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ABSTRACT

PROBLEMS AFFECTING THE SUPERINTENDENCY AS EXPERIENCED 
IN MICHIGAN PUBLIC SCHOOLS DURING THE 

PERIOD 1972 THROUGH 1984

By

M arg are t  ( " D o l ly " )  McMaster

The p u rp o se  o f  t h i s  s tu d y  was t o  d e t e r m in e  t h e  p rob lem s  expe­

r i e n c e d  by s u p e r i n t e n d e n t s  1n M ich igan  be tween  1972 and 1984 t h a t  

a d v e r s e l y  a f f e c t e d  t h e i r  a b i l i t y  t o  d i r e c t  t h e i r  d i s t r i c t s *  which 

r e s u l t e d  1n t u r n o v e r .

Research d a t a  g a t h e r e d  f o r  t h i s  s tu d y  were  d e r iv e d  from a two­

pronged approach.  Both t h e  s t a t i s t i c a l  and t h e  d e s c r i p t i v e  r e p o r t i n g  

o f  d a t a  be in g  documented were  founded in  e m p i r i c a l  e v id en ce .  The s tu d y  

was one  1n which s e l e c t e d  j o b - r e l a t e d  f a c t o r s  and t h e i r  deg ree  o f  

r e l a t i o n s h i p  t o  s u p e r i n t e n d e n t  e f f e c t i v e n e s s  and t u r n o v e r  w ere  I n v e s t i ­

g a te d ,  I n v o lv i n g  t h e  p e r io d  1972 th ro u g h  1984. The p o p u l a t i o n  used f o r  

g e n e r a t i n g  s t a t i s t i c a l  a n a l y s e s  In c lu d e d  t h e  t o t a l  p o p u l a t i o n  (521) o f  

Michigan s u p e r i n t e n d e n t s .  Of t h e  521 s u rv e y s  m ai led#  366 (703!) were  

r e t u r n e d .

To deve lop  s t a t i s t i c a l  a n a l y s e s  a s  w e l l  a s  r e c e i v e  feedback  f o r  

d e s c r i p t i v e  r e s e a r c h  from s u p e r i n t e n d e n t s  In t h e  f i e l d  d u r in g  t h e  

p e r i o d  1972 th rough  1984# a su rvey  I n s t r u m e n t  was deve loped  and used.



Margare t  ( "D o l ly " )  McMaster

The I n s t ru m e n t  comprised  22 I t e m s  c o n s t r u c t e d  t o  com pi le  demographic  

d a ta  and d a ta  f o r  conduc t ing  s t a t i s t i c a l  t e s t s  co n ce rn in g  p e r c e p t i o n s  

of  s u p e r i n t e n d e n t s  as  t o  t h e  problem a r e a s  hav ing  s i g n i f i c a n t  a d v e r se  

e f f e c t s  on t h e i r  e f f e c t i v e n e s s  r e s u l t i n g  1n t u r n o v e r .

The major f i n d i n g s  were a s  fo l l o w s :

1. Problems e x p e r ien ced  1n B o a rd -S u p e r ln te n d e n t  R e l a t i o n s  had 

a s i g n i f i c a n t  I n f l u e n c e  on r e a so n s  f o r  t u r n o v e r .

2. Board Member E l e c t i o n s ,  In e f f e c t  board  Incumbent d e f e a t s ,  

had a s i g n i f i c a n t  e f f e c t  on t u r n o v e r .

3. Super in tendency  tu r n o v e r  was found t o  be Independent  o f  

problems exp e r ien ced  In Ccmmun1cat1ons/Publ1c R e l a t i o n s .

4. P u b l i c  P r e s s u r e  a p p l i e d  th rough  Spec ia l  I n t e r e s t  Groups had 

no s i g n i f i c a n t  e f f e c t  on t u r n o v e r .

5. Turnover was found t o  be Independen t  of  problems e x p e r i ­

enced 1n S t a f f  C o n f l i c t s .

6. F in a n c ia l  D i f f i c u l t i e s  were  found t o  have no s i g n i f i c a n t  

r e l a t i o n s h i p  t o  t u r n o v e r .

7. Turnover was Independent  of  d i f f i c u l t y  exper ienced  1n 

Management Problems.

8. No s t a t i s t i c a l l y  s i g n i f i c a n t  r e l a t i o n s h i p  was found be tween 

p re v io u s  su p e r in ten d e n c y  e x p e r i e n c e  and p e r c e p t io n s  of  t h e  seven

v a r l  abl e s .
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CHAPTER I

THE PROBLEM 

I n t r o d u c t i o n

"School a d m i n i s t r a t o r s  p ro v id e  l e a d e r s h i p  f o r  o u r  n a t i o n ' s  most 

e s s e n t i a l  In d u s t ry  . . . e d u ca t io n "  (American A s s o c i a t i o n  of  School 

A d m in i s t r a to r s*  1982* p. 7). With c a t a c l y s m i c  changes  a f f e c t i n g  ou r  

soc ie ty*  t h e  demands being  made on school s u p e r i n t e n d e n t s  a r e  c au s in g  

t h e  r o l e  t o  become one t h a t  1s p r a c t i c a l l y  humanly Im p o s s ib le  t o  

f u l f i l l .  To equip  p r e s e n t  and f u t u r e  s u p e r i n t e n d e n t s  In Michigan w i th  

t h e  n e c e s sa ry  s u r v i v a l  s k i l l s  f o r  j o b  s a t i s f a c t i o n  and longev i ty*  1 t  1s 

I m p e r a t i v e  t o  I d e n t i f y  t h o s e  problems t h a t  have Impeded t h e  e f f e c t i v e ­

ness  of  p r i o r  and p r e s e n t  s u p e r i n t e n d e n t s  1n t e r m s  o f  t h e i r  a b i l i t y  t o  

d i r e c t  t h e  b u s in e s s  o f  t h e i r  school d i s t r i c t s  and t h e  r e s u l t i n g  t u r n ­

over a t  t h i s  a d m i n i s t r a t i v e  l e v e l .

Purpose  o f  th e .S tu d y  

The purpose  of  t h i s  s tudy  1s t o  d e te rm in e  t h e  a d m i n i s t r a t i v e  

p roblems e x p er ien ced  by s u p e r i n t e n d e n t s  1n Michigan between 1972 and 

1984 t h a t  a d v e r se ly  a f f e c t  t h e i r  a b i l i t y  t o  e f f e c t i v e l y  d i r e c t  t h e  

b u s in e s s  o f  t h e i r  school d i s t r i c t s  and t h a t  r e s u l t  1n tu r n o v e r  (volun­

t a r y  o r  I n v o lu n ta ry )  a t  t h i s  a d m i n i s t r a t i v e  l e v e l .

1



2

-S ig n i f ic a n ce  of_ the_Problem

The su p e r in ten d e n c y  I s  t h e  c r u c i a l  a d m i n i s t r a t i v e  p o s i t i o n  1n a

school d i s t r i c t  1n d e te r m in in g  t h e  o p p o r tu n i ty  f o r  q u a l i t y  e d u ca t io n

f o r  I t s  s t u d e n t s .  The r o l e s ,  com petenc ie s ,  and l e a d e r s h i p  q u a l i t i e s  o f

s u p e r i n t e n d e n t s  a r e  being I n c r e a s i n g l y  p r o p e l l e d  I n t o  e x p e c t a t i o n s !

l e v e l s  t h a t  a r e  humanly Im p o s s ib le  t o  f u l f i l l .  Most o f  what 1s

p r e s e n t l y  known about  l e a d e r s h i p  and I t s  e f f e c t  on s u c c e s s fu l

o r g a n i z a t i o n a l ,  I n d i v i d u a l ,  and group goal a t t a i n m e n t s  p o i n t s  t o  t h e

mounting ev idence  t h a t  t h e  l e a d e r  1s s i g n i f i c a n t  In s e t t i n g  t h e  l e v e l

o f  e x p e c t a t l o n a l  pe rformance  f o r  a l l  s u b o r d i n a t e  a c t i v i t y .  Tosl  and

Hamner (1974) e x p la i n e d .

Leadersh ip  1s t h e  p ro c e s s  by which an In d iv i d u a l  I n f l u e n c e s  t h e  
b e h av io r  o f  a n o th e r  person o r  group. . . . Leadersh ip  o c c u r s  when 
an in d iv id u a l  1s a b l e  t o  i n f l u e n c e  a n o th e r  person  o r  group t o  go 
beyond t h e  boundar ie s  o f  t h e  p sy ch o lo g ica l  c o n t r a c t .  Compliance 
w i th  d i r e c t i v e s  f a l l i n g  w i t h i n  t h e  p sy ch o lo g ica l  c o n t r a c t  I s  admin­
i s t r a t i o n .  To move an I n d iv i d u a l  o r  group beyond t h o s e  b oundar ie s  
1 s  l e a d e r s h i p ,  (p.  424)

L l k e r t  (1971) f u r t h e r  evidenced t h e  need f o r  e f f e c t i v e  l e a d e r ­

sh ip  by e x p l a i n i n g  r e s e a r c h  f i n d i n g s  I n d i c a t i n g  t h a t  t h e  genera l  p a t ­

t e r n s  o f  o p e r a t i o n s  o f  t h e  h ig h e s t - p r o d u c in g  managers  t end  t o  d i f f e r  

from t h o s e  o f  t h e  managers  o f  m ed iocre  and low -p roduc ing  u n i t s  by 

showing t h e  fo l l o w i n g  c h a r a c t e r i s t i c s :

1. A preponderance  o f  f a v o r a b le  a t t i t u d e s  on t h e  p a r t  o f  each 
member of  t h e  o r g a n i z a t i o n  to w ard  a l l  o t h e r  members, to w ard  s u p e r ­
v i s o r s ,  tow ard  t h e  work, tow ard  t h e  o r g a n i z a t i o n — toward  a l l  
a s p e c t s  o f  t h e  job .  These f a v o r a b l e  a t t i t u d e s  tow ard  o t h e r s  
r e f l e c t  a high le v e l  o f  mutual con f id en ce  and t r u s t  th ro u g h o u t  t h e  
o r g a n i z a t i o n .  The f a v o r a b l e  a t t i t u d e s  to w a rd  t h e  o r g a n i z a t i o n  and 
t h e  work a r e  no t  t h o s e  o f  easy complacency,  bu t  a r e  t h e  a t t i t u d e s  
o f  I d e n t i f i c a t i o n  w i th  t h e  o r g a n i z a t i o n  and I t s  o b j e c t i v e s  and a 
h igh sense  of  Involvement  1n a c h ie v in g  them.
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2. T h i s  h ig h ly  m ot iva ted*  c o o p e r a t i v e  o r i e n t a t i o n  to w a rd  t h e  
o r g a n i z a t i o n  and I t s  o b j e c t i v e s  1s ach iev ed  by h a r n e s s i n g  e f f e c ­
t i v e l y  a l l  t h e  m a jo r  m o t i v a t i o n a l  f o r c e s  which can e x e r c i s e  s i g n i f i ­
c a n t  I n f l u e n c e  1n an o r g a n i z a t i o n a l  s e t t i n g  and which* p o t e n t i a l l y *  
can be accompanied by c o o p e r a t i v e  and f a v o r a b l e  a t t i t u d e s .

3.  The o r g a n i z a t i o n  c o n s i s t s  o f  a t i g h t l y  k n i t ,  e f f e c t i v e l y  
f u n c t i o n i n g  s o c i a l  sys tem .  T h i s  s o c i a l  sys tem 1s made up o f  I n t e r ­
l o c k i n g  work g roups  w i th  a h igh  d e g re e  o f  group l o y a l t y  among t h e  
members and f a v o r a b l e  a t t i t u d e s  and t r u s t  be tween s u p e r i o r s  and 
s u b o r d i n a t e s .  S e n s i t i v i t y  t o  o t h e r s  and r e l a t i v e l y  h ig h  l e v e l s  o f  
s k i l l  1n p e r so n a l  I n t e r a c t i o n  and t h e  f u n c t i o n i n g  o f  g roups  a r e  
a l s o  p r e s e n t .  These  s k i l l s  p e r m i t  e f f e c t i v e  p a r t i c i p a t i o n  1n d e c i ­
s i o n s  on common prob lems.  P a r t i c i p a t i o n  1s used* f o r  example* t o  
e s t a b l i s h  o r g a n i z a t i o n a l  o b j e c t i v e s  which a r e  a s a t i s f a c t o r y  I n t e ­
g r a t i o n  o f  t h e  needs and d e s i r e s  o f  a l l  members o f  t h e  o r g a n i z a t i o n  
and o f  p e r s o n s  f u n c t i o n a l l y  r e l a t e d  t o  I t .  High l e v e l  o f  r e c i p r o ­
c a l  I n f l u e n c e  occu r  and high l e v e l s  o f  t o t a l  c o o r d i n a t e d  I n f l u e n c e  
a r e  a c h i e v e d  1n t h e  o r g a n i z a t i o n .  Communicat ion 1s e f f i c i e n t  and 
e f f e c t i v e .  The re  1s a f low from one p a r t  o f  t h e  o r g a n i z a t i o n  t o  
a n o t h e r  o f  a l l  t h e  r e l e v a n t  I n f o r m a t i o n  I m p o r t a n t  f o r  each d e c i s i o n  
and a c t i o n .  The l e a d e r s h i p  In t h e  o r g a n i z a t i o n  had deve loped  wha t  
m ig h t  w e l l  be c a l l e d  a h ig h ly  e f f e c t i v e  s o c i a l  sy s tem  f o r  I n t e r a c ­
t i o n  and mutual In f luence*

4.  Measurements  o f  o r g a n i z a t i o n a l  pe r fo rm ance  a r e  used 
p r i m a r i l y  f o r  s e l f - g u i d a n c e  r a t h e r  th a n  f o r  super im posed  c o n t r o l .
To t a p  t h e  m o t iv e s  which b r in g  c o o p e r a t i v e  and f a v o r a b l e  r a t h e r  
t h a n  h o s t i l e  a t t i t u d e s *  p a r t i c i p a t i o n  and Invo lvem en t  1n d e c i s i o n s  
1s a h a b i t u a l  p a r t  o f  t h e  l e a d e r s h i p  p ro c e s s .  T h i s  k ind  of
dec ls1on-mak1ng,  of  course* c a l l s  f o r  t h e  f u l l  s h a r i n g  o f  a v a i l a b l e  
Measurem ents  and I n f o r m a t i o n .  Moreover* a s  I t  becomes e v i d e n t  1n 
t h e  d e c i s io n - m a k in g  p r o c e s s  t h a t  a d d i t i o n a l  I n f o r m a t i o n  o r  m easu re ­
ments  a r e  needed* s t e p s  a r e  t a k e n  t o  o b t a i n  them. (In  Pugh# 19 *
p. 15)

Models o f  e f f e c t i v e  l e a d e r s h ip *  w h i l e  v a r i e d  and I n c r e a s i n g l y  

complex* have shown common I n d i c e s  th rough  t h e  f o l l o w i n g  p r o g r e s s i o n :  

h igh m o ra le  l e a d s  t o  h igh  p r o d u c t i v i t y ;  good l e a d e r s h i p  (d e m o c r a t i c  

l e a d e r s h ip #  good human r e l a t i o n s *  c o n s i d e r a t i o n *  e t c . )  l e a d s  t o  h igh  

m o ra le  (and t h u s  t o  h igh p r o d u c t i v i t y ) ;  e f f e c t i v e  l e a d e r s h i p  (combining  

a conce rn  f o r  p e o p le  w i t h  a conce rn  f o r  t a s k  e f f e c t i v e n e s s )  l e a d s  t o  

h igh m o ra le  a n d /o r  h igh  p r o d u c t i v i t y ;  e f f e c t i v e  l e a d e r s h i p  h a s  t o  be
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t a i l o r e d  t o  t h e  group s i t u a t i o n  (e.g. ,  group t a s k ,  s t r u c t u r e ,  member 

r e l a t i o n s h i p ,  t im in g ,  s t r e s s ,  e t c . )  (Perrow, 1972).

