators; 3) that a

scientific label was put on some very unscientific and dubious methods

and practices; 4) and that an anti-intellectual climate, already prevalent,

was strengthened. As the business-industrial values and procedures
spread into the thinking and acting of educators, countless educational

decisions were made on economic or on non-educational grounds” (246-

47).

In the years prior to 1965, before unionism and collective bargaining,
superintendents went to their local Boards to champion raises and better
working conditions for teachers, and were responsible for the managerial tasks
of running the local school district (Goldhammer 259, Marland 368). In those
days superintendents had an aura of authority and were accustomed to being
“the law" in their districts. (Goldhammer 261).

Indicative of the years prior to the 1970's, almost all superintendents were
white males. All too often people knew them only as distant authority figures who
seemed to be responsible for whatever citizens didn't like about the schools
(Burbank 25). Their families felt they were living in a "fishbowl" and were

frequently subjected to pressures and even reprisals. Spouses were
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automatically expected to give up their own careers (if they dared have one) and
follow the superintendent from job to job. The advent of collective bargaining
ended the "benign father figure" image (Goldhammer 260). The superintendent
now became the Board's representative in bargaining with teachers. For the first
time, the superintendent became openly involved in negotiations. No longer
identified as the primary instructional leader; living with labor relations conflict
became part of the superintendents life.

The purpose of describing and explaining the educational reform
movement of the past 25 years was to direct the focus of this study on how these
changes may have affected the role of the local public school superintendent.
Before the reform movement, the role involved monitoring and reporting inputs to
the state, total allegiance to the guidance of the local board, paternalism toward
staff and adherence to the local political and social agenda.

Because of the school reform movement, the role of a current local
superintendent requires monitoring and reporting outcomes to the state,
allegiance to the local board and at the same time compliance with scores of
state requirements, a labor-management relationship with staff, and the
implementation of a state-level social and political agenda which is often at odds
with the local one. The differences in required skills and attitudes may signal a
significant change in the role requirements of today's successful superintendent.

Several researchers predict that the role requirements of the
superintendent in the 1990's will be far different than the role elements that

existed in the 1960's and 1970's. For example, Konnert and Augenstein
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suggest that among the role changes will be a greater demand for the
superintendent to become a mentor and coach, and shift away from a hierarchial
authoritarian which will promote empowerment of employees and promote their
growth and ownership in their jobs. Strumpf explains the superintendents
changing role in the following terms:

What the environment will demand is a willingness to manage

tension and embrace change. . .Efficiency and effectiveness will

rest on the ability of managers to embrace change. Being adaptive

will no longer be enough" (Strumpf 27).

A consultant in recent superintendent searches listed the skills, attributes
and competencies people say they want in today's superintendent. As a leader
the superintendent must be a communicator, decision maker, delegator and
facilitator. As a role model the superintendent must demonstrate
approachability, charisma, courage, pride in people, flexibility, integrity,
sensitivity and vision. The superintendent must master board relations,
community relations, staff relations, evaluation and supervision, finances and
teaching/learning (Langlois 24-25). The traditional role of the superintendent
appears to have changed substantially in the past 25 years, and may continue to
change. It is our purpose to explain how the changes in educational reform have
affected the role of the local superintendent as well as the organizational
structure of local public schools.

An Overview of Role Theory

In order to describe the role of the superintendent and explain the

changes that role may be undergoing, several terms must be defined briefly.

The first is role, described as "the total of expectations held by members of a
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social system for an individual within that system" (Boles 426). From the
concept of role, researchers have developed a detailed field of role theory for
use in the analysis of organizations. Most of the variants and nuances are
beyond the scope of this study but a few others are germane. Role
expectations are "the prescriptions and proscriptions held by members of a role
set ... in the aggregate they help to define [an individual's] role” (Katz 175).

Many roles are not an exact fit with the environment in which they operate
or with the personal characteristics of the individual who tries to perform that
role. This produces role conflict, "...the simultaneous occurrence of two (or
more) role sendings such that compliance with one would make more difficult
compliance with the other" (Katz 184). Role ambliguity results when "...there is
some uncertainty in the minds, either of the focal person or of the members of
his role set, as to precisely what his role is at any given time" (Handy 56). A
final definition is role overload which "...occurs when the expectations and
demands of the job exceed the ability of the role occupant to respond” (Mitchell
235). A more detailed discussion of role theory is found in the review of
literature chapter of this study.