Campbell ,  B r idges ,  and Nyst rand  (1977) d e l i n e a t e d  t h e  l e a d e r ­

sh ip  r o l e  1n t e rm s  o f  a b i l i t i e s ,  r o l e s ,  and behav io r :

1. Two a b i l i t i e s ,  a t  l e a s t ,  c h a r a c t e r i z e  t h e  l e a d e r . S /h e  has 
a goal f o r  t h e  f u t u r e  and a p lan  f o r  a c h ie v in g  I t .  In a d d i t i o n  t o  
t h i s ,  s / h e r  u n d e rs tan d s  t h a t  e f f e c t i v e  p lan n in g  f o r  t h e  ach ievem ent  
o f  g o a l s  In v o lv e s  t h e  peop le  who a r e  a f f e c t e d  by th o s e  g o a ls .  The 
l e a d e r  m a rsh a l s  t h e  I n t e l l i g e n c e  o f  t h e s e  people  t o  g e t  t h e  jo b  
done. The l e a d e r  I s  expec ted  t o  f u r n i s h  Ideas .  S /he  1n t u r n  
e x p e c t s  t o  r e c e iv e  Ideas  from h i s / h e r  a s s o c i a t e s .  S /he  I n s p i r e s  
people  t o  c o o p e r a t e  1n d e a l i n g  w i th  t h e s e  Id e a s ,  so  t h a t  t h e  pu r ­
poses  o f  e d u ca t io n  a r e  served .

2. The I n t e r p e r s o n a l  r o l e  t h a t  has r e c e iv e d  t h e  most  a t t e n t i o n  
In t h e  l i t e r a t u r e  1s t h e  l e a d e r  ro le .  As t h e  l e a d e r  of t h e  o r g a n i ­
z a t i o n ,  t h e  a d m i n i s t r a t o r  g u id e s  and m o t i v a t e s  s u b o rd in a te s .  S /he  
a t t e m p t s  t o  h a r n e s s  t h e  e n e r g i e s  o f  s u b o r d i n a t e s  by e f f e c t i n g  an 
I n t e g r a t i o n  between t h e  purposes  o f  t h e  o r g a n i z a t i o n  and t h e  
m o t ives  of  t h e  I n d i v i d u a l .  Leadersh ip  p e rm ea te s  a g r e a t  many of 
t h e  a d m i n i s t r a t o r ' s  a c t i v i t i e s .  I t  I s  e v i d e n t  1n what appea r  t o
be casua l  e n c o u n te r s ,  f o r  example,  when t h e  manager g r e e t s  a 
s u b o r d in a t e ,  asks  abou t  h i s / h e r  work and com pl im en ts  h im /h e r  on 
ach ievem ents .

3. C o n s i s t e n t  w i th  t h e  genera l  usage of  t h e  t e rm  l e a d e r , we 
d e f i n e  a l e a d e r  a s  an a d m i n i s t r a t o r  who h as  a m is s io n  o r  a s p e c i a l  
s e n s e  of  d i r e c t i o n  f o r  t h e  o r g a n i z a t i o n  and who 1s a b l e  t o  s e c u r e  
t h e  commitments  and e f f o r t s  o f  s u b o r d i n a t e s  1n s e r v i c e  o f  t h i s  
m is s io n ,  (pp.  22 ,  176, 268)

According t o  t h i s  d e f i n i t i o n ,  t h e  e d u ca t io n a l  a d m i n i s t r a t o r  must 

p o s se s s  two e s s e n t i a l  c h a r a c t e r i s t i c s  I f  s / h e  I s  t o  be reg a rd ed  as  a 

l e a d e r .  F i r s t ,  s / h e  must  have a s p e c ia l  s ense  o f  where th e  

o r g a n i z a t i o n  1s going , a v i s i o n  t h a t  e x c i t e s  t h e  im a g in a t io n  and 

c h a l l e n g e s  t h e  b e s t  1n people.  This  nob le  purpose  g iv e s  people  

someth ing  t o  work to w a rd ,  something  t h a t  they  do n o t  y e t  know how t o  

do, and someth ing  t h a t  they  w i l l  be proud o f  when they  a ch ie v e  1 t  

(Granger,  1964). Such a v i s i o n  g iv e s  calm p e r s p e c t i v e  t o  t h e  ho t
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I s s u e s  of  t h e  day and a f f e c t s  t h e  s i g n i f i c a n c e  o f  e v e r y th in g  t h e  

a d m i n i s t r a t o r  does (Ohmann# 1970). The e s se n ce  o f  l e ade rsh ip#  

th e r e f o r e #  1s "choice# a s i n g u l a r l y  I n d i v i d u a l i s t i c  a c t  1n which an 

a d m i n i s t r a t o r  assumes r e s p o n s i b i l i t y  f o r  a commitment t o  d i r e c t  an 

o r g a n i z a t i o n  a long  a p a r t i c u l a r  path"  (Zalenlk# 1967# p. 59). Th is  

commitment s t i m u l a t e s  and g u id es  a c t i o n .

The second e s s e n t i a l  c h a r a c t e r i s t i c  t h a t  t h e  e d u c a t io n a l  

a d m i n i s t r a t o r  must  have 1 f  c o n s id e re d  t o  be a l e a d e r  1s t h e  a b i l i t y  t o  

i n f l u e n c e  people# t o  b ind t h e i r  w i l l s  1n t h e  accom plishm ent  o f  pu rposes  

beyond t h e i r  own ends (Barnard# 1962). I f  t h e  a d m i n i s t r a t o r  has worthy 

o r g a n i z a t i o n a l  o b j e c t i v e s  and a sense  of  d i r e c t i o n  t h a t  I s  des igned  t o  

g iv e  c o n t i n u i t y  t o  I n d iv i d u a l  a c t i o n s  ove r  t i m e  bu t  I s  unable  t o  e l i c i t  

t h e  r e q u i s i t e  e n e r g i e s  and commitments  of o the rs#  then  a l e a d e r  h a s  n o t  

evo lved  acco rd in g  t o  t h e  above d e f i n i t i o n .  To be a leader#  a d m i n i s t r a ­

t o r s  must be a b l e  t o  r e a l i z e  t h e i r  I n t e n t i o n  1n t h e  a t t i t u d e s #  values# 

and b eh av io r s  o f  t h e i r  s u b o r d in a t e s .  F u n c t io n in g  a s  a l e a d e r  means t h e  

a d m i n i s t r a t o r  1s g u id in g  and shap ing  what I n d i v i d u a l s  do 1n s e r v i c e  o f  

t h e  o r g a n i z a t i o n  and I t s  m is s ion .  Again# t h e r e  1s s i g n i f i c a n t  common­

a l i t y  1n t h e  l i t e r a t u r e  as  d e f in e d  h e re  by Sarason  (1972).

T i l lm a n  and Rencher (1976)# u s ing  t h e  t h e o r e t i c a l  work o f  Blake 

and Mouton# as  well  a s  o t h e r  s i g n i f i c a n t  contem porary  w r i t i n g s #  s t u d i e d  

t h e  s i g n i f i c a n c e  o f  t h e  prominence o f  t h e  o r g a n i z a t i o n a l  p r o d u c t io n  and 

t h e  needs of  peop le  f a c t o r s  1n t h e  o b l iq u e  s o l u t i o n  o f  a h1gh-ach1ev1ng 

group o f  s u p e r in t e n d e n t s .  The r e s u l t s  showed a s t r o n g  p r e d i s p o s i t i o n  

of  t h e  h1gh-ach1ev1ng s u p e r i n t e n d e n t s  t o  choose  t h e  9#9 m anager ia l
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f o r m u l a t i o n  (work accom plishm ent  1s from commit ted  p eop le ;  in t e r d e p e n d ­

ence  th rough  a "common s t a k e "  In o r g a n i z a t i o n a l  pu rpose  l e a d s  t o  r e l a ­

t i o n s h i p s  o f  t r u s t  and r e s p e c t )  (Blake & Mouton, 1964) a s  t h e i r  most 

t y p i c a l  m anage r ia l  s t y l e .  For t h e  h1gh-ach1ev1ng group of  s u p e r i n t e n d ­

e n t s ,  fo u r  p o i n t s  o f  view were  I d e n t i f i e d  a s :  (1) a p o i n t  of  view w i th

r e s p e c t  t o  t h e  concern  o f  t h e  s u p e r i n t e n d e n t s  f o r  p ro d u c t io n  1n educa­

t i o n a l  e n t e r p r i s e s ;  (2) a p o i n t  o f  view w i th  r e s p e c t  t o  t h e  concern  f o r  

t h e  e f f i c i e n c y  o f  e d u ca t io n a l  p e r s o n n e l ;  (3) a p o i n t  o f  view w i th  

r e s p e c t  t o  t h e  concern  f o r  c o o p e r a t io n  among s u b o r d i n a t e s ;  and (4) a 

p o i n t  o f  view w i th  r e s p e c t  t o  t h e  concern  f o r  t h e  needs of  people .

Based on t h e  r e s u l t s  accum ula ted  f o r  t h i s  s tu d y ,  T i l lm a n  and Rencher 

recommended t h a t  s u p e r i n t e n d e n t s  c o n s i d e r  s t r o n g l y  s e l e c t i n g  t h e  9,9 

manager ia l  l e a d e r s h i p  s t y l e .  The ev idence  uncovered by t h i s  s tudy  

s u g g e s t s  t h a t  s u p e r i n t e n d e n t s  w i th  t h e  9 ,9  p r o p e n s i t y  have a r e a l i s t i c  

concern  f o r  o r g a n i z a t i o n  p ro d u c t io n  a s  w e l l  a s  an a p p a r e n t  i n t e r e s t  1n 

t h e  needs  o f  people .

Volp and W ll low er  (1977) d i s c u s s e d  M a c h ia v e l l i a n  b e h a v io r s  o f  

s u p e r i n t e n d e n t s  and found h1gh-Mach s u p e r i n t e n d e n t s  c l a i m in g  t o  e x e r t  

more In f lu e n c e  th a n  was a t t r i b u t e d  t o  them by t h e i r  boards  and o t h e r  

a d m i n i s t r a t o r s .  H1gh-Mach s u p e r i n t e n d e n t s  showed a p ro p e n s i ty  t o  do 

what was " e x p e d ie n t1' In  o r d e r  t o  enhance t h e i r  in f l u e n c e .  Highly 

M a c h ia v e l l i an  s u p e r i n t e n d e n t s  were " o p e r a t o r s , "  b u t  t h e i r  o p e r a t i o n s  

f a i l e d  t o  s e c u r e  t h e  k ind o r  amount of In f lu e n c e  they sought.  The most 

s t r i k i n g  c h a r a c t e r i s t i c  of t h e  low-Mach s u p e r i n t e n d e n t s  was t h e i r  e v e r ­

p r e s e n t  r e g a rd  f o r  peop le  (hence,  9 ,9) .  The low-Machs were  viewed a s
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" v i r t u o u s "  1n t h e  sense  t h a t  th e y  made f r e q u e n t  r e f e r e n c e s  t o  honesty* 

s i n c e r i t y *  genuineness*  and f a i r n e s s  In  t h e i r  t r e a t m e n t  o f  s u b o r d i ­

n a t e s  o r  peer s .  The low-Mach s u p e r i n t e n d e n t s  f u r t h e r  r e i n f o r c e d  t h e s e  

b e l i e f s  w i th  a " h u m a n is t i c "  view of  t h e  world .  They r e j e c t e d  sugges­

t i o n s  t h a t  e v i l  f o r c e s  were  "ou t  t o  g e t  t h e  s u p e r in t e n d e n t . "  By empha­

s i z i n g  t h e i r  " s e r v i c e "  r o l e  1n m ee t ing  t h e  e d u ca t io n a l  demands o f  board 

members* a d m i n i s t r a t o r s *  te ach e rs*  s tuden ts*  and community groups* t h e  

low-Machs min imized  t h e  t h r e a t  o f  h o s t i l e  e n co u n te r s .  They d e p ic t e d  

t h e i r  c o n s t i t u e n t s  a s  I n t e r e s t e d *  d e d ic a te d  p a r t i e s  Involved  1n school 

a f f a i r s  (hence* ag a in  9*9).

Knowing t h e s e  d a ta  a s  d t e d  1n p re v io u s  e x c e r p t s  from t h e  

l i t e r a t u r e *  1 t  I s  t a n ta m o u n t  t o  I d e n t i f y  t h e  problems o r  i n d i c e s  t h a t  

a d v e r se ly  a f f e c t  a s u p e r i n t e n d e n t  from e f f e c t i v e l y  f u l f i l l i n g  t h e  

d u t i e s  of  h i s / h e r  o f f i c e .  Through g a t h e r i n g  co m p ara t iv e  d a ta  t h a t  

c e n t e r  on b o a r d - s u p e r l n t e n d e n t  r e l a t i o n s *  problems e x p e r ien ced  a f t e r  

board-member e l e c t i o n s *  t h e  a r e a s  o f  communicat ions  and p u b l i c  

r e l a t i o n s *  problems ex p e r ien c e d  w i th  p r e s s u r e  from s p e d a l - I n t e r e s t  

groups* f r i c t i o n s  a r i s i n g  from s t a f f  c o n f l i c t s  (both a d m i n i s t r a t i v e  as  

wel l  as  c e r t i f i e d  and u n c e r t i f i e d ) *  f i n a n c i a l  d i f f i c u l t i e s *  g en e ra l  

management d i f f i c u l t i e s *  age o f  s u p e r in te n d e n t s *  l o n g e v i ty  o f  o f f ice*  

and d u p l i c i t y  o f  s u p e r in ten d en cy  exper ience* t h e  t a s k  o f  deve lop ing  

g r a d u a te  t r a i n i n g  programs f o r  purposes  o f  a s s i s t i n g  t h o s e  1n t h e  f i e l d  

a s  well  as p o t e n t i a l  s u p e r i n t e n d e n t s  appea rs  t o  be a c r i t i c a l  need.
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D e f i n i t i o n  o f  Terms

The f o l l o w i n g  t e r m s  a re  d e f in e d  1n t h e  c o n te x t  1n which th e y  

a r e  used In t h i s  d i s s e r t a t i o n  (Good# 1973).

S u p e r in t e n d e n t  o f  s ch o o l s . The c h i e f  e x e c u t i v e  and a d v i so r y  

o f f i c e r  charged  w i th  t h e  d i r e c t i o n  o f  s c h o o l s  In  a lo c a l  school unit# 

a s  1n a d i s t r i c t #  c i t y #  town# o r  township  o r  In a county  o r  s t a t e .

Prob lem. Any s i g n i f i c a n t #  perp lexing# and c h a l l e n g i n g  s i t u a ­

t ion# r e a l  o r  a r t i f i c i a l .

Turnover . The l o s s  and subsequen t  re p la ce m e n t  o f  a s u p e r i n ­

t e n d e n t .

Tenure . The length# u s u a l l y  e x p re s sed  In  years# o f  a s u p e r in ­

t e n d e n t ' s  s e r v i c e  in  a s i n g l e  p o s i t i o n  o r  school sys tem.

E x p e d e n c e . The p ro c e s s  o f  a human be ing  I n t e r a c t i n g  w i th  a 

p h y s i c a l / c u l t u r a l  environment# doing c e r t a i n  t h i n g s  and hav ing  c e r t a i n  

t h i n g s  happen t o  h im /he r  (1n consequence) .

P u b l i c  s c h o o l s . P u b l i c  s c h o o l s  r e f e r s  t o  Michigan p u b l i c  

e lem en ta ry  and secondary  s c h o o l s  In school d i s t r i c t s  t h a t  m a in t a in  

g rades  o f  k i n d e r g a r t e n  th rough  t w e l f t h  g ra d e s  o r  f i r s t  th rough  t w e l f t h  

g rades .

School d i s t r i c t . The a rea  t h a t  1s under t h e  s u p e r v i s i o n  o f  a 

g iven school board.

School board . The school d i s t r i c t  agency c r e a t e d  by t h e  s t a t e #  

b u t  g e n e r a l l y  p o p u la r ly  e lec ted#  on which t h e  s t a t u t e s  o f  t h e  s t a t e  o r  

commonwealth p la ce  t h e  r e s p o n s i b i l i t y  f o r  con d u c t in g  t h e  lo c a l  p u b l i c  

e d u ca t io n  systems.
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Leadersh ip . The a b i l i t y  and r e a d i n e s s  t o  In sp i re#  guide# 

d i r e c t #  o r  manage o t h e r s .

I n d i c e s . Any t r a i t s #  fac to r s#  o r  v a r i a b l e s  c o n s id e re d  1n an 

I n v e s t i g a t i o n  tha t#  a c t i n g  t o g e t h e r  o r  s e p a ra te ly #  produce  a g iven  

r e s u l t .