How might the elements of traditional role theory apply specifically to the
circumstances facing a current local superintendents in Michigan? If, as the
research demonstrates, the state-level educational bureaucracy and the local
site-based environment demand more and different behaviors from the
superintendent, then the expectations held by members of the role set may

have changed. If there is uncertainty in the minds of the Board, the employees,
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the community - or the superintendents - about precisely what the role entails
from year to year, there may be role ambiguity. If superintendents who were
competent in the role before the demands of the reform effort, now feel
overwhelmed and incapable, it may indicate role overload. And, if
superintendents experience confusion about who they really work for, frustration
over implementing reform measures, and difficulty in bridging the gap between
the social/political/educational agenda of the local community and that of the
state, they may experience role conflict.

Ten years ago, when the reform effort was less evolved than now,
Professor Arthur Blumberg, studied perceived changes in the role of local
superintendents. This study will further investigate this role change in light of an
additional ten years of educational reform movements in the State of Michigan.

In 1983, Blumberg interviewed public school superintendents in New York
State. In that study, he concluded that "the essential meaning of the
superintendency as a type of work and the meaning of that work for the
superintendent as a person could not be grasped unless the role could be
viewed through a lens that focused on its unavoidable conflictual nature".

Blumberg determined that the major sources of conflict in the role are
created by the relationships between the superintendent and the school board,
the unions, parents, and the local community. Blumberg also found that the
politics of educational decision-making and leadership operate in an
environment of conflict between the demands of the local educational agenda

and the increasing control over local schools exercised by state and federal
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officials with their own educational agendas. Blumberg also cited five changes
in the social setting in which the superintendent must now function: 1.)the
change from the traditional concept of school as a place of instruction to one
where it is also a focal agent of social policy mandated by courts and
legislatures; 2.)the recognition of unionism and its effects; 3.)the growth of media
technology such as computers and closed-circuit television; 4.)the demand for
more rational decision-making based on hard data, and 5.) the demand for the
schools to collaborate with local, state, and federal agencies to a degree not

experienced previously.

Theme

The recurring theme that perpetuates itself throughout the study and is
substantiated by the data, is the prevalence of legislation that fosters
involvement in management decisions or a participatory management style. In
reality the legislation that was promoting involvement was creating bureaucracy.
In actuality the new legislative reform efforts increase organization complexity,
time, money, and people power. The legislation is negating its own purpose of
site based decision making and local autonomy of school districts, and it is
promoting more complex state level bureaucracy.

The data supported by the responses of the local superintendents
indicates that all the mandates, legisiation, regulations, and opinions of the
attomey general, which were written to increase the quality of Michigan

educational standards, are falling short of their intentions. The responses of the
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superintendents strongly indicate that after four years of Public Act 25, there has
been little impact on the quality of educational reform. It was possible that at the
time of the study, the legislation had not been in place long enough to impact the
educational system. Another hypothesis was the natural process of diffusing
state legislation by the local superintendent. It had been a normal practice of
superintendents to protect and to circumvent legislation by handling the
implementation of the legislation themselves or dispersing parts of the legisiation
to many subordinates.

The reality of the new reform efforts is that there are time infringements
on an already demanding set role of responsibilities. They also create the
demand not only of interpreting what they mean, but also implementing them
without the extra time and people power that is necessary to follow through in
the manner in which they were intended. The effect is a disconnection from what
the intention of the legislation was promoting and instead of becoming more
independent from the state, local school districts are becoming more dependent
upon carrying out the state's agenda. An agenda, that is not impacting the
quality of educational reform that will affect student achievement and an agenda
that penalizes districts that do not meet their legisiative regulations, regulations

that are not éupported with additional funds to fulfill the states requirements.

Purpose of the Study
The purpose of this study is to determine the effect of State reform efforts

on the local superintendent and the organizational structure of local public
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schools. The researcher will describe the State reform efforts and postulates
that by assessing the impact of specific State reform efforts that were not in
place twenty-five years ago, the role of the local superintendent and the
structural organization of public schools has changed.

A quantitative analyzed survey has been used to identify the effects that
specific reform efforts have had on the role of the local superintendent and the
organizational structure of local public schools. A theoretically based framework
for the survey supports the logic for the exploratory questions and the items of

analysis.