A d m i n i s t r a t i v e  e f f e c t i v e n e s s . The e x t e n t  t o  which s a t i s f a c t o r y  

r e s u l t s  have been produced th rough t h e  con t ro l#  d i r e c t io n #  and manage­

ment e x e r c i s e d  by t h e  e x e c u t i v e  a u t h o r i t y  ( s u p e r in t e n d e n t ) .

Communications. The t r a n s f e r e n c e  o f  th o u g h t  o r  f e e l i n g  from 

one person  t o  a n o th e r  th rough  ges ture#  pos ture# f a c i a l  express ion# tone  

and q u a l i t y  o f  voice# a s  w e l l  as  by speech  o r  by secondary  means such 

a s  w r i t i n g #  te lephone# t e l e g rap h #  radio# t e l e v i s i o n #  e t c .

P u b l i c  r e l a t i o n s . An a c t i v i t y  concerned  w i th  g iv in g  In fo rm a­

t i o n  t o  t h e  p u b l i c  about  t h e  school o r  c r e a t i n g  good w i l l  f o r  t h e  

s choo l .  A c o n d i t i o n  o f  mutual u n d e r s t an d in g  t h a t  s u b s i s t s  between 

school and community.

Spec ia l  I n t e r e s t  group ( p r e s s u r e  group) .  A group o f  pe rsons  

bound by common I n t e r e s t s  t h a t  a t tem pts#  by use o f  a v a r i e t y  of  c o e r ­

c i v e  measures# t o  In f lu e n c e  o t h e r s  t o  adop t  I t s  programs o r  purposes .

S t a f f  c o n f l i c t s . A p a in fu l  or  unhappy s t a t e  o f  c o n sc io u sn es s  

r e s u l t i n g  from a c l a s h  o r  c o n t e s t  o f  In c o m p a t ib le  d e s i r e s#  alms# 

dr ives#  etc.# between v a r io u s  I n d i v i d u a l s  h i r e d  by a school d i s t r i c t  t o  

c a r r y  o u t  t h e  work o f  t h e  school d i s t r i c t .

V ig n e t t e . A shor t#  l i t e r a r y  s k e tc h  of  a p a r t i c u l a r  m a t t e r  o r  

c1rcum stance .
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Assumptions and D e l i m i t a t i o n s  o f  the_Studv

This  s tudy  was l i m i t e d  t o  c o n s i d e r a t i o n  o f  Michigan p u b l i c  

school s u p e r i n t e n d e n t s  dur ing  t h e  pe r iod  1972 th rough 1984 as  r e p o r t e d  

by t h e  Michigan A s s o c ia t io n  o f  School A d m i n i s t r a t o r s  (MASA) a s  well  as  

d a ta  g a th e r e d  th rough  su rv ey in g  521 s u p e r i n t e n d e n t s  1n Michigan.

The v a l i d i t y  of  t h i s  s tudy  was a f f e c t e d  by:

1. The n a t u r e  and v a l i d i t y  of  t h e  m a jo r  sou rce  o f  t h e  d a ta ,  

which was In :

a. t h e  c o n f i d e n t i a l  r e c o r d s / f i l e s  o f  t h e  MASA.

b. f i n d i n g s  compiled  a s  a r e s u l t  o f  s u rv e y in g  a l l  521 

s u p e r i n t e n d e n t s  1n Michigan.

2. I t  d e a l t  w i th  s e l e c t e d  demographic  f a c t o r s  common t o  a l l  

s u p e r i n t e n d e n t s  t h a t  can be s t a t i s t i c a l l y  ana lyzed  and compared.

3.  I t  d e a l t  w i th  s e l e c t e d  p r o b le m a t i c  ( j o b - r e l a t e d )  f a c t o r s  

common t o  a l l  s u p e r i n t e n d e n t s  t h a t  can be s t a t i s t i c a l l y  ana lyzed  and 

compared.

4.  The s tudy  assumed t h e  s u p e r i n t e n d e n t s  had responded t o  da ta  

c o l l e c t i o n  by t h e  MASA as  well  a s  t h e  su rvey  used 1n t h i s  s tudy  w i th  

a c c u r a t e  p e r c e p t i o n s  1n t e r m s  o f  I d e n t i f y i n g  problem a re a s  having 

s i g n i f i c a n t  ad v e rse  e f f e c t s  on t h e i r  e f f e c t i v e n e s s  a s  well  as  c au se  and 

e f f e c t  r e l a t i o n s h i p s  w i th  regard  t o  t h e i r  v o lu n ta ry  o r  i n v o lu n ta r y  

t u r n o v e r .
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Hypotheses ,an d  Research Question

Hypotheses

Hypothes is  1: The t u r n o v e r  o f  Michigan p u b l i c  school s u p e r i n ­
t e n d e n t s  1s Independen t  o f  t h e  problems ex p e r ien c e d  1n board-  
s u p e r l n t e n d e n t  r e l a t i o n s .

Hypothes is  2 i The tu r n o v e r  of  Michigan p u b l i c  school s u p e r i n ­
t e n d e n t s  1s Independen t  o f  t h e  problems ex p e r ien c e d  a f t e r  board- 
member e l e c t i o n s .

H y p o th e s i s  . 3 : The tu r n o v e r  of  Michigan p u b l i c  school s u p e r i n ­
t e n d e n t s  1s Independen t  of  t h e  problems ex p e r ien c e d  In communica­
t i o n s / p u b l i c  r e l a t i o n s .

H ypothes is  4 i The tu r n o v e r  o f  Michigan p u b l i c  school s u p e r i n ­
t e n d e n t s  1s Independen t  of  t h e  problems ex p e r ien c e d  w i th  p u b l i c  
p r e s s u r e  through s p e c i a l  I n t e r e s t  groups.

H ypothes is  5 ; The tu r n o v e r  o f  Michigan p u b l i c  school s u p e r i n ­
t e n d e n t s  1s Independent  o f  t h e  problems e x p e r ien ced  In s t a f f  con­
f l i c t s .

H y p o th e s i s  6 : The tu r n o v e r  of  Michigan p u b l i c  school s u p e r i n ­
t e n d e n t s  1s Independen t  o f  t h e  problems ex p e r ien c e d  1n f i n a n c i a l  
d i f f i c u l t i e s .

H ypo thes is  7 : The t u r n o v e r  o f  Michigan p u b l i c  school  s u p e r i n ­
t e n d e n t s  I s  Independent  o f  t h e  problems exp e r ien ced  1n management 
probl  ems.

Demographic Data Research Question

I s  t h e r e  a s i g n i f i c a n t  r e l a t i o n s h i p  between p rev io u s  s u p e r i n ­

tendency e x p e r i en c e  of  Michigan p u b l i c  school s u p e r i n t e n d e n t s  and t h e  

p e r c e p t i o n s  o f  t h e  v a r i a b l e s  o f  b o a r d - s u p e r l n t e n d e n t  r e l a t i o n s *  newly 

e l e c t e d  board members* commun1cat1ons/publ 1c r e l a t i o n s ,  p u b l i c  p r e s s u r e  

a p p l i e d  by s p e c i a l  I n t e r e s t  groups* s t a f f  c o n f l i c t s *  f i n a n c i a l  d i f f i ­

c u l t i e s *  o r  management problems?
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S e l e c t i o n  o f  Sample 

The sample  1n t h i s  s tudy  was t h e  f u l l  p o p u la t io n  o f  a c t i v e  

f i l e s  a s  r e p o r t e d  by t h e  MASA from 1972 th rough  1982# as  w e l l  a s  t h e  

f u l l  p o p u la t io n  o f  521 s u p e r i n t e n d e n t s  1n Michigan su rveyed  1n 1984.

S t a t l s t 1 c a l -  Rrocedu re s  

Severa l  s t a t i s t i c a l  p rocedures  were c o n s id e re d  f o r  t h e  t e s t i n g  

o f  da ta .  One p rocedure  chosen was t h e  c h i - s q u a r e  t e s t .  In t e s t i n g  

t h e  data# t h e  n u l l  h y p o th e s i s  o f  n o n r e l a t l o n s h l p  was presumed# and seven 

h y p o th e se s  were t e s t e d .  The formula  f o r  c h i - s q u a r e  i s

X2 = Z CCo -  e ) 2/ e ]

where:

X2 = c h 1 - s q u a re

o = observed  f requency ( tu r n o v e r )  

e = ex p ec te d  tu r n o v e r  (computed)

A second s t a t i s t i c a l  t e s t  chosen was t h e  m u l t i p l e  a n a l y s i s  o f  

v a r i a n c e  (MANOVA) us ing  a two-way MANOVA w i th  one r e p e a t e d  measure .

One f a c t o r  r e p r e s e n t e d  group (G)# and a n o th e r  w i t h i n  ( w i th i n  s u b j e c t )  

f a c t o r  r e p r e s e n t e d  t h e  seven problem a r e a s  I d e n t i f i e d  1n t h i s  s tudy  as 

a r e p e a t e d  measure .

O rg a n iz a t io n  o f  t h e  D i s s e r t a t i o n  

TTie d i s s e r t a t i o n  c o m p r i s e s  f i v e  c h a p te r s .  Chapter  I was an 

I n t r o d u c t o r y  c h a p t e r  t h a t  s t a t e d  t h e  problem and gave t h e  need for# 

purpose# and genera l  p rocedu res  of  t h e  s tudy . Chapter  I I  s u rv e y s  t h e
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l i t e r a t u r e  r e l a t e d  t o  f a c t o r s  under c o n s i d e r a t i o n  1n t h i s  s tudy .  The 

l i t e r a t u r e  rev iew  I n c lu d e s  Cl) r e s e a r c h  a d d re s s in g  t h e  p r o b le m a t i c  

( J o b - r e l a t e d )  f a c to r s*  (2) r e s e a rc h  on l e a d e r s h i p  e f f e c t i v e n e s s  w i th  

r e g a rd  t o  pe r form ance  q u a l i t y *  (3) s t u d i e s  measur ing  su p e r in te n d e n c y  

tu r n o v e r  as wel l  a s  examining  t h e  causa l  fa c to r s#  (4) r e s e a r c h  on 

p e r c e p t i o n s  o f  s u p e r i n t e n d e n t s  w i th  r e g a rd  t o  problems fa c ed  a f f e c t i n g  

s u b se q u e n t  tu rnover#  and (5) s t u d i e s  examining  t h e  I s s u e s  t h a t  a f f e c t  

a d m i n i s t r a t i v e  e f f e c t i v e n e s s .  Chapter  I I I  d i s c u s s e s  1n d e t a i l  t h e  

I n s t r u m e n t s  and p ro c e d u re s  used 1n t h e  s tudy.  Chap ter  IV c o n t a i n s  a 

r e p o r t  o f  t h e  f i n d i n g s  o b t a in e d  from t h e  r e s e a rc h .  Chap te r  V In c lu d e s  

a summary of t h e  s tudy f ind ings#  conclus ions*  I m p l i c a t i o n s  and r e f l e c ­

t io n s*  s u g g e s t i o n s  f o r  f u t u r e  r e s e a r c h  r e l a t e d  t o  t h i s  study# and 

recommendations  f o r  a c t i o n  a s  a r e s u l t  o f  t h e  f i n d i n g s  o f  t h i s  s tudy.



CHAPTER I I

REVIEW OF RELATED LITERATURE

The review of  t h e  l i t e r a t u r e  1s d i r e c t e d  tow ard  examining  t h e  

a d m i n i s t r a t i v e  problems e x p e r ien ced  by s u p e r i n t e n d e n t s  a d v e r s e l y  

a f f e c t i n g  t h e i r  a b i l i t y  t o  d i r e c t  t h e  b u s in e s s  o f  t h e i r  school d i s ­

t r i c t s  t h a t  may r e s u l t  1n tu r n o v e r  a t  t h i s  a d m i n i s t r a t i v e  l e v e l .  

Inc luded  In t h e  review a r e  s t u d i e s  conducted t h a t  document t h e  Iden­

t i f i e d  c au sa l  f a c t o r s  r e l a t i n g  t o  s u p e r in ten d e n c y  I n e f f e c t i v e n e s s  1n 

t h e  pe rform ance  of  t h e  d u t i e s  1n t h i s  a d m i n i s t r a t i v e  o f f i c e .  Seven 

cau sa l  f a c t o r s  were  I d e n t i f i e d  1n t h i s  s tudy  as  problems a f f e c t i n g  

su p e r in ten d e n c y  e f f e c t i v e n e s s  and t u r n o v e r :

B o a r d -S u p e r ln te n d e n t  R e l a t i o n s  

Board-Member E l e c t i o n s  

Communicat ions/Public  R e l a t i o n s  

P u b l i c  P r e s s u r e / S p e c i a l  I n t e r e s t  Groups 

S t a f f  C o n f l i c t s  

F in an c ia l  D i f f i c u l t i e s  

Management Problems

What I s  Happening t o  S u p e r in t en d e n t s ?

According t o  Gousha C1981)» t h e r e  a r e  s e v e r a l  f a c t o r s  (prob­

lems) a f f e c t i n g  s u p e r i n t e n d e n t s  In t h e  pe rform ance  o f  t h e  d u t i e s  o f
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t h e i r  o f f ic e #  th e re b y  Impeding t h e i r  e x e r c i s i n g  l e a d e r s h i p .  These 

f a c t o r s  a r e  t h e  ou tgrowth  of p o l i t i c a l  phenomena t h a t  have permeated 

t U  p u b l i c  I n s t i t u t i o n s :

F i r s t#  " ac c e s s  t o  governmenta l  d e c i s i o n s  and Independent  

rev iew "  1s c e n t r a l  t o  t h e  f r u s t r a t i o n s  f e l t  by s u p e r i n t e n d e n t s .

Second# " e q u a l i t y  of  r e p r e s e n ta t i o n # "  a s  a r e s u l t  o f  t h e  Supreme 

C our t ' s  reappor t lonm B nt  d e c i s io n  of  t h e  1960s# a new g e n e r a t i o n  of  

Independen ts  began t o  f i l l  e l e c t e d  p o s t s  a c r o s s  t h i s  n a t io n .  Third# 

" independen t  p o l i t i c a l  a c t i o n "  became a r e a l i t y  1n t e rm s  o f  e x e r t i n g  

p o l i t i c a l  p r e s s u r e  a s  a r e s u l t  o f  t h e  c i v i l  r i g h t s  movement. People  

r e a l i z e d  power could  be m a n i f e s t e d  1n groups  o p e r a t i n g  o u t s i d e  o f  

t r a d i t i o n a l  channels# I.e.# p o l i t i c a l  p a r t i e s #  l a b o r  unions# and 

c o r p o r a t i o n s .  Fourth# " l o s s  of  de fe ren c e "  r e f e r s  t o  t h e  p u b l i c ' s  

demand t o  know# and t h e  more t h a t  1s known# t h e  l e s s  p u b l i c  awe and 

t r u s t  1n l e a d e r s h i p ;  and f i f t h #  " c r i s i s  of  c r e d i b i l i t y  and a l o s s  of  

c o n f id e n ce  1n I n s t i t u t i o n s  and l e a d e r s h i p "  r e s u l t i n g  1n doubt# s c r u ­

t iny#  and c h a l l e n g e — a l l  o f  which a r e  f a c i n g  s u p e r i n t e n d e n t s  1n running 

t h e  b u s in e s s  o f  t h e i r  schoo ls .  What 1s happening t o  s u p e r i n t e n d e n t s  

today  I s  t h a t  t h e  Im p o s s ib l e  1s being  expec ted  of  them# a s  a p t l y  

e x p re s sed  by a board  member who made t h e  fo l l o w i n g  s t a t e m e n t  w h i l e  

conduc t ing  a s u p e r i n t e n d e n t  s e a rc h  f o r  t h e  d i s t r i c t :  "The s u p e r i n ­

t e n d e n t  does n o t  have t o  be someone who walks  on water# j u s t  someone 

who knows where t h e  rocks  a re"  (Kaufman# 1981).

Nol te  (1974) wrote#

Any survey  o f  school s u p e r i n t e n d e n t s  w i l l  show I n c r e a s in g  numbers
w i t h i n  t h i s  t o p  eche lon  of  e d u c a t io n a l  p r o f e s s i o n a l s  a r e
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c o m p la in in g .  They a r e  g r o u s in g  a b o u t  h igh c a s u a l t y  r a t e s  and ab o u t  
f a c t o r y - t y p e  a c c o u n t a b i l i t y  p l a n s  t h a t  e m a s c u l a t e  t h e  t r a d i t i o n a l  
power o f  t h e  American school s u p e r i n t e n d e n t .  A ccusa to ry  f i n g e r s  
o f t e n  s t a i n e d  by s o u r  g r a p e s  a r e  be in g  p o i n t e d  n o t  o n ly  a t  
a c c o u n t a b l l 1 t y - c o n s c 1 o u s  school  boards* b u t  a t  t h e  co u r t s*  pa ren ts*  
p r e s s u r e  groups* p o l i t i c i a n s *  p re s s*  p o l i c e  and p u p i l s ,  ( p .  42)

Role  e x p e c t a t i o n s  f o r  t h e  p u b l i c  school  s u p e r i n t e n d e n t  have  " o u t ­

s t r i p p e d "  t h e  c a p a c i t y  o f  m o s t  I n d i v i d u a l s  t o  f i l l  them (Volp* 1976).

Gousha (1981) r e f e r r e d  t o  t h e  " c r i s i s  o f  a u t h o r i t y "  a s  s t a t e d  by 

W i l l i a m  G r l e d e r  of  t h e  Washington P o s t  c i t i n g  t h e  t u r n o v e r  r a t e  o f  

g r e a t  c i t y  ( la rge*  urban school d i s t r i c t s )  s u p e r i n t e n d e n t s .  From 1978 

t o  1981* 16 o f  28 s u p e r i n t e n d e n t s  from t h e  g r e a t  c i t i e s  t e r m i n a t e d  

t h e i r  t e n u r e .  The a p p a r e n t  l e s s o n  h e r e  I s  t h e  r o l e  e x p e c t a t i o n s  f o r  

t h e  s u p e r in t e n d e n c y  have expanded t h e  c a p a c i t y  o f  t h e  c h i e f  school 

a d m i n i s t r a t o r  t o  respond  to* o r  even t o  a t t e m p t  t o  a c c u r a t e l y  p in p o in t*  

i n t e r e s t  group c h a l l e n g e s  t o  e d u c a t i o n a l  p r a c t i c e s .  An e v e r - i n c r e a s i n g  

en v i ro n m e n ta l  d is sonance*  r e f e r r e d  t o  by Gousha a s  " l o s s  o f  d e f e r e n c e , "  

has  e s c a l a t e d  s u p e r in t e n d e n c y  t u r n o v e r s  s o  r a p i d l y  t h a t  t h e  j o b  m a rk e t  

1s  v i r t u a l l y  wide open. T h i s  phenomenon 1s s i g n i f i c a n t  1n t e r m s  o f  

f i n d i n g s  r e g a r d i n g  s u p e r i n t e n d e n c y  v ie w s  o f  Job  s e c u r i t y .  S tu d ie d  by 

Brown (1970),  j o b  s e c u r i t y  f o r  school a d m i n i s t r a t o r s  was d i s c o v e r e d  t o  

be o f  s i g n i f i c a n t l y  g r e a t e r  Im p o r tan c e  th a n  t o  t h o s e  1n a d m i n i s t r a t i o n  

1n b u s in e s s .  Th is  need f o r  s e c u r i t y  e x h i b i t e d  by school s u p e r i n t e n d ­

e n t s  can m os t  l i k e l y  be e x p l a i n e d  by h igh  t u r n o v e r  r a t e s  r e p o r t e d  

na t io n w id e .

Demands o f  t h e  j o b  o f  t h e  s u p e r in t e n d e n c y  a r e  becoming l e s s  

m a n a g e r ia l  and more p o l i t i c a l  In n a tu r e .  I f  t h e  r o l e  o f  t h e  s u p e r i n ­

t e n d e n t  I s  becoming more  p o l i t i c a l *  t h e n  by d e f i n i t i o n  I t  1s becoming
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more pub l ic .  The s u p e r i n t e n d e n t  t h e n  becomes t h e  " f ron t -m an"  (woman) 

f o r  t h e  system. The s u p e r i n t e n d e n t  w i l l  t a k e  t h e  p u b l i c  harangue  and 

fend  o f f  c r i t i c i s m  w h i l e  t h e  s t a f f  runs  t h e  school d i s t r i c t .  For most 

peop le ,  t r y i n g  t o  do both would be a h a r ro w in g  e x p e r ien c e .  As a r e s u l t  

o f  t h i s  I n c re a se d  p u b l i c  demand, two r e l a t e d  I s s u e s  a r e  t h e  cause  of 

much c o n s t e r n a t i o n  among s u p e r i n t e n d e n t s .  F i r s t ,  I f  s u p e r i n t e n d e n t s  

a r e  t o  be Involved  in  t h e  p u b l i c  a rena  t o  a g r e a t e r  e x t e n t ,  then  

someone e l s e  I n s i d e  must hand le  t h e  o p e r a t i o n  o f  t h e  d i s t r i c t .  Delega­

t i o n  o f  a u t h o r i t y  c a r r i e s  a tremendous  r i s k  In s h i f t i n g  power and 

a u t h o r i t y  away from t h e  s u p e r i n t e n d e n t  t o  " I n s i d e  c o a l i t i o n s "  of  admin­

i s t r a t o r s ,  many o f  whom may have g r e a t e r  t e n u r e  than  t h e  s u p e r i n t e n d ­

e n t .  Second, t h e  t r a d i t i o n a l  r o l e  o f  t h e  s u p e r In ten d en cy  I s  d e c l i n i n g  

1n Importance.  The a b i l i t y  of one i n d i v i d u a l  t o  make a d i f f e r e n c e  1s 

d im in ish in g .  O v e r a l l ,  I n d iv i d u a l  l e a d e r s h i p  1s d im in i s h in g .  The 

s u p e r i n t e n d e n t  r o l e  1n b u i l d i n g  and u s ing  " r o l l i n g  c o a l i t i o n s "  1s 

c r u c i a l  t o  s u c c e s s  1n t h e s e  contemporary  t im e s .  S u p e r in t e n d e n t s  w i l l  

be s u c c e s s f u l ,  bu t f o r  s h o r t e r  p e r io d s  o f  t im e :  " l e a d e r s  f o r  c e r t a i n

seasons  bu t  none f o r  a l l  seasons"  (Hodgklnson, 1979).

Many o b s e r v e r s  would a g r e e  t h a t  school s u p e r i n t e n d e n t s  a r e  

"under  s ieg e . "  Today's s u p e r i n t e n d e n t s  a r e  o f t e n  " o u t s i d e r s "  w i th  no 

e s t a b l i s h e d  s u p p o r t  In t h e  community,  so  r e p lacem en t  o f  a s u p e r i n t e n d ­

e n t  can be r e l a t i v e l y  easy.  Confl 1 c t  management among m l H t a n t l y  

compet ing  groups Impinging upon t h e  school d i s t r i c t  1s a contemporary  

a s p e c t  o f  t h e  s u p e r i n t e n d e n t ' s  jo b  as  Dolce (1976) e x p la in ed :
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In t h e  c o n t e x t  o f  u n s t a b l e  p o l i t i c a l #  economic and s o c i a l  
environments# t h e  contemporary  s u p e r i n t e n d e n t  s u f f e r s  a d d i t i o n a l  
d i s a d v a n ta g e s  t h a t  many p r e d e c e s s o r s  d id  not .  The co sm opo l i tan  
n a t u r e  o f  c u r r e n t  s u p e r i n t e n d e n t s  and t h e  g r e a t  m o b i l i t y  In changes  
o f  p o s i t i o n s  have  r e s u l t e d  1n a cost#  t h a t  1s t h e  s u p e r i n t e n d e n t  
"from t h e  o u t s i d e "  does no t  have t h e  advantage  o f  k insh ips#  l i f e ­
long  f r i e n d s h i p s #  and l o y a l t y  w i th in  t h e  community and I t s  g roups .

Hodgklnson's " I n s i d e  c o a l i t i o n s "  I s s u e  was r e i n f o r c e d  by Dolce# who

f u r t h e r  s t a t e d  t h a t  t h e  s u p e r i n t e n d e n t  " l i e s  a t  t h e  I n t e r f a c e  between

s o c i e t y ' s  r e p r e s e n t a t i v e s  and t h e  e d u ca t io n a l  o r g a n i z a t i o n .  So

whenever t h e r e  I s  a gap between s o c i e t y  and t h e  o rg a n iz a t io n #  t h e

s u p e r i n t e n d e n t  r e c e i v e s  t h e  most  s t r e s s . "  D olce 's  c o n t e n t i o n  was t h a t

I f  t h i s  a n a l y s i s  1s c o r re c t#  s u p e r i n t e n d e n t s  w i l l  remain  under  " s i e g e "

as  long  a s  s t r e s s f u l  s i t u a t i o n s  e x i s t .

Cuban (1976) l i k e n e d  t h e  s t r e s s  t o  a J u g g l in g  a c t  t h a t  m us t  be 

p layed  o u t  on a d a l l y  b a s i s  w i th  t h e  s u p e r i n t e n d e n t  a t t e m p t i n g  t o  

m a in t a in  a ba lan ce  between a l l  t h e  demands and h i s / h e r  a b i l i t y  t o  meet  

them.

For a l l  . . . s u p e r i n t e n d e n t s  t h e r e  was a p e rp e tu a l  c r o s s f i r e  of  
e x p e c ta t io n s #  r e q u e s t s  and demands from board members# m i d d l e - l e v e l  
a d m i n i s t r a t o r s #  p r i n c i p a l s #  te ache rs#  s t u d e n t s  and d i f f e r e n t  c i v i c  
groups.  With c r i s e s  b reak in g  d a l l y  and enormous demands p laced  
upon t h e  c h i e f s '  l i m i t e d  t ime# schoolmen were  o f t e n  fo r c e d  t o  adop t  
t h o s e  t r a d i t i o n a l  s t a n c e s  and s t r a t e g i e s  t h a t  had h e lped  p red eces ­
s o r s  and c o l l e a g u e s  t o  avoid  c o n f l i c t  w h i l e  t r y i n g  ha rd  t o  maximize 
consensus  w i t h i n  t h e  o r g a n i z a t i o n .  Such c r o s s - c u t t i n g  p r e s s u r e s  
upon e x e c u t i v e s  shoved them I n t o  p la y in g  o u t  r o l e s  t h a t  would ga in  
and r e t a i n  s u p p o r t  w i t h o u t  s a c r i f i c i n g  t h e i r  c l a im  t o  e x p e r tn e s s .  
The s u p e r i n t e n d e n t  I s  n o t  u n l i k e  t h e  J u g g l e r  who# In o r d e r  t o  keep 
a dozen o b j e c t s  1n t h e  a i r  on a windy day# must c o n s t a n t l y  move 
about# keeping  h i s  eyes  ro v in g ;  he  may be very  u n c e r t a i n  t h a t  he  
h a s  t h e  w h o le  dozen# b u t  h e  d o e s n ' t  d a r e  s t o p  t o  f i n d  o u t l  (p.  167)

Cuban's s tudy  f u r t h e r  s u p p o r ted  t h e  work o f  Hodgklnson a s  

r e p o r t e d  h e r e — t h a t  being t h e  t r a d i t i o n a l  Im por tance  o r  I n f l u e n c e  of 

t h e  su p e r in ten d en cy  1s d im in i sh in g .  Of t h e  t h r e e  urban school c h i e f s
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c i t e d  1n h i s  study* Cuban found t h a t  r e g a r d l e s s  o f  t h e i r  pe rsona l

manager ia l  s t y l e  In respond ing  t o  p r e s s u r e s  from a l a r g e  e x t e r n a l

environment* th e y  each had ve ry  l i t t l e  room t o  advance In n o v a t iv e

p r a c t i c e s  o r  d e p a r t  s i g n i f i c a n t l y  from t h e  s t a t u s  quo.

C i rcum scr ibed  a s  they  were by t h e  complex o r g a n i z a t i o n a l  r o l e  o f  
t h e  su p e r in te n d e n t*  t h e  h i s t o r i c a l  v u l n e r a b i l i t y  o f  t h e  p o s i t io n *  
t h e  s o c i a l i z a t i o n  p ro c e ss  o f  becoming an execut ive*  and* f i n a l l y *  
by t h e  p a r t i c u l a r  s e t  of  l a r g e r  env i ronm enta l  f o r c e s  Impinging  upon 
t h e  lo c a l  school system* t h e  schoolman was 1n a p o s i t i o n  1n which 
h i s  p e r s o n a l i t y #  I n t e l l i g e n c e *  and s t y l e  a p p a r e n t l y  bore  l i t t l e  
I n f l u e n c e  upon what u l t i m a t e l y  happened, tp .  169)

In answer  t o  t h e  ques t ion*  "What 1s happening t o  s u p e r i n t e n d ­

e n t s ? "  1 t  a p p ea rs  t h e r e  1s l i t t l e  d i f f e r e n c e  r e g a r d l e s s  o f  t h e  r e g io n  

o f  t h e  American s u p e r in ten d e n c y  being s t u d i e d .  In a s tudy  conducted  by 

Hughes and Gordon (1980)* 150 q u e s t i o n n a i r e s  were  s e n t  t o  s u p e r i n t e n d ­

e n t s  1n t h e  Northeas t*  Southeast#  North Midwest* South Midwest* t h e  

West* and o t h e r  l o c a l e s  no t  s p e c i f i e d  by t h e  re sp o n d en ts .  A 77% r e t u r n  

r a t e  was r e a l i z e d  from t h i s  survey.  The r e t u r n  p e rcen tag e  a lo n e  1s 

probab ly  s i g n i f i c a n t  1n t e r m s  o f  I n t e r p r e t i n g  t h e  Im por tance  o f  t h e  

t o p i c  t o  p r e s e n t  s u p e r i n t e n d e n t s .  F ig u re  2.1 shows t h e  r e g io n s  and 

numbers r e spond ing .

Concluded from t h e  Hughes and Gorden s tudy  was t h e  i s s u e  t h a t  

problems faced  by s u p e r i n t e n d e n t s  In t h e  r e c e n t  p a s t  a s  well  a s  t h o s e  

a n t i c i p a t e d  f o r  t h e  Immedia te  f u t u r e  a r e  t h o s e  t h a t  m os t ly  have t o  do 

w i th  e f f e c t i v e l y  o p e r a t i n g  t h e  school d i s t r i c t  1n a h o s t i l e  c l i m a t e  

c h a r a c t e r i z e d  by t a x p a y e r  r e s i s t a n c e  and s t a f f  c o n f l i c t .  Community 

p r e s s u r e s  f o r  a c c o u n t a b i l i t y  ( c o n c u r r in g  w i th  t h e  N o l t e  r e f e r e n c e )  and 

governmenta l  In f lu e n c e  1n t e r m s  o f  s p e c i a l  programming demands were
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a l s o  c i t e d  by re sp o n d en t s  a s  I n h i b i t i n g  e f f e c t i v e  j o b  performance.  

B u f fe te d  by forces#  economic and s o c i a l#  both o u t s i d e  and I n s i d e  t h e i r  

d i s t r i c t s #  s u p e r i n t e n d e n t s  a re  t r y i n g  t o  deal w i th  tremendous  demands 

upon t h e i r  manager ia l  and communication  s k i l l s .  " I t  may seem a s  1 f  

c u r r e n t  s u p e r i n t e n d e n t s  a r e  p r e p a r in g  f o r  a s i e g e "  (Hughes & Gorden# 

1980# p. 2 2 ) .