Exploratory Question and Hypotheses

The purpose of this study is to determine the effect of state reform efforts
on the role of the local superintendent and the organizational structure of local
public schools. More specifically the research will address the following

questions.

1. What is the effect of the State reform efforts on the role responsibilities of
the local Superintendent in the area of communications?

2. What is the effect of the State reform efforts on the role responsibilities of
the local Superintendent in the area of finance?

3. What is the effect of the State reform efforts on the role responsibilities of
the local Superintendent in the area of personnel?

4, What is the effect of the State reform efforts on the role responsibilities of
the local Superintendent in the area of Administration?

5. What is the effect of the State reform efforts on the role responsibilities of
the local Superintendent in the area of Curriculum?
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6. What is the effect of the State reform efforts on hierarchy of authority in
the structure of the local public schools?

7. What is the effect of the State reform efforts on the division of labor and
specialization in the structure of local public schools?

8. What is the effect of the State reform efforts on the rules and regulations
in the structure of the local public?

9. What is the effect of the state reform efforts on the employees hired on
the basis of qualifications in the structure of the local public schools?

10. What is the effect of the State reform efforts on the efficiency of the
structural organization of the public schools?

Data Analysis

Introduction:

Part one of the analysis of data is a correlation and/or comparison, and
substantiation of data for answers to the exploratory questions. The data
supports the overall analysis of the responses to the survey questions as they
relate to an item of analysis.

The exploratory questions were the focal questions of the study. They
represent questions constructed to determine the effect of the reform efforts on
the five research based role responsibilities of the superintendent and the five
research based areas of organizational structure, as it related to schools.

The explanation of the answers to the questions in this section give
detailed explanations to the answers of the exploratory questions. The answers

are based on disaggregation of answers from each survey question,
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percentages of responses from the questions, statistical analysis, and
significance of mean data ( t-tests). The statistical data have been described in
narrative terms, with a detailed explanation of the superintendents' responses
which indicate the effect of the reforms in relation to each exploratory question.
Exploratory Questions - Part |
Purpose: To determine the effect of the State reform efforts on the role of the

local superintendent and the organizational
structure of local public schools.

The effect of State The of

reform efforts on reform efforts on

Superintendent's ROLE school STRUCTURE.

items of Analysis items of Analysis

Exploratory Questions: Exploratory Questions:

#1. What is the effect of the #8. What is the effect of
the State reform efforts on the State reform efforts on
role responsibilities hierarchy of authority in
of the local Supt. in the the structure of the
area of communications? local public schools?

items of Analysis: #1.2.3,4.5,33 Items of Analysis:#42.43.44

45.46,

47,48

#2. What is the effect of the State #7. What is the effect of the
reform efforts on the role State reform efforts on
responsibilities of the local the division of labor and
Supt. in the area of finance. specialization in struct-

ure of local public

ltems of Analysis: # 7.8.9,20,11.33 schools?
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What is the effect of the State
reform efforts on the role
responsibilities of the local

Supt in the area of personnel?

lysis: #,13,14,15,16,17
33

What is the effect of the State
reform efforts on the role
responsibilities of the local

Supt. in the area of Administration.

ltems of Analysis: # 20.21.22.23,24,33.

What is the effect of the State
reform efforts on the role
responsibilities of the local
Supt. in the area of Curriculum.

#5.a. What is the effect State

reform efforts have had on

the local Superintendent's

job responsibilities, leadership
style, career plans, and their
health?

35, 36, 37, 38, 39, 40, 41, 50, 51.

What is the effect
the State reform
efforts on the rules
and regulations in
the structure of the
local public schools?

Items of Analysis:
20,21,22,23,24,52

What is the effect of
the State reform
efforts on the
employees hired on
the basis of qual-
ifications in the
structure of the

local public schools?

Items of Analysis:
13,14.17.18.35.36,

#10.

What is the effect of
the State reform
efforts on the
efficiency of the
structural organ-
ization in of the

local public schools?

Items of Analysis:
1.7.13,20.26,2. 8
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52 14,21, 26,3, 9. 15, 22
28. 5. 11, 18, 24, 30,
35, 36, 52
Data Analysis
Part li: Hypotheses Il
Introduction:

The purpose of Part |l data analysis is to provide a comprehensive
overview of the impact of the state reform efforts on school districts to meet state
compliances. There are seven sets of hypotheses that have been analyzed
according to the survey data. Each set correlates the data from the survey
questions and is specifically related to the total dollars spent on reform
compliance, the total percentage of annual superintendent time spent on
compliances, the total number of internal personnel days used to meet
compliance, the total number of outside resource people hours needed to meet
compliance, and the impact of the reform efforts on various school groups. Each
of the seven sets of hypotheses is analyzed according to total dollars spent,
mean cost of compliance, class comparison of dollars spent for compliance, and
in some instances, the relationship of the tenure of the superintendent to the

effect on the cost or time to meet compliance.