I .
North Eas t  (15) 
C o n n ec t icu t  
Del aware 
Maine
M assachuse t t s  
New Hampshire 
New J e r s e y  
New York 
Pennsy lvan la  
Rhode I s l a n d  
Vermont V i r g i n i a

IV.
South Midwest (22)
Arkansas
Colorado
Kansas
L ou l s lan a
Missouri
New Mexico
Oklahoma
Texas

I I .
South E as t  (16) 
A1 abama 
F l o r i d a  
Georgia  
Kentucky 
Maryland 
M i s s i s s i p p i  
North C a r o l in a  
South C a r o l in a  
Tennessee  
Wisconsin 
West V i r g i n i a

V.
West (14)
Arizona
C a l I f o r n l a
Idaho
Montana
Nevada
Oregon
Utah
Washington
Wyoming

I I I .
North Midwest (23)
I l l i n o i s
In d ian a
Iowa
Michigan 
Minnesota  
Nebraska 
North Dakota 
Ohio
South Dakota

VI.
Locale  u n s p e c i f i e d  

(26)

F ig u r e  2 . 1 :  Regions and number o f  s u p e r i n t e n d e n t s  respond ing  t o
q u e s t i o n n a i r e  abou t  c u r r e n t  c r u c i a l  co n ce rn s .  (From 
Hughes & Gorden# 1980# p. 2 2 . )
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The l i t e r a t u r e  I s  r e p l e t e  1n documenting t h e  p r a c t i c a l l y  

humanly Im p o s s ib le  demands on contemporary  s u p e r i n t e n d e n t s .  TTie pu r ­

pose o f  t h i s  s tudy  1s t o  d e te rm in e  t h e  a d m i n i s t r a t i v e  problems e x p e r i ­

enced by s u p e r i n t e n d e n t s  1n Michigan between 1972 and 1984 t h a t  

a d v e r s e l y  a f f e c t  t h e i r , a b i l i t y  t o  e f f e c t i v e l y  d i r e c t  t h e  b u s in e s s  o f  

t h e i r  school d i s t r i c t s  t h a t  r e s u l t  1n tu r n o v e r  ( v o lu n t a ry  o r  Invo lun­

t a r y )  a t  t h i s  a d m i n i s t r a t i v e  l e v e l .

A g e n e r a l l y  accep ted  p r o p o s i t i o n  1s t h a t  t h e  s u p e r in ten d e n c y  1s 

t h e  c r u c i a l  a d m i n i s t r a t i v e  p o s i t i o n  1n a school system 1n d e te r m in in g  

t h e  o p p o r tu n i ty  f o r  q u a l i t y  e d u c a t io n  f o r  I t s  s t u d e n t s .  The ro les*  

competencies*  and l e a d e r s h i p  q u a l i t i e s  o f  s u p e r i n t e n d e n t s  a r e  being  

I n c r e a s i n g l y  p r o p e l l e d  I n t o  e x p e c t a t l o n a l  l e v e l s  t h a t  a r e  humanly 

Im p o s s ib le  t o  f u l f i l l .  Most o f  what I s  p r e s e n t l y  known abou t  l e a d e r ­

sh ip  and I t s  e f f e c t  on s u c c e s s fu l  o r g a n iz a t i o n a l*  In d iv idua l*  and group 

goal a t t a i n m e n t  p o i n t s  t o  mounting  ev idence  t h a t  t h e  l e a d e r  1s s i g n i f i ­

c a n t  1n s e t t i n g  t h e  l e v e l  of  e x p e c t a t l o n a l  pe rformance  f o r  a l l  s u b o rd i ­

n a t e  a c t i v i t y .  Tos1 and Hamner (1974) expla ined*

Leadersh ip  I s  t h e  p r o c e s s  by which an In d iv id u a l  In f lu e n c e s  t h e  
b e h av io r  o f  a n o th e r  person  o r  group. . . . Leadersh ip  o c c u r s  when 
an In d iv id u a l  1s a b l e  t o  In f lu e n c e  a n o t h e r  pe rson  o r  group t o  go 
beyond t h e  b o unda r ie s  o f  t h e  p s y ch o lo g ica l  c o n t r a c t .  Compliance 
w i th  d i r e c t i v e s  f a l l i n g  w i t h i n  t h e  p sych o lo g ica l  c o n t r a c t  I s  
a d m i n i s t r a t i o n .  To move an In d iv i d u a l  o r  group beyond th o s e  
b oundar ie s  1s l e a d e r s h i p ,  (p .  424)

The focus  1n t h i s  s tudy  1s t o  I d e n t i f y  t h o s e  problem a r e a s  t h a t  

i n t e r f e r e  w i th  t h e  I n d i v i d u a l ' s  ( s u p e r i n t e n d e n t ' s )  a b i l i t y  t o  I n f lu e n c e  

and d i r e c t  t h e  b u s in e s s  and peop le  Involved In t h e  school d i s t r i c t  and 

r e s u l t  1n t h e  su b se q u e n t  t u r n o v e r  o f  t h e  s u p e r in t e n d e n t .  Seven
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p r o b le m a t i c  ( J o b - r e l a t e d )  f a c t o r s  viewed a s  common t o  a l l  s u p e r i n t e n d ­

e n t s  were s e l e c t e d .  The s e l e c t i o n  o f  t h e s e  seven problem a r e a s  was t h e  

r e s u l t  o f  a p r e l i m i n a r y  overview of  t h e  l i t e r a t u r e  a s  wel l  as  d i s c u s ­

s i o n s  h e ld  w i th  numerous s u p e r i n t e n d e n t s  p r e s e n t l y  In  t h e  f i e l d .  The 

seven causa l  f a c t o r s  I d e n t i f i e d  1n t h i s  s tudy a s  problems a f f e c t i n g  

s u p e r in ten d e n c y  e f f e c t i v e n e s s  a r e :

B o a rd -S u p e r ln te n d e n t  R e l a t i o n s  

Board-Member E l e c t i o n s  

Communlcatlons/Publ 1c Re la t1ons  

P u b l i c  P r e s s u r e / S p e c i a l  I n t e r e s t  Groups 

S t a f f  C o n f l i c t s  

F in a n c i a l  D i f f i c u l t i e s  

Management Problems 

In t e rm s  of what i s  happening t o  su p e r in ten d e n t s#  t h e  fo l l o w i n g  review 

o f  t h e  l i t e r a t u r e  d t e s  t h e  s u p p o r t i v e  d a ta  r e l a t i n g  t o  t h e  seven 

I d e n t i f i e d  problem a r e a s  t h a t  a r e  a f f e c t i n g  su p e r in ten d e n c y  e f f e c t i v e ­

ness  1n t h e  pe r fo rm ance  o f  t h e  d u t i e s  In  t h i s  a d m i n i s t r a t i v e  pos t .

Problems A f fe c t in g  SuperIn tendencv  E f f e c t i v e n e s s
and Turnover

Board-Super l n t e n d e n t  R e l a t i o n s

In 1971 and aga in  1n 1982# s u p e r i n t e n d e n t s  were  asked t o  rank

I s s u e s  and c h a l l e n g e s  f a c i n g  them 1n t e r m s  of  t h e i r  s i g n i f i c a n c e  and

t h e  e f f e c t  o f  t h e s e  I s s u e s  and c h a l l e n g e s  1n t h e  pe rform ance  o f  t h e

d u t i e s  o f  t h e  o f f i c e .  Of t h e  t o p  18 I s s u e s / c h a l l e n g e s  c i t e d  1n t h e

s tudy  1n 1982# ad m 1 n 1 s t ra to r -b o a rd  r e l a t i o n s  ranked s i x t h .  There was
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no mention o f  t h i s  I tem 1n t h e  survey  conducted 1n 1971 (AASA# 1982).

I t  could be c o n j e c t u r e d  t h a t  som eth ing  s i g n i f i c a n t  has  tak en  p l a c e  1n 

t h i s  arena  over  t h e  y e a r s  between t h e  s t u d i e s  being d i s c u s s e d  here .

The i s s u e / c h a l l e n g e  o f  a d m 1 n 1 s t r a to r -b o a rd  r e l a t i o n s  d id  n o t  make a 

l i s t i n g  o f  t h e  to p  18 c i t e d  In 1971# y e t  1 t  no t  on ly  appeared 1n t h e  

1 1 s t  o f  t h e  to p  18 c o n c e r n s / I s s u e s  f a c in g  s u p e r i n t e n d e n t s  In  1982 b u t  

was ranked s i x t h  o v e r a l 1 1

School b o a r d - s u p e r l n t e n d e n t  r e l a t i o n s  have long been a t o p i c  o f  

d i s c u s s i o n  among board members# s u p e r in te n d e n t s #  and r e s e a r c h e r s  1n 

e d u c a t io n a l  a d m i n i s t r a t i o n .  An a n a l y s i s  o f  t h e  f i n d i n g s  from t h i s  1982 

su rvey  a s  w e l l  a s  numerous o t h e r  s t u d i e s  I n d i c a t e d  s e r i o u s  t e n s i o n s  

being r e p o r t e d  between boards  and s u p e r i n t e n d e n t s  1n many communi t ies .  

An I n d i c a t i o n  o f  I n c re a se d  t e n s i o n  1n t h i s  a rea  s t e m s  from t h e  number 

o f  s u p e r i n t e n d e n t s  who c i t e d  b o a r d - r e l a t e d  I s s u e s  and c h a l l e n g e s  a s  

c a u s e s  f o r  them t o  l e a v e  t h e  su p e r In tendency .  F i f t e e n  p e r c e n t  s a i d  

th e y  l e f t  t h e i r  l a s t  s u p e r in ten d e n c y  e i t h e r  because  o f  " c o n f l i c t  w i th  

t h e  board# t h e  p ro s p e c t  o f  be ing  f i r e d  o r  be ing  f i r e d . "  Concluded h e r e  

1s t h a t  ab o u t  one In s i x  changes  1n t h e  supe r In tendency  Involved  some 

tens ion#  probab ly  severe# 1n t h e  b o a r d - s u p e r l n t e n d e n t  r e l a t i o n s h i p .

Board members# 1n many d i s t r i c t s #  have become "more I n i t i a t o r y #  

l e s s  complian t#  l e s s  w i l l i n g  t o  accept# w i t h o u t  ques t ion#  t h e  p ro p o s a l s  

o f  s u p e r i n t e n d e n t s "  (AASA# 1982# p. 61).  Of t h e  f a c t o r s  a g g ra v a t in g  

t h e  e x e r c i s e  o f  l e a d e r s h i p  as  d e sc r ib e d  by Gousha (1981)# t h e  f a c t o r  of  

" Independen t  p o l i t i c a l  a c t i o n "  speaks  t o  t h e s e  t e n s i o n s  1n who c o n t r o l s  

g r e a t e r  Inf luence#  board o r  s u p e r i n t e n d e n t .  T h is  f a c t o r  c i t e s  how t h e



24

t r a d i t i o n a l  means of  ch an n e l in g  a c t i o n  o r  p r e s s u r e  a r e  today  f r a g ­

mented. There  ap p ea rs  t o  be a " sc ram b l in g  f o r  I n f lu e n c e "  ev idenced  by 

many lo c a l  school boards  m a i n t a i n i n g  a p o s tu r e  o f  r e p r e s e n t i n g  a s p e ­

c i a l  I n t e r e s t  group as  wel l  as  t h e i r  "own" c o n s t i t u e n c y .

Z i e g l e r  and Jen n in g s  C1981) d id  n o t  s ee  t h e  s u p e r in te n d e n c y  1n 

a c r i s i s  o r  t e n s i o n - r i d d e n  a rena  a s  d id  most a u th o r s  I n v e s t i g a t e d  f o r  

pu rposes  of  t h i s  s tudy .  Overall*  t h e i r  view o f  t h e  s u p e r in ten d e n c y  was 

t h a t  t h i s  o f f i c e  1s t h e  dominant f a c t o r  1n e f f e c t i v e l y  c onduc t ing  t h e  

b u s in e s s  of  t h e  school d i s t r i c t .  They p o in te d  t o  t h e  ev idence  t h a t  

boards  have a u t h o r i t y  r e s o u r c e s  such a s  l e g a l  r i g h t s  and t h e  r e s p o n s i ­

b i l i t y  t o  run t h e  school*  In c lu d in g  t h e  l e g a l  r i g h t  t o  f i r e  t h e  s u p e r ­

in t e n d e n t .  Boards a l s o  q u i t e  f r e q u e n t l y  have t h e  p o p u la r  s u p p o r t  of  

t h e  community a s  w e l l  a s  t h e i r  I n d iv i d u a l  pe rsona l  re sources*  such as  

knowledge o f  t h e  s ch o o l s  and s o c i a l  s t a t u s  ga ined  ove r  t im e .  Regard­

l e s s  of  th i s *  Z i e g l e r  and J en n in g s  p o in te d  o u t  t h a t  s u p e r i n t e n d e n t s  

a l s o  have re s o u rc e s .  Perhaps  most I m p o r ta n t  o f  t h e s e  1s t h e  s u p e r i n ­

t e n d e n t ' s  r e p u t a t i o n  a s  an "exper t*"  p o s s i b l e  p o l i t i c a l  s u p p o r t  from 

l o c a l  groups  and In d iv id u a ls*  and* o f te n t im e s*  c o n f i d e n t i a l  a c c e s s  t o  

I n f o r m a t io n  r e s o u r c e s  o f  t h e  d i s t r i c t .  They did  p o i n t  out* however* 

t h a t  d i f f e r e n t  boards  do behave d i f f e r e n t l y  depending on t h e i r  composi­

t i o n  and s e t t i n g — urban* suburban* o r  r u r a l .

High soc io -eco n o m ic  s t a t u s  boards  a r e  more l i k e l y  t o  s t a y  o u t  of 
t h e  d a l l y  a d m i n i s t r a t i o n  o f  t h e  s c h o o l s  than  a r e  low soc io -eco n o m ic  
s t a t u s  boards* which tend  t o  view t h e  s u p e r i n t e n d e n t  a s  an 
employee. Urban boards  a r e  more l i k e l y  t o  d i s a g r e e  w i th  t h e  
s u p e r i n t e n d e n t  t h a n  a r e  o t h e r  boards* b u t  th e y  a r e  a l s o  more l i k e l y  
t o  e v e n t u a l l y  g ive  In. Rural  boards  a r e  l e s s  l i k e l y  t o  d i s a g r e e  
w i th  t h e i r  su p e r in ten d en t*  bu t  they  a r e  more l i k e l y  t o  win 1n 
d i s ag reem en ts  when they  do a r i s e .  ( Z i e g l e r  A Jenn ings*  1981)
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Cuban (1976) d id  n o t  concur  w i th  t h e  "dominant"  Image o f  t h e  

s u p e r i n t e n d e n t  a s  p u t  f o r t h  by Z i e g l e r  and Jenn ings .  In  t h e  c a s e  

s t u d i e s  o f  b1g-c1 ty  s u p e r i n t e n d e n t s  s t u d i e d  by Cuban# t h e  Image 

p o r t r a y e d  was one o f  v u l n e r a b i l i t y  t o  l o c a l l y  e l e c t e d  boards  o f  

ed u ca t io n .  Competing r o l e  demands have surrounded t h e  su p e r in ten d en cy .  

She/he I s  t o  be c h i e f  execu t ive#  p r o f e s s i o n a l  e x p e r t  on educa t ion#  

a d v i s o r  t o  t h e  board  on t h e  s t a f f #  and s u p e r v i s o r .  From t h e s e  

compet ing demands of  t h e  superIn tendency# d i v e r s e  v iews  permeate  

e x p e c t a t i o n s  f o r  t h i s  p o s i t i o n .  I f  b1g-c1ty  s u p e r i n t e n d e n t s  a r e  

s u c c e s s f u l  1n p e r su ad in g  boards  t o  r e l y  upon them# t h e i r  s u c c e s s e s  a r e  

d im in ish ed  by t h e  expans ion  o f  t h e  bureaucracy  t h a t  accompanies  l a r g e  

school p o p u l a t i o n s  1n urban s e t t i n g s .  The chances  a r e  s i  1m t h a t  a b ig -  

c i t y  s u p e r i n t e n d e n t  can a c h ie v e  much In t e rm s  o f  l e a d e r s h i p  a n d /o r  

I n f lu e n c e  o v e r a l l .  An I n c r e a s i n g l y  c r i t i c a l  p u b l i c  v iew ( m a n i f e s t e d  In 

t h e  l o c a l l y  e l e c t e d  school board) o f  d i s s a t i s f a c t i o n  in  sch o o l in g  w i l l  

c o n t in u e  t o  be e x p re s s ed  1n t e r m s  o f  high e x p e c t a t i o n s  f o r  t h e  

super in tendency#  hence m a in t a in in g  t h e  env i ronm ent  o f  v u l n e r a b i l i t y  1n 

t h e  o f f i c e .

P e r c e p t i o n s  r e g a rd in g  t h e  Impor tance  o f  s e l e c t e d  a d m i n i s t r a ­

t i v e  r e s p o n s i b i l i t i e s  and t h e  p h y s ic a l  and emot iona l  s t r e s s  a s s o c i a t e d  

w i th  them were r e p o r t e d  from 1»154 randomly surveyed  s u p e r i n t e n d e n t s  a s  

we l l  a s  133 r e p r e s e n t i n g  t h e  most populous  of American school d i s t r i c t  

s u p e r i n t e n d e n c e s .  Duea and Bishop (1960) developed T a b le s  2.1 th rough  

2.6 t o  i l l u s t r a t e  t h e s e  p e r c e p t i o n s  a s  they  r e l a t e  t o  school board -  

s u p e r l n t e n d e n t  r e l a t i o n s  and a c t i v i t i e s .



Table 2 . 1 . —Time consumed by s e l e c t e d  a d m in i s t r a t iv e  r e s p o n s i b i l i t i e s .

Random Sample
Large D i s t r i c t s

Task Males Females Total
Abso l . 

d  1 No. Rank
Mean
Rank

Absol .  M Mean 
Rank °* Rank

Absol , 
Rank 1 No. Mean Absol . M 

Rank Rank ° ‘
Mean
Rank

School board- 
su p e r in ten d en t  
r e l a t i o n s  and 
a c t i v i  t i e s

3 931 3.03 2 38 2.97 3 976 3-05 1 114 2,18

Source: Duea and Bishop, 1980.

Table  2 . 2 . —Enrollment v a r i a b l e s in time consumed by a d m i n i s t r a t i v e  t a s k s .

EnrolIment Group

Task 999- 1,000-4 ,999 5,000-9 ,999 10,000-24,999 2 5 , 0 0 0  +

Absol .  N Mean 
Rank ’ Rank

Abso l . 
Rank

Hr, Mean
No- Rank

A bso l . .. 
Rank No

Mean 
* Rank

Absol . 
Rank

„ Mean No. „ , Rank
Absol . „ 

d  1 No. Rank
Mean
Rank

School board-  
su p e r in ten d e n t  
r e l a t i o n s  and 
a c t i v i t i e s

5 **33 3.51 2 408 2 . 8 0 1 74 2.19 1 3 8  2.50 1 13 1.92

Source; Cuea and Bishop, 1980.



Table 2 . 3 . — Superin tendents '  v iews  concerning the  importance o f  s e l e c t e d  a d m in i s t r a t iv e
r e s p o n s i b i 11 t i e s .

Random Sample . ... . . ^r  1 a r  no  Tlict-ri

Task Males Famaloc  Tnf-at

Rank No. j Mean B „ . Rank No. Ra 1 1 ng
Mean Rank No. Rank No. 

Rating Rating
Mean

Rating

School board-
s u p e r in ten d en t  
r e l a t i o n s  and 2 1013 3.99 1 38 *i.2*f 2 1051 3-99 1 123 *1.19
a c t i v i t i e s

Source: Duea and Bishop, 1980.

Table  2 . k . —D i s t r i c t  enro l lm ent v a r i a b l e s in s u p e r i n t e n d e n t s '  t a s k  importance r a t i n g s .

Enrollment Group

Task 999- 1,000 999 5 ,000-9 ,999 10,000-2*1,999 25,000 +

„ . Mean Rank D . .Rating Rank Mean
Rating

0  1 Mean 0 , Mean B . Rank a . .  Rank _ Rank Rat ing Rating
Mean

Rating

School board-
super in tenden t  
r e l a t i o n s  and 2 3-87 1 4.03 1 *1.31 2 *1.56 2 .5 *t.31
a c t i v i t i e s

Source: Duea and Bishop, 1980.



Table 2 . 5 . — S t r e s s  p o t e n t i a l  a s s o c i a t e d  with  s e l e c t e d  a d m in i s t r a t iv e  t a s k s .

Random Sample

Task Males Females Total Large D i s t r i c t s

Rank i, Mean No. _ , .Rating Rank No. Rating Rank No. Mean
Rating Rank No. Mean

Rat ing

School board-
super in tenden t  
r e l a t i o n s  and 3 995 3.61 1 39 3.85 3 103*1 3.62 1 116 4.05
a c t i v i t i e s

Source: Duea and Bishop , 1980.

Table  2 . 6 . —D i s t r i c t  enro l lm ent v a r i a b l e s  in s u p e r i n t e n d e n t s '  s t r e s s p o t e n t i a l  r a t i n g s .

Enrollment Subgroups

Task 999- I ,000-4 ,999 5 ,000-9 ,999 10,000-24,999 25,000 +

a t Mean Rank nRating
n i Mean Rank D _.Rating

D , Mean Rank _ . .Rating
„ . Mean Rank B . .Rating

n i Mean Rank _Rating

School board-  
s u p e r in ten d e n t  
r e l a t i o n s  and 
a c t i v i t i e s

3 3.50 3 3-66 3 3.89 1 3.83 1 4.58

Source: Duea and Bishop, 1980.
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Duea and Bishop p o in te d  o u t  t h e  need f o r  s u p e r i n t e n d e n t s  t o  

" fo rg e  e f f e c t i v e  working  r e l a t i o n s "  w i th  l a y  boards .  All t o o  

f r e q u e n t l y ,  t h e  bulk o f  p r e p a r a t i o n  f o r  t h i s  a d m i n i s t r a t i v e  p o s i t i o n  

has  been 1n t h e  a r e a s  of  b u s in e s s  management, c u r r i c u lu m  development,  

and s u p e r v i s i o n  and personnel concerns .  I t  has  been l e f t  l a r g e l y  t o  

t h e  p r a c t i c i n g  s u p e r i n t e n d e n t ' s  own d e v ice s  1n deve lop ing  p o s i t i v e  

working r e l a t i o n s h i p s  w i th  h i s / h e r  school board. Obviously ,  t h e  da ta  

shown 1n Tab le  2.1 1n t e r m s  o f  t i m e  consumed 1n t h i s  a d m i n i s t r a t i v e  

t a s k  a r e a  s u g g e s t  t h e  need t o  deve lop  and m a in t a in  a p o s i t i v e  working 

environment .  F u r th e r ,  Tab le  2 3  I n d i c a t e s  s u p e r i n t e n d e n t s  view t h e  

Impor tance  o f  a d m i n i s t r a t i v e  r e s p o n s i b i l i t i e s  a s  r a n k in g  f i r s t  o r  

second compared o v e r a l l  t o  t h e i r  t o t a l  Jo b  r e s p o n s i b i l i t i e s  d t e d  1n 

t h e  s t u d i e s  a s  personnel  t a s k s ,  p lann ing  and a d m i n i s t e r i n g  t h e  budget,  

program development and Improvements ,  p u b l i c  r e l a t i o n s ,  s t u d e n t  

a f f a i r s ,  and o t h e r  a d m i n i s t r a t i v e  t a s k s  (most o f t e n  mentioned 1n o r d e r  

o f  f requency  were o f f i c e  r o u t i n e  and government r e p o r t s ,  t r a n s p o r t a ­

t i o n ,  p h y s ica l  p l a n t ,  s t a f f  development,  l e g a l  a f f a i r s ,  and a d m i n i s t r a ­

t i v e  s u p e r v i s i o n ) .

I t  may appea r  t o  t h e  r e a d e r  t h a t  t h e  chances  f o r  being a

s u c c e s s f u l  s u p e r i n t e n d e n t  1n t e r m s  o f  school b o a r d - s u p e r l n t e n d e n t

r e l a t i o n s  a r e  s l i m  o r  none. Gousha (1981) quoted  a September 1981 Ph1

D e l ta  Kappa a r t i c l e  t h a t  d e s c r ib e d  s u c c e s s f u l  s u p e r i n t e n d e n t s :

They do, In f a c t ,  e x i s t  and a r e  w h i t e  male ,  m idd le -aged ,  Republ i ­
can,  p o s se s s  a Ph.D. 1n e d u ca t io n a l  a d m i n i s t r a t i o n ,  own a home 1n 
t h e  d i s t r i c t ,  have a l i s t e d  t e l e p h o n e  number 1n t h e  lo c a l  d i r e c ­
t o r y ,  a r e  a c t i v e  1n church and s e r v i c e  c l u b s ,  have  no nervous  
manner isms,  and t h e  " k ic k e r"  1s a l l  enjoy "good boards ."
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The c o n c lu s io n  h e r e  1s t h a t  t h e  q u a l i t y  o f  t h e  school board 1s t h e  

predominant f a c t o r  In de te rm in in g  t h e  s u c c e s s  o f  t h e  s u p e r i n t e n d e n t .

Overall#  t h e  r o l e  o f  t h e  school board 1s be ing  seen a s  one t h a t  

1s becoming I n c r e a s i n g l y  p o l i t i c a l — "a r e a c t i v e  phenomenon." Boards 

a r e  more and more becoming Invo lved  In  a d m i n i s t r a t i v e  m a t t e r s .  Super­

i n t e n d e n t s  a r e  f i n d i n g  th e m s e lv e s  In  a double  bind.  They can g iv e  1n 

t o  t h e  p o l i t i c a l  p ressure#  o r  th e y  can

. . .  p lay  p o l i t i c a l  h a r d b a l l  and g e t  e a t e n  a l i v e .  P i c t u r e  1 f  one 
w i l l#  a young boy l i v i n g  on t h e  bo rde r  between t h e  North and t h e  
South a t  t h e  t i m e  o f  t h e  C1v1l War. The young lad# e a g e r  t o  do 
r i g h t  by everyone# chose  t o  wear a b lu e  s h i r t  and grey pan ts  and 
proceeded t o  end up g e t t i n g  s h o t  1n b o th l  (Gousha# 1981)

I f  we a r e  l e a r n i n g  th rough  t h e  numerous s t u d i e s  r e c e n t l y  conducted  and 

p r e s e n t l y  be ing  conducted  t h a t  t h e  demands o f  t h e  su p e r in ten d en cy  a r e  

becoming l e s s  m anage r ia l  and more p o l i t i c a l  In na ture#  th e n  s u p e r i n ­

t e n d e n t s  must become s c h o l a r s  o f  t h e  a s p e c t s  o f  p o l i t i c a l  In f lu e n c e  and 

maneuvering.  As a r e s u l t  o f  t h i s  s h i f t  t o w ard  more Inf luence#  th u s  

g r e a t e r  power f o r  boards  o f  education# a d e f i n i t e  s h i f t  seems Imminent 

f o r  t h e  r o l e  o f  t h e  s u p e r i n t e n d e n t  a s  w e l l .  Although r e s e a r c h  has 

i n d i c a t e d  t h e i r  p e rsona l  c h a r a c t e r i s t i c s  remain  v i r t u a l l y  unchanged# 

boards  o f  e d u c a t io n  today  e x p e c t  l e s s  o f  t h e i r  s u p e r i n t e n d e n t s  as  

a u t h o r i t a t i v e  p r o f e s s i o n a l  mentors  bu t  more of  them as  s k i l l e d  p o l i t i ­

ca l  n e g o t i a t o r s  (Thomas# 1982).

Board-Member E l e c t io n s

A g u id in g  hypothes is#  used 1n deve lop ing  t h e  f o l lo w in g  c o n c lu ­

sions# I s  t h a t  " In v o lu n ta ry  d e p a r t u r e s  a r e  accompanied by more e l e c ­

t o r a l  h e a t  than  a r e  v o lu n ta r y  ones."  A f i v e - y e a r  s tudy  conducted  by



31

Z i e g l e r  and J en n in g s  (1974), which formed t h e  b a s i s  f o r  t h e  p u b l i c a t i o n

Governing Amerlcan-Schools , p r e s e n te d  r e s u l t s  f o r  su p e r in te n d e n c y

d e p a r tu r e s .  Tab le  2.7 shows t h a t  1n

a l l  d i s t r i c t s  t e n u r e  1s n e g a t i v e l y  r e l a t e d  t o  t h e  p re sen ce  o f  
c o m p e t i t i o n ,  t h e  r a t e  o f  t u r n o v e r  and Incumbent d e f e a t s .  The 
h y p o th e s i s  1s su p p o r te d ,  a l though  t h e  r e l a t i o n s h i p  f o r  t h e  sh e e r  
presence  o f  c o m p e t i t i o n  1s modest ,  (p .  68)

When d i s t r i c t s  were  d iv id e d  a c c o rd in g  t o  t h e i r  m e t r o p o l i t a n  s t a t u s ,  t h e  

p a t t e r n  he ld  w i th  only  one ex ce p t io n .  In t h e  m e t r o p o l i t a n  d i s t r i c t s ,  

s u p e r i n t e n d e n t  l o n g e v i t y  was n o t  a s s o c i a t e d  w i th  c o m p e t i t io n .  O the r ­

wise ,  t h e  n e g a t i v e  r e l a t i o n s h i p s  p e r s i s t e d .

Tab le  2 . 7 . — Super in tendency  t e n u r e  and q u a n t i t a t i v e  c o m p e t i t io n  1n 
school board  e l e c t i o n s .

P re se n ce  o f : To ta l Metro Nonmetro

Competi t ion - . 1 8 .14 - . 3 3
O f f i c e  t u r n o v e r - . 2 6 - . 1 2 - . 3 5
Incumbent d e f e a t s - . 2 3 - . 3 7 - . 0 8

Source :  Z i e g l e r  and J e n n in g s ,  1974, p.  68 .

Without  e x c e p t io n ,  t h e  d i r e c t i o n  o f  t h e  f i n d i n g s  f e l l  1n l i n e  

w i th  t h e  o r i g i n a l  h y p o th e s i s  s t a t e d  h e r e  a s  1 t  r e l a t e s  t o  In v o lu n ta ry  

d e p a r tu r e s ,  1n p a r t i c u l a r .  I n v o lu n t a r y  d e p a r t u r e s  were  accompanied by 

more c o m p e t i t i o n  and by h i g h e r  o f f i c e  tu rn o v e r .  According t o  t h e  

e l e c t o r a l  e x p e r i e n c e s  by p r e s e n t  board members surveyed In t h i s  s tu d y ,  

t h o s e  s e r v i n g  In d i s t r i c t s  w i th  I n v o lu n ta ry  d e p a r t u r e s  more o f t e n  had a
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d e s i r e  f o r  p o l i c y  changes  and engaged 1n s p e c i f i c  I s s u e  d i f f e r e n c e s  

w i th  t h e i r  opponents .  These d i f f e r e n c e s  more o f t e n  r e s u l t e d  In  con­

f l i c t  1n t e r m s  o f  t h e  o v e r a l l  board 's  p o l i t i c a l  r o l e .  These d i f f e r ­

ences  f e l l  w i t h i n  t h e  range  o f  s t a t i s t i c a l  s i g n i f i c a n c e .  The m o b i l i t y  

o f  s u p e r i n t e n d e n t s  o f  t h e  l a s t  f i v e  y e a r s  used 1n t h e  s tudy  focused  t h e  

o v e r a l l  r e s u l t s *  " a t t e s t i n g  t o  t h e  b e t t e r  t i m e  f i t  between e l e c t o r a l  

h i s t o r i e s  and s u p e r i n t e n d e n t  d e p a r tu r e s . "  Again* t h e  fo l l o w i n g  s t a t i s ­

t i c a l  a n a l y s i s  s u p p o r t s  t h e  h y p o th e s i s  t h a t  I n v o lu n ta ry  t u r n o v e r  1s 

accompanied by more e l e c t o r a l  h e a t  than  v o lu n ta r y  ones.  (See Table

2 .8 .)

Table  2 . 8 . — Las t  s u p e r i n t e n d e n t  d e p a r t u r e  and c o m p e t i t i v e  a s p e c t s  o f  
s c h o o l - b o a r d  e l e c t i o n s  (1n p e r c e n t ) .