Part ll: Hypotheses il

1. The effects of the state reform efforts have had significant financial
impact on the cost to implement them in the areas of school:
communications, finance, personnel, administration, and curriculum.
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items of Analysis: #1,7,13,20,26

The effects of the State reform efforts have had significant impact on
the percentage of annual time the local Superintendent devotes to
meeting compliance in the areas of school: communications, finance,
personnel, administration, and curriculum.

items of Analysis: #2,8,14,21,27

The effects of the State reform efforts have had significant impact on
number of days required for compliance in the areas of school:
communications, finance, personnel, administration, and curriculum.

items of Analysis: #3,9,15,22,28.

The effects of the State reform efforts have had significant impact on

the number of outside resources (hired hours needed to meet
compliance of in the areas of school communications, finance, personnel,
administration, and curriculum.

items of Analysis: #4,10,17,23,29.

The State reform efforts have had significant impact on communications
in the areas of :

a. student achievement on M.E.A.P..

b. communication between administration and staff.

c. communication between school, parents, and community.
d. communication between your district and the state.

e. the management of the school district.

items of Analysis: #5a,b,c,d,e.

The State reform efforts have had significant impact on school finance,
personnel, administration and curriculum in the areas of:

a. students

b. teachers delivering instruction

d. relations between school and community
e. professional development



19
items of Analysis: #11 a,b,c.d,e; #18 a,b,c,d,e;
#24 a,b,cd,e; #30 a,b,c,d.e.
7. There has been significant impact on specific curriculum reform efforts in
relation to:
a. student achievement (MEAP)
b. student preparation for higher leaming
c. student preparation for vocational choices
d. teacher (accountability)
e. leadership strategies in meeting district/building goals
f. parent/community involvement

g. meeting state core curriculum goals
h. meeting national Goals 2000

items of Analysis: # 31 a,b,c,d,e,f.gh
8. In the five identified areas of State reform, the following is the order of
most significant impact: finance, curriculum, communication, personnel,
administration.

items of Analysis: #33

Data Analysis
Introduction

The purpose of the supporting propositions was to provide a
disaggregation of the data in both visual and narrative form. This data was a
tabulation of the responses of the local public school superintendents to the fifty-
three questions asked in the survey. Each proposition was given three means of
analysis. One, a statistical analysis with the number of responses to the

question, the minimum and maximum values of each observation, the mean of
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the responses, the standard deviation, and the coefficient of variation. Second,
a graphic explanation of the data. It indicated the number of responses in
relation to a breakdown by a numerical division or percentage of answers to a

particular question. Third, a narrative analysis of the data presented.
Supporting Propositions
1. The State reform efforts have had an impact on the cost to comply to
specific Public acts regarding communication.
items of Analysis: #1

2. The State reform efforts have had a positive impact on the percentage of
Superintendent's annual time required to assure compliance with specific
Public Act regarding communication.

items of Analysis: #2

3. The State reform efforts have had a positive impact on the number of
internal central office personnel people days required to carry-out specific
Public Acts regarding communication.

items of Analysis: #3

4 The State reform efforts have had an impact on the number of
outside resource people hours required to support specific Public Acts
regarding communication.

items of Analysis: #4

5. The State reform efforts impacting communication have
positively affected.

5.a. student achievement on M.E.A.P. scores

5.b. communication between administration and staff

5.c. communication between school, parents, and community
5.d. communication between the district and the state

5.e. the management of the school district
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11.

12.
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items of Analysis: #5a,b,c.d,e
Local Superintendents were highly confident with their answers to

questions on specific State reform efforts impacting areas of
communication.

items of Analysis: #6

The State reform efforts have had a positive impact on the cost to comply
to specific Public Acts regarding finance.

items of Analysis.#7

The State reform efforts have had a positive impact on the percentage of
the Superintendent's annual time required to assure compliance with
specific Public Acts regarding finance.

items of Analysis: #8

The State reform efforts have had a positive impact on the number of
internal central office personnel people days required to support specific
Public Acts regarding finance.

items of Analysis: #9

The State reform efforts have had a positive impact on the number of
outside resource people hours required to support specific Public Acts
regarding finance.

items of Analysis: #10

The State reform efforts impacting finance have positively
affected:

11.a. students

11.b. teachers delivering instruction

11.c. management

11.d. relations between school and community
11.e. professional development

items of Analysis: #11 a,b,cde

Local Superintendents were highly confident with their answers to
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14.

15.

16.

17.

18.
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questions on specific State reform efforts impacting areas of school
finance.

items of Analysis: #12

The State reform efforts have had a positive impact on the annual cost to
comply to specific Public Acts regarding personnei.

items of Analysis: #13

The State reform efforts have had a positive impact on the percentage of
the Superintendent's time required to assure compliance with specific
Public Acts regarding personnel.

items of Analysis: #14

The State reform efforts have had a positive impact on the number of
internal central office personnel people days required to support specific
Public Acts regarding personnel.

items of Analysis: #15

The State reform efforts have had a positive impact on the number of
instructional staff days required to support specific Public Acts regarding
personnel.

items of Analysis: #16

The State reform efforts have had a positive impact on the number of
outside resource people hours required to support specific Public Acts

regarding personnel.
items of Analysis: #17

The State reform efforts impacting personnel have positively
affected:

18.a. students

18.b. teachers delivering instruction

18.c. management

18.d. relations between school and community
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20.

21.

23.

24.
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18.e. professional development

items of Analysis: #18 a,b,c,d,e

Local Superintendents were highly confident with their answers to
questions on specific State reform efforts impacting areas in personnel.

items of Analysis: #19

The State reform efforts have had a positive impact on the district's
annual cost to comply to specific Public Acts regarding administration.

items of Analysis. #20

The State reform efforts have had a positive impact on the percentage of
Superintendent’s annual time required to assure compliance with specific
Public Acts regarding administration.

items of Analysis: #21

The State reform efforts have had a positive impact on the number of

internal central office personnel people days required to support specific
Public Acts regarding administration.

items of Analysis: #22

The State reform efforts have had a positive impact on the number of
outside resource people hours required to support specific Public Acts
regarding administration.

items of Analysis: #23
The State reform efforts impacting administration have positively affected:

24 a. students

24 b. teachers delivering instruction

24.c. management

24.d. relations between school and community
24.e. professional development

items of Analysis: #24 a,b,c,d,e
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27.

28.

29.

31.
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Local Superintendents were highly confident with their answers to
questions on specific State reform efforts impacting administration.

items of Analysis: #25

The State reform efforts have had a positive impact on the districts annual
cost to comply to specific Public Acts regarding curriculum.

items of Analysis: #26

The State reform efforts have had a positive impact on the percentage of
Superintendent's annual time to comply to specific Public Acts regarding
curriculum.

items of Analysis: #27

The State reform efforts have had a positive impact on the number of
internal central office personnel people days required to support specific
Public Acts regarding curriculum.

Items of Analysis: #28

The State reform efforts have had a positive impact on the number of
outside resource people hours required to support specific Public Acts
regarding curriculum.

items of Analysis: #29
The State reform efforts impacting curriculum have positively affected:

30.a. students

30.b. teachers delivering instruction

30.c. management

30.d. relations between school and community
30.e. professional development

items of Analysis: #30 a,b,cde

The State reform efforts impacting curriculum have positively affected:
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35.

37.
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31.a. student achievement (M.E.A.P.)

31.b. student preparation for higher learing

31.c. student preparation for vocational choices

31.d. teacher (accountability)

31.e. leadership strategies in meeting district/building goals
31.f. parent/community involvement

31.g. meeting state core curriculum goals

31.h. meeting national Goals 2000

items of Analysis: #31 a,b,c,d,efgh

Local Superintendents were highly confident with their answers to
questions on specific State reform efforts impacting curriculum.

items of Analysis: #32

The order of greatest change in the Superintendent's role responsibility
created by State reform efforts is: highest to lowest - Finance,
Administration, Curriculum, Personnel, and Communication.

items of Analysis: #33

Local Superintendents were highly confident with their answer to ranking
the effort of State reform efforts on the local Superintendent's areas of

responsibility.

items of Analysis: #34
The State reform efforts have had a positive impact on the job
responsibilities of local Superintendents.

items of Analysis: #35
The State reform efforts have had a positive impact on the local
Superintendent's time spent explaining the State reforms to the Board of
Education.

items of Analysis: #36

The State reform efforts have had a positive impact on the turn-over of
local Board members.
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41.