To ta l L as t  F ive  Years

Volun ta ry  In v o lu n ta ry Volunta ry In v o lu n ta ry
Raw N = (32) (19) (20) (9)

Compet i t ion
1n l a s t No 26£ 17% 3656 0%
e l e c t i o n Yes 1A S3. M 100

O ff i c e Low 55 40 81 0
t u  m o v e r High M _ 22 J 2 100

D e s l r e  f o r Low 63 41 69 16
p o l i c y  change High 2 2 52 31 M

I s s u e  d i f f e r ­
ences  with Low 64 26 71 15
opponents High 2£ 2A 2 2 &5

D i f f e r e n c e s  on Low 49 32 57 21
board r o l e s High 21 £2 42 2 2

Source: Z i e g l e r  and Jennings*  1974* p.  70.
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The work o f  Z i e g l e r  and Jen n in g s  r e a f f i r m e d  t h e  f i n d i n g s  o f  an 

e a r l i e r  s tudy  conducted a t  l e a s t  t e n  y e a r s  p re v io u s ly .  That s tudy  

Inc luded  117 school d i s t r i c t s  th ro u g h o u t  fo u r  c o u n t i e s  1n C a l i f o r n i a  

Involved  over  a t e n - y e a r  pe r iod .  The r e s u l t s  e s t a b l i s h e d  t h a t  Invo lun ­

t a r y  d e p a r t u r e s  were  much more common ( s i g n i f i c a n t l y )  when school board 

Incumbents had been o u s ted  1n p re v io u s  e l e c t i o n s  (Walden* 1967).

This  v u l n e r a b i l i t y  of  s u p e r i n t e n d e n t s  was a d d re s sed  by Lutz

(1982) 1n h i s  s tudy  of  boards  o f  e d u ca t io n  In  t e rm s  o f  e l i t e  c o u n c i l

v e r s u s  a rena  co u n c i l  b e h av io r s .  He o u t l i n e d  t h e  c o u n c i l s  a s  f o l l o w s :

E l i t e  c o u n c i l s  t end  t o :  (1) t h i n k  o f  th e m s e lv e s  as s e p a r a t e  from 
and t r u s t e e s  f o r  t h e  people* (2) reach consensus  1n p r i v a t e  meet­
ings* and (3) e n a c t  t h e s e  d e c i s i o n s  1n p u b l i c  by unanimous v o te .  
Arena c o u n c i l s  t e n d  t o :  (1) t h i n k  o f  th e m s e lv e s  a s  community 1n 
c o unc i l  and as  d e l e g a t e s  o f  t h e  people* (2) d e b a te  I s s u e s  p u b l i c l y  
and v igorous ly*  and (3) reach  d e c i s i o n s  by spl 1 t -m a jo r 1 ty  v o te s  1n 
p u b l i c  s e s s i o n s ,  (p. 16)

Arena counc i l  behavior* acco rd ing  t o  Lutz* I s  fo rced  on school 

boards  when t h e r e  1s s u f f i c i e n t  d i s s a t i s f a c t i o n  w i t h i n  a school d i s ­

t r i c t  r e s u l t i n g  1n s i g n i f i c a n t  p o l i t i c a l  u n r e s t  c h a r a c t e r i z e d  by 

Incumbent school  board member d e f e a t  and su b se q u e n t  su p e r in ten d e n c y  

tu rn o v e r .  The s u p e r i n t e n d e n t  cannot  avo id  be ing  a f f e c t e d .  Under t h e s e  

c i rcum stances*  t h e r e  1s no room f o r  t h e  s u p e r i n t e n d e n t  r o l e  t o  be one 

o f  an I m p a r t i a l  m ed ia to r  o r  a r b i t r a t o r .  I n e v i t a b ly *  t h e  s u p e r i n t e n d e n t  

becomes p a r ty  t o  t h e  c o n f l i c t *  " s u f f e r i n g  t h e  I n e v i t a b l e  s c a r s  and 

wounds, v i c t o r i e s  and d e f e a t s . "  Fur thermore* 1n t h e  m i l i e u  o f  u n s t a b l e  

p o l i t i c a l *  economic* and s o c i a l  environments* t h e  contemporary  s u p e r i n ­

t e n d e n t  s u f f e r s  an a d d i t i o n a l  d i s ad v a n ta g e  t h a t  many p r e d e c e s s o r s  did  

not.  The p u b l i c  n a tu r e  (Gousha’s "access  t o  governmenta l  d e c i s io n s " )
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of  t h e  c u r r e n t  s u p e r in ten d e n c y  and t h e  I n c r e a s i n g  t u r n o v e r  1n change of 

s u p e r i n t e n d e n t  p o s i t i o n s  has  r e s u l t e d  In a " c o s t " ;  t h a t  1s# t h e  s u p e r ­

i n t e n d e n t  "from t h e  o u t s i d e "  does no t  have t h e  advan tage  o f  k insh ips#  

l i f e l o n g  f r ie n d s h ip s #  and l o y a l t y  w i t h i n  t h e  community and I t s  groups  

( D o lc e ,  1976).

Based on t h e  da ta  d e r iv e d  from two y e a r s  of  o b s e r v a t i o n s  o f  a 

p a r t i c u l a r  board o f  e d u ca t io n  given  t h e  t y p i c a l  Incumbent d e f e a t -  

s u p e r l n t e n d e n t  t u r n o v e r  cycle# Lutz (1962) t i e d  t o g e t h e r  t h e  phenomenon 

o f  e l i t e  o r  a rena  counc i l  b e h av io r s  o f  boards  o f  e d u ca t io n  and su b se ­

q u e n t  supe r In tendency  v u l n e r a b i l i t y .  The f o l l o w i n g  g e n e r a l i z a t i o n s  

were a p p a r e n t :

1. When t h e  school d i s t r i c t  1s he te rogeneous  1n nature# t h e
e l e c t o r a t e  w i l l  v a lu e  a rena  b e h av io r  1n t h e i r  school board .
a .  When# however# t h e  board members do no t  v a lu e  t h e i r  own 

a rena  behavior# t h e  c o n f l i c t s  w i l l  t e n d  t o  be p e r s o n a l i z e d  
and c o n f l i c t  w i l l  become u n r e a l i s t i c  and d i f f i c u l t  t o  
manage.

b. Under such c i rcum stances#  board t u r n o v e r  w i l l  l e s s  l i k e l y  
be a r e s u l t  o f  r e s i g n a t i o n  due t o  t h e  p e rsona l  c o n f l i c t  and 
unhapp iness  o f  t h e  In d iv id u a l  board  members.

2 .  Given t h e  above s i t u a t i o n #  I t  w i l l  be d i f f i c u l t  t o  e s t a b l i s h  a
new e q u i l i b r i u m  on t h e  board.  Board membership w i l l  c o n t in u e
t o  change and c o n f l i c t  w i l l  c o n t in u e  t o  be h igh .

3 .  Under such c o n d i t io n s#  a s u p e r i n t e n d e n t  may s u r v iv e  1f  h e / s h e
a.  1s p e r s o n a l ly  s u p p o r t i v e  o f  and v a l u e s  t h e  a rena  beh av io r  

o f  t h e  board# t h e  p u b l i c  debate# and t h e  p u b l i c  n a t u r e  o f  
p o l i c y  making.

b. remains  a l o o f  from t h e  d i r e c t  po l icy-m aking  p r o c e s s .
c .  keeps  t h e  a d m i n i s t r a t i v e  p ro c e ss  a s  s e p a r a t e  from t h e  

po l icy -m ak ing  p r o c e s s .
d. a c t s  as  a d e l e g a t e  f o r  t h e  a re n a  board a d m i n i s t e r i n g  t h e  

p o l i c y  a s  e n ac te d  by t h e  b o a r d ' s  m a j o r i t y  v o t e .
e .  keeps s e p a r a t e  from t h e  c o u n c i l  and does n o t  become I d e n t i ­

f i e d  w i th  any o f  I t s  s e p a r a t e  f a c t i o n s .
4 .  I t  1s sug g es ted  t h a t  t h e  most l i k e l y  e r r o r  such an ad m in is ­

t r a t o r  may make I s  t o  a t t e m p t  a v ig o ro u s  d e fen se  o f  a recommen­
d a t i o n  p r e v io u s ly  made and passed  by t h e  m a j o r i t y  of  t h e  board
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but  p r e s e n t l y  r e v e r se d  by t h e  p r e s e n t  m a j o r i t y  due t o  a s h i f t
i n  t h e  co m p o s i t io n  o f  t h e  board.
a .  I t  1s no t  u n l i k e l y  t h a t  such a s i t u a t i o n  w i l l  deal  w i th  a 

p rev ious  personnel d e c i s i o n .
b. The s h i f t  w i l l  be a long  s e c t i o n a l  l i n e s  and be seen  a s  a 

"win" f o r  t h e  group p r e v io u s ly  In  t h e  m i n o r i t y  and now t h e  
new m a jo r i t y .

c .  The a d m i n i s t r a t o r s  d e fen se  o f  t h e  o ld  s i t u a t i o n  and oppo­
s i t i o n  t o  t h e  new d e c i s i o n  w i l l  probably  be viewed by t h e  
new m a j o r i t y  as  a d e fe n se  of  and a l ig n m e n t  w i th  t h a t  oppos­
ing f a c t i o n .

d. As t h a t  f a c t i o n  I s  now In t h e  m inor i ty*  such an e r r o r  would 
c o s t  t h e  a d m i n i s t r a t o r  h i s / h e r  j o b .  (pp.  17-18)

£ommun1cat1ons/Publ1c R e l a t i o n s

" F i r s t*  s u p e r in t e n d i n g  1s communicating* and secondly* s u p e r ­

in t e n d in g  1s c o n s t r a i n e d  by s o c i a l  and o r g a n i z a t i o n a l  s t r u c t u r e s "  

( P i t n e r  & Ogawa* 1981* p. 49).  The second Issue* r e l a t i n g  t o  s o c i a l  

and o r g a n i z a t i o n a l  s t r u c t u r e s *  w i l l  be covered  under t h e  causa l  f a c t o r  

t o  be o u t l i n e d  1n t h i s  c h a p t e r  a f f e c t i n g  s u p e r in ten d e n c y  e f f e c t i v e n e s s  

and t u r n o v e r  i d e n t i f i e d  as  p u b l i c  p r e s s u r e / s p e d a l  I n t e r e s t  groups.

For pu rp o ses  o f  t h i s  causa l  f a c to r#  then* commun1cat1ons/publ 1c r e l a ­

t i o n s  1s rev iew ed  1n t h e  l i t e r a t u r e  p r i m a r i l y  from t h e  b a s i s  o f  o n - t h e -  

jo b  beh av io r  o f  s u p e r i n t e n d e n t s .

As t h e  c r i t i c a l  a d m i n i s t r a t o r  of a school d i s t r i c t *  1n t e rm s  of  

t h e  f a r - r e a c h i n g  e f f e c t  o f  communication# s u p e r i n t e n d e n t s  communicate  

w i th  a m u l t i t u d e  of  e l e m e n t s  1n t h e i r  school sys tem s  and envi ronments* 

both  I n t e r n a l l y  and e x t e r n a l l y *  1n o rd e r  t o  i n v e s t i g a t e  a s  well  a s  t o  

i n f l u e n c e  lo c a l  o p in io n s  and p re fe r e n c e s .  S ince  t h e  env i ronm ent  1s 

c h a r a c t e r i z e d  as  be ing  dynamic by a l l  acco u n ts  1n t h e  l i t e r a t u r e *  

s u p e r i n t e n d e n t s  need t o  m a in t a in  c o n s t a n t  c o n t a c t  w i th  v a ry in g  s o u rc e s  

of I n f o rm a t io n .  S ix  s u p e r i n t e n d e n t s  1n P i t n e r  and Ogawa's (1981) s tudy
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were observed  spending  80% o f  t h e i r  t i m e  1n d i r e c t  I n t e r a c t i o n  w i th  

people  1n schedu led  and unscheduled  meetings# t e l e p h o n e  conve rsa t ions#  

s c h o o l / f a c i l i t y  v i s i t a t i o n s #  and v a r io u s  confe rences#  as  I l l u s t r a t e d  In 

F ig u r e  2 . 2 .
Conference
Attendance

Travel

Desk Work
V i s i t a t i o n s

Unscheduled
Meetings

Telephoning

Scheduled 
MeetIngs

F ig u re  2 . 2 :  How s u p e r i n t e n d e n t s  spend t h e i r  t im e .  (From P t t n e r  &
Ogawa# 1981# p.  5 1 . )

S u p e r in t e n d e n t s  were  unanimous In t h i s  s tudy  In naming t h e  

a b i l i t y  t o  communicate  w i th  peop le  as  a r e q u i r e d  s k i l l  o f  t h e  p o s i t i o n .  

They I n d ic a t e d  t h a t  a s u p e r i n t e n d e n t  must be a b l e  t o  f a c i l i t a t e  t h e  

r e c e p t i o n  o f  i n f o r m a t i o n ,  a s  well  as  d e l i v e r  d a ta  t o  school board 

members# sub o rd in a te s#  and community members. I t  appea rs  t h a t  t h i s  no t  

on ly  r e q u i r e s  t h a t  a s u p e r i n t e n d e n t  p o s se s s  v e rb a l  and w r i t t e n  communi­

c a t i o n  s k i l l s #  b u t  a l s o  r e q u i r e s  t h a t  t h e  s u p e r i n t e n d e n t  p o s se s s  t h e  

a b i l i t y  t o  ga in  t h e  t r u s t  and co n f id e n ce  o f  In f o r m a t io n  s o u rc e s  o r  an



3 7

audience.  In t h i s  communicating* s u p e r i n t e n d e n t s  m a in ta in  a complex 

ne twork  o f  r e l a t i o n s h i p s  w i th  I n d i v i d u a l s  and groups  1n t h e i r  school 

sy s te m s  as  w e l l  a s  1n t h e  environment.

S u p e r in t e n d e n t s  have been found t o  communicate  w i th  t h r e e  c a t e ­

g o r i e s  o f  peop le :  school board members* o u t s i d e r s  ( p r o f e s s i o n a l  peers*

c l i e n t s *  community members)* and s u b o r d in a t e s .  P i t n e r  and Ogawa's 

s tudy  found s u p e r i n t e n d e n t s  s p e n t  a lm o s t  h a l f  t h e i r  t i m e  (50)6) w i th  

s u b o r d in a t e s .  They d id  n o t  I n t e r a c t  a s  often* o r  n e a r ly  a s  much* wi th  

any of  t h e  two rem a in ing  c a t e g o r i e s  o f  people .  Verbal communication 

most f r e q u e n t l y  (82%) was o f  a n a t u r e  t h a t  invo lved  c o n t a c t  w i th  t h e  

s u p e r i n t e n d e n t  and one o t h e r  person. Tab le  2.9 o u t l i n e s  t y p i c a l  

s u p e r i n t e n d e n t  ve rb a l  I n t e r a c t i o n .

The purposes  o f  s u p e r i n t e n d e n t s '  c o n t a c t s  were  d iv id e d  1n t h i s  

s tudy  a s :

Reques ts  and s o l i c i t a t i o n s 8%

In f o rm a t io n a l 50%

D e c is io n  making 21%

O r g a n iz a t io n a l  work 21%

According t o  P i t n e r  and Ogawa* s u p e r i n t e n d i n g  th rough  communl-

c a t i o n  1s c h a r a c t e r i z e d  by b rev i ty *  v a r i e ty *  and f r a g m e n ta t io n .

Over 60 p e r c e n t  o f  a l l  t h e  s u p e r i n t e n d e n t s '  w o r k - r e l a t e d  a c t i v i t i e s  
l a s t e d  l e s s  than  n in e  m in u te s  and o n ly  7 p e r c e n t  exceeded an hour.  
The mall* t e l e p h o n e  c a l l s *  and m ee t ings  accounted  f o r  a lm o s t  every  
m inu te  from t h e  moment t h e  s u p e r i n t e n d e n t  e n t e r e d  t h e  o f f i c e  In t h e  
morning u n t i l  d e p a r t u r e  1n t h e  evening. The end o f  one m eet ing  
f r e q u e n t l y  became t h e  beg inn ing  o f  a n o th e r  a s  s u b o r d i n a t e s  q u ic k ly  
s l i p p e d  I n t o  s u p e r i n t e n d e n t s '  o f f i c e s  when t h e  doors  opened. 
Sup e r in ten d en ts*  no t  u n l i k e  o t h e r  managers* f e l t  compel led  t o  do a 
g r e a t  amount o f  work, b u t  t h e  amount of  t i m e  a v a i l a b l e  was a c r i t i ­
c a l  f a c t o r  1n d e te r m in in g  t h e  a t t e n t i o n  given t o  I s s u e s  and
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problems. I f  s u p e r i n t e n d e n t s  were  no t  I n t e r r u p t e d  by a phone c a l l  
o r  d r o p - in  meet ings# they  f r e q u e n t l y  I n t e r r u p t e d  t h e i r  desk work t o  
a t t e n d  t o  a v a r i e t y  o f  m a t t e r s  on t h e i r  minds.  The day became 
q u i t e  f r agm en ted  as  s u p e r i n t e n d e n t s  moved t o  r e s o l v e  t h e  c u r r e n t  
and f u t u r e  conce rns  o f  t h e  d i s t r i c t .  S u p e r in t e n d e n t s  changed 
t o p i c s  and I s s u e s  a s  e a s i l y  a s  they  changed m ee t ings ,  (p. 54)

Tab le  2.9.— P e rcen tag e  o f  s u p e r i n t e n d e n t ' s  t i m e  s p e n t  1n ve rba l  
c o n t a c t .