42.

43.
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items of Analysis: #37

The State reform efforts have negatively impacted on job stress for the
local school superintendent.

items of Analysis: #38

The State reform efforts have negatively impacted the health of local
Superintendent.

items of Analysis: #39

The State reform efforts have negatively impacted local superintendent's
career plans.

items of Analysis: #40

The local Superintendents were highly confident with answers to
questions specific to the impact State reform efforts have had on their job
responsibilities, career and health.

items of Analysis: #41

The State reform efforts have impacted the local traditional hierarchial
structure of public schools.

items of Analysis: #42

The State reform efforts have positively impacted local school's traditional
hierarchial structure.

items of Analysis: #43

The State reform efforts have positively impacted local hierarchial
structures within local schools with regards to:

a. students

b. teachers

c. support staff
d. principals
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47.

49.
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€. community
f. Board of Education
g. superintendent

items of Analysis: #44 a,b,c.d,ef.g.

In the ranking of significance of bureaucratic hierarchial structure prior to
PA 25, in governing schools the order was: first, the local Board of
Education; second, the State Level; and third, the Federal Government.

items of Analysis: #45

In ranking the bureaucratic hierarchial structure that has the most impact
in governing schools today the order is: first, State Level; second, Local
Boards of Education; third, Federal Government.

items of Analysis: #46 a,b,c,d,e f,g.

In ranking the bureaucratic hierachial structure that most impacted the
goveming of schools ten years ago, the order was: first, Board of
Education; second, the Superintendent; third, the Community; fourth, the
Principals; fifth, the teachers; sixth; the support staff, and seventh, the
students.

items of Analysis: #47 a,b,c,d,e f,g.
In ranking the bureaucratic structure that most impacts the governing of
hierarchy in your school today the order is: first, Board of Education,;
second, Superintendent; third, Principals; fourth, Community; fifth,
Teachers; sixth, Support Staff; seventh, Students.

items of Analysis: #48

Local Superintendents were highly confident with their answers to
bureaucratic structure of hierarchy.

items of Analysis: #49

The reform efforts have altered the Superintendent's administrative style
toward instructional leadership.
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items of Analysis: #50

51.  The reform efforts have positively altered the Superintendent's
involvement in the decision making process in the district to more staff
involvement.

items of Analysis: #51
52. The ranking of which groups has had the greatest amount of
assistance in helping local schools meet their State reform compliances
are: first, ISD's; second, State Department of Education; third, hired
resources; and fourth, other districts.
items of Analysis: #52

§3. Local Superintendents were highly confident with their answers to the
effects of State reform efforts on the Superintendent's leadership.

items of Analysis: #53

Major assumptions and limitations of this study may be summarized in the
following statements:

1. The background research data was limited. The set of events that made up
the reform movements were told though the institutional memory of the past four
State Superintendents.

2. The methodological technique of surveying the total population had
limitations; interpretation of questions, artificial responses, and biased answers.

3. Survey - three to four State reforms were selected as significant for the
respondents to base their answers. The bias of the selection of the reforms
could influence the responses.

1. The data was analyzed both from a quantitative and qualitative perspective.

2. The sample population that responded to the survey was twenty percent of
the total population of Michigan public school districts.
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3. The sample distribution of responses were proportional to the number of
Class 3 and Class 4 districts in Michigan public schools. Thus, it can be
extrapolated that the responses to the survey were representative state wide of
the two classifications of school districts.

Definitions of the Terms Used in the Study

1. Role: The total of expectations held by members of a social system for an
individual within that system.

2. Role expectations: The prescriptions and proscriptions held by members of a
role set...they help to define the individual's role.

3. Role conflict: The simultaneous occurrence of two or more role sendings such
that compliance with one would make more difficult compliance with the other.

4. Role ambiguity: That which results when there is some uncertainty in the
minds, either of the focal person or of the members of his role set, as to
precisely what his role is at any given time.

5. Role overload: That which occurs when the expectations and demands of the
job exceed the ability of the role occupant to respond.

Qrganization of the Dissertation

An introduction to the dissertation is provided in Chapter One. Chapter
Two contains the background research unique to this study. Chapter Three is a
discussion of the methodological procedures. Results of the study are
presented in Chapter Four. A discussion of the research findings in correlation
to the background research is presented with conclusions and suggestions for

further studies.



The purpose of this study has been to determine the effect of the State
reform efforts on the role of the local superintendent and the organizational
structure of local public schools.

Included in the second chapter is an introduction to the twenty-five years
of State reform efforts and the extensive background research on the reforms as
told through the memory of the past four and current State Superintendents.
The chapter concludes with an overview of the role of local superintendent and
the organizational structure of local public schools in an era of State reform ef-

forts.

Introduction-Ref o]

Reform efforts have created a realignment in the organization and opera-
tion of public schools. The argument is that State reform efforts have had an im-
pact on the role of the public school superintendent and the organizational struc-
ture of local public schools. The research for this study indicated an activist and
progressive State Department of Education that has made it its business to right
inefficiencies, injustices, and inequities whenever it feels necessary. The sum of
these effects have been initiated through laws, mandates, Attorney General

Opinions, and State Board of Education Documents. The study is designed to

30
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describe and explain the impact of these efforts on local superintendents and
their districts.

To better understand the rationale behind actions taken by the Michigan
Department of Education between 1969 and 1994 and to provide background for
this study, the researcher interviewed the four state superintendents in the order
in which they served; Dr. John Porter (1969-70); Dr. Phillip E. Runkel (1980-87),
Mr. Donald L. Bemis (1987-91); and Dr. Robert E. Schiller (1991-present). The
researcher then discussed the background by describing the Superintendent's

view of events.

Background Research
The state superintendents described their actions as being motivated by

dissatisfaction with conditions in local schools, and they described a few of the
steps that may be seen as discrete but which have the net effect of shifting con-
trol from the local district to the state. This shift in control begins with Dr. John
Porter, State Superintendent of Michigan from 1969-1979. The forerunner of the
educational reform plan for Michigan, Dr. Porter believed then, as now, that
"...philosophically there are school districts that don't have the desirable condi-
tions to succeed ... philosophically those districts are surviving..." (Porter). Dr.
Porter began in 1969 to bring both financial and educational reform to Michigan
schools in an effort to give schools a means of identifying, directing, enforcing,

and evaluating a quality educational program.
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...80% of the kids in a successful district must be able to know and

do what you as principals, teachers and superintendents think is

reasonable. 90% of the school systems do not have a mechanism

for reporting what is reasonable. So, you ask me why we started

all this? That's the answer.

(Porter)

Porter's approach to school reform was guided by a philosophy demar-
cated by the "Six-Step Accountability Model" set down in the 1968. As Porter
states, "We said in the six-step accountability model, 'We've got to have goals,
we've got to have objectives, we've got to have needs assessment, we've got to
have a delivery system ... and then we've got to have evaluation. And you've got
to report to the public on how well you're doing™ (Porter). Porter's vision of State
versus local control of the schools centered around the transition between the
objectives and the delivery system:. "All we think is that kids ought to be able to
read, compute, and know science when they finish the school system," Porter
says. "And here's a reasonable way to assess it. We don't give a damn how
you provide the instruction. That's your responsibility. That's what local control
is" (Porter).

The first of the six step accountability initiatives leading toward school
reform was the Michigan Education Assessment Program. M.E.A.P. was passed
into law in 1968, and the first testing began in 1969. This was the first attempt at
performance-based education (changed from norm-referenced to criterion-refer-
enced in 1971), undertaken not as a means of comparing districts but of assess-

ing them, (as explained above by Dr. Porter). The implied idea behind M.E.A.P.
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was that once the assessment was complete, the delivery system could be
changed to better facilitate student leaming. The whole purpose, according to
Porter, "was to try to get schools to face up to the fact that they were not educat-
ing all the children" (Porter). State policy-makers felt that, without a push, local
districts were not going to solve the education problems. All programs, laws,
and reform elements since 1969 have been related in one way or another to
M.E.A P. and the continuation of performance-based education.

The 1970's began with the development of 'The Common Goals of Michi-
gan Education," issued in September 1971. An advisory task force presented
the Board with tentative goals that the advisory committee believed to be "...the
common goals of an educational system capable of meeting the growing and
changing needs of contemporary society" ( Porter, “The Common Goals of Mich-
igan Education”, pg Il). Following public meetings the Boar<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>