P e r c e n t

INITIATED BY:

S u p e r in t e n d e n t 585B
Another p a r ty 39
R e g u la r ly  schedu led  ev en t 1
Mutual ly  a r ranged 2

PARTICIPANTS:

S u b o r d in a t e s 49
Board 6
Pee rs 17
Cl 1 en ts 5
Community 16
Some combina t ion  o f  t h e  above 7

LOCATION:

S u p e r i n t e n d e n t ' s  o f f i c e 46
S u b o r d i n a t e ' s  o f f i c e 4
Hall  o r  b u i l d i n g  1n d i s t r i c t 19
Conference  o r  boardroom 17
In  t h e  community 10
O u ts id e  o f  t h e  school d i s t r i c t 5

NUM3ER OF PARTICIPANTS:

Two 82
Three 7
Four 3
More than  f i v e 8

Source: P i t n e r  and Ogawa# 1981# p.  53.
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The Image conveyed he re  does n o t  conform t o  t h a t  o f  an execu­

t i v e  a s  a r e f l e c t i v e  planner* I.e.# e d u c a t io n a l  a d m i n i s t r a t o r / l e a d e r  

( s u p e r in t e n d e n t )  r e s p o n s i b l e  f o r  d i r e c t i n g  and l e a d i n g  s u b o r d i n a t e  

a c t i v i t y  t o  t h e  a lms  o f  q u a l i t y  ed u ca t io n .  According t o  t h e  d e f i n i t i o n  

o f  e f f e c t i v e  l e a d e r s h i p  as  e s t a b l i s h e d  In Chapter  I  of  t h i s  paper# t h e  

s u p e r i n t e n d e n t  must have a s p e c i a l  s en se  o f  where t h e  o r g a n i z a t i o n  i s  

going, "a v i s i o n  t h a t  e x c i t e s  t h e  Im a g in a t io n  and c h a l l e n g e s  t h e  b e s t  

1n people .  Such a v i s i o n  g iv e s  calm p e r s p e c t i v e  t o  t h e  ho t  I s s u e s  o f  

t h e  day and a f f e c t s  t h e  s i g n i f i c a n c e  of  e v e r y th in g  t h e  a d m i n i s t r a t o r  

does" (Ohmann# 1970). The c o n t r a d i c t o r y  Image conveyed h e re  of t h e  

s u p e r i n t e n d e n t  a s  t h e  c r i t i c a l  a d m i n i s t r a t o r  o f  a school d i s t r i c t  

empowered w i th  t h e  r e s p o n s i b i l i t y  o f  p ro v id in g  and d e te r m in in g  t h e  

o p p o r tu n i ty  f o r  q u a l i t y  e d u c a t io n  f o r  I t s  s t u d e n t s  v e r s u s  t h e  uncon­

nec ted  r e a c t o r  t o  I n t e r n a l  and e x t e r n a l  I n f l u e n c e s  r e s u l t i n g  In f r a g ­

m e n ta t io n  l e d  P i t n e r  and Ogawa t o  t h e  c o n c lu s io n  t h a t  s u p e r i n t e n d e n t s  

a t t e n d  p r i m a r i l y  t o  t h e  s t r u c t u r a l  a s p e c t s  o f  school sy s tem s  such as  

programs# budgets* f a c i l i t i e s *  and s chedu les .  In t h i s  conclusion* 

s u p e r i n t e n d i n g  was a l s o  c h a r a c t e r i z e d  by a n o th e r  c o n d i t i o n  d e f in e d  

as  " sym bol ic  l e ad e rsh ip #  t h e  a t t r i b u t i o n  o f  r e s p o n s i b i l i t y  f o r  o rg a n i ­

z a t i o n a l  performance."  The dichotomy l i e s  1n t h e  c o n t r a d i c t i o n  be tween 

t h e  a p p a r e n t  n i l  e f f e c t  s u p e r i n t e n d e n t s  have on e d u c a t io n a l  In f lu e n c e  1n 

school sys tem s  (g iven  t h e  s u p e r i n t e n d e n t  day a s  found by P i t n e r  and 

Ogawa)# and t h e  f a c t  t h a t  s u p e r i n t e n d e n t s  en joy  s h o r t  t e n u r e  a n d /o r  a r e  

f i r e d  because  t h e  school board b e l i e v e s  t h e  s u p e r i n t e n d e n t  has  a d i r e c t  

e f f e c t  on t h e  school d i s t r i c t ' s  performance.
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Unfor tuna te ly*  school s u p e r i n t e n d e n t s  have not been t r a i n e d  t o  

f i n d  o r  c u l t i v a t e  t h e  communication l i n e s  and power s t r u c t u r e s  1n lo c a l  

com m uni t ies  (Mayer* 1974). According t o  Kindred* Bagln* and G a l l a g h e r  

(1976)* t o  u n d e rs tan d  and communicate  w i th  t h e  community t h e  school  

s u p e r i n t e n d e n t  should  und e rs tan d  t h e  s o c i o l o g i c a l  c h a r a c t e r i s t i c s  o f  

t h e  p a r t i c u l a r  community. To be a b l e  t o  communicate  e f f e c t i v e l y  w i t h i n  

a l l  environments* I n t e r n a l  and ex te rn a l*  a f f e c t i n g  t h e  school d i s t r i c t *  

s u p e r i n t e n d e n t s  should  be knowledgeable  of  t h e  f o l l o w i n g  p e r t i n e n t  

d a t a :

1. E x i s t i n g  needs and e x p e c t a t i o n s  o f  t h e  c i t i z e n r y  rega rd ing  
p u b l i c  e d u c a t io n  1n genera l  a s  w e l l  a s  1n p a r t i c u l a r  t o  t h e  
l o c a l  d i s t r i c t .

2 .  O p p o r t u n i t i e s  and means f o r  e f f e c t i n g  b e t t e r  communicat ive  and 
c o o p e r a t i v e  r e l a t i o n s h i p s  w i th  v a r io u s  community groups* i n t e r ­
nal  and e x t e r n a l .

3 .  Immedia te  and lo n g - r an g e  problems t h a t  have produced a l t e r a ­
t i o n s  and a l t e r c a t i o n s  th ro u g h o u t  t h e  school community.

4 .  I d e n t i f i c a t i o n  o f  t h o s e  I n d i v i d u a l s  and groups  who a r e  f r i e n d l y  
and u n f r i e n d l y  towards  p u b l i c  e d u c a t io n .

5 .  Communication chan n e ls  th rough  which p u b l i c  o p in io n  1s framed 
w i th in  t h e  lo c a l  community.

6 .  N a tu re  o f  lo c a l  power s t r u c t u r e s  and a r e a s  o f  dec i s ion -m ak ing .
7 .  Leadership* l e a d e r s h i p  i n f l u e n c e s  and t h e  number and ty p e s  o f  

o r g a n i z a t i o n s  and s o d a !  a g en c ie s  e x i s t i n g  th ro u g h o u t  t h e  
school community, ( p .  35)

As a r e s u l t  o f  t h e  s h i f t  toward  g r e a t e r  I n f lu e n c e  f o r  boards  o f  

education* t e a c h e r  un ions  ( p a r t i c u l a r l y  1n Michigan)* s p e c i a l  I n t e r e s t  

g r o u p s / p r e s s u r e  groups* e t  al .* as  r e c e n t  l i t e r a t u r e  and s t u d i e s  a r e  

I n d ic a t in g *  a d e f i n i t e  s h i f t  then  seems e v i d e n t  f o r  t h e  r o l e  o f  t h e  

s upe r in tendency .  I t  ap p ea rs  t h e  p u b l i c  today  e x p e c t s  l e s s  o f  t h e i r  

s u p e r i n t e n d e n t s  a s  a u t h o r i t a t i v e *  e x p e r t  p r o f e s s i o n a l  mentors* b u t  

e x p e c t s  much more o f  them as  s k i l l e d  p o l i t i c a l  n e g o t i a to r s *  l e a d i n g  t h e
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r e a d e r  h e re  I n t o  t h e  n e x t  causa l  f a c t o r  t o  be I n v e s t i g a t e d  1n t h i s  

s tudy  a f f e c t i n g  su p e r ln ten d e n c y  e f f e c t i v e n e s s  and t u r n o v e r .

Pu b 11 c_.Pr_05 s u r e /  S p e c i a l  
I n t e r e s t  Groups

Mass s u p p o r t  has a s t r o n g  n e g a t i v e  a s s o c i a t i o n  w i th  o r g a n i z a t i o n a l  
I n t e n s i t y  ( r  = - .75) .  As t h e  p o p u la t io n  becomes more s u p p o r t i v e  o f  
t h e  p o l i c i e s  o f  t h e  board ,  o rg an ized  groups  c l e a r l y  t h r i v e  1n an 
a tm osphere  of  c o n f l i c t  between t h e  governed and t h e  governors .  I t  
I s  p ro b ab le  t h a t ,  once t h e  l e v e l  of  p u b l i c  s u p p o r t  has  d e t e r i o r a t e d  
t o  a l e v e l  s u f f i c i e n t  t o  g e n e r a t e  f a i r l y  I n t e n s e  group a c t i v i t y ,  
o r g a n i z a t i o n s  e x a c e r b a t e  t h e  l o s s  o f  co n f id e n ce  1n t h e  board.  
D ec l in in g  s u p p o r t  and o r g a n i z a t i o n a l  a c t i v i t y  undoubtedly  feed  o f f  
each o th e r .  . . . The I n t e r a c t i o n  between mass s u p p o r t  and 
o r g a n i z a t i o n a l  I n t e n s i t y ,  w i th  t h e  l a t t e r  dependent,  a ch ieved  a 
b e ta  o f  .70. With t h e  r e v e r s e  of  t h e s e  v a r i a b l e s ,  making mass 
s u p p o r t  dependent,  t h e  b e ta  d e c l i n e d  t o  .49. I t  I s  p o s s i b l e  t o  
a rgue ,  then ,  t h a t  both v a r i a b l e s  a r e  dependent  upon each o t h e r  bu t  
t h a t  (g iven t h e  magni tude  o f  t h e  b e t a s )  t h e  s t r o n g e r  " ca u sa l "  l i n k  
1s from mass  s u p p o r t  t o  o r g a n i z a t i o n a l  I n t e n s i t y .  ( Z i e g l e r  & 
J e n n in g s ,  1974, p.  101)

In u n d e rs tan d in g  t h e  I n t e r r e l a t e d n e s s  o f  I n t e r e s t  groups ,  

s u b se q u e n t  p u b l i c  p r e s s u r e ,  and t h i s  o r g a n i z a t i o n a l  I n t e n s i t y ,  

s u p e r i n t e n d e n t s  to day  need t o  be equipped w i th  t h e o r e t i c a l  knowledge 

and have developed a model based on t h i s  t h e o r e t i c a l  fo u n d a t io n  o f  how 

l i v i n g  o r g a n i z a t i o n s  e x i s t  and I n t e r a c t .  As p u rp o r ted  by Hodgklnson 

(1979), any l i v i n g  o r g a n i z a t i o n  c o n t a i n s  t h r e e  I n t e r e s t  groups,  l i n k e d  

1n " d i a l e c t i c a l "  ( l o g i c a l )  t e n s i o n  w i th  each o t h e r  w i th  rega rd  t o  t h e  

"product"  o f  t h e  und e r tak in g .  A p a r a l l e l  1s e s t a b l i s h e d  be tween a 

conven t iona l  b u s in e s s  e n t e r p r i s e  and t h e  s t r u c t u r e  o f  t h e  t y p i c a l  

e d u c a t io n a l  school system.  The t h r e e  I n t e r e s t  groups o f  a t y p i c a l  

b u s in e s s  v e n t u r e  a r e  s h a r e h o l d e r s  (ownersh ip) ,  employees  o f  t h e  

s h a r e h o l d e r s  ( o r g a n iz a t i o n a l  members), and cu s to m ers  of both employees 

and s h a r e h o l d e r s  ( c l i e n t e l e ) .  These groups a r e  l o g i c a l l y  d i s t i n c t ,  and
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t h e i r  I n t e r e s t s  a r e  d i s t i n c t  a l so .  What h o lds  t h e  whole  o f  t h e  o r g a n i ­

z a t i o n  t o g e t h e r  1n a dynamic complex 1s  t h e  p roduc t .

In t h e  e d u c a t io n a l  rea lm  o f  o r g a n i z a t i o n a l  s t r u c t u r e *  t h i s  

t r i a d  1s c h a r a c t e r i z e d  by q u a s l - r e p r e s e n t a t l o n a l  ownership  (ownership)* 

te ach e rs*  a d m i n i s t r a t i o n  and s u p p o r t  s t a f f  ( o r g a n i z a t i o n a l  members),  

and t h e  s t u d e n t s  and p a r e n t s  o f  a p a r t i c u l a r  school d i s t r i c t  ( c l i e n ­

t e l e ) .  The p roduc t  I s  someth ing  l o o s e l y  I d e n t i f i e d  a s  ed u ca t io n .  The 

re a l  c ru x  o f  t h e  problem f o r  s u p e r i n t e n d e n t s  1s t h e  r e l a t i o n s h i p  

between two of t h e s e  g roups :  ownership  and membership.

The f i r s t  and I n a l i e n a b l e  r i g h t  o f  ownersh ip  of  an e n t e r p r i s e  

1s t o  d e te rm in e  p o l i c y  f o r  t h a t  endeavor.  A c l a s s i c a l  p o s i t i o n  In 

e d u c a t io n  1s t h a t  t h e  "people"  own t h e  s ch o o l s .  R e p r e s e n t a t i v e s  o f  t h e  

"people"  In  an e d u c a t io n a l  sys tem (board o f  edu ca t io n )  t h e r e f o r e  d e t e r ­

mine p o l i c y .  However* t h e  rub comes 1n t h a t  ownersh ip  and membership 

l i n e s  1n school sy s tem s  a r e  no t  l o g i c a l l y  d i s t i n c t  1n s t r u c t u r e  or  

I n t e r e s t .

The c l a s s i c a l  p r o c e s s e s  o f  a d m i n i s t r a t i o n  d iv id e  p o l i c y  and 

e x e c u t io n  of  e s t a b l i s h e d  p o l i c y  I n t o  two d i s t i n c t  h a l v e s  a s  shown below 

(Hodgklnson* 1979).

Pol icy

Execution

The upper h a l f  d e a l s  w i th  q u e s t i o n s  o f  va lues* p r in c ip l e s *  and 

ph i losophy  w h i l e  t h e  lo w er  h a l f  a d d r e s s e s  I t s e l f  t o  m a t t e r s  o f  fac t*
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c o n s t r a i n t s *  technology* and so on. However* 1n e d u ca t io n a l  e n t e r ­

p r i s e s  t h e  e m p i r i c a l  r e a l i t y  can be i l l u s t r a t e d  a s :

"having both domains In te r tw in e d *  I n t e r a c t i n g *  I n t r u d i n g  upon each 

o t h e r "  (Hodgklnson* 1979). Given t h i s  com plex i ty  o f  modern-day educa­

t i o n a l  o r g a n i z a t i o n s  and t h e  c o n t r o l  o f  communicat ions  and In format ion*  

s u p e r i n t e n d e n t s  a r e  faced  w i th  t h e  need t o  upgrade t h e i r  s k i l l s  In t h e  

a r e a s  o f  p o l i c y  a n a l y s i s  and p o l i t i c a l  s c i e n c e .  The whole  a rena  o f  

nquas1-ownersh1p"  makes t h e  p o t e n t i a l  o f  s p e c i a l  I n t e r e s t  group I n t e r ­

a c t i o n  w i th  t h e  d ec i s io n -m ak in g  s t r u c t u r e s  of  school  sy s tem s  t h a t  much 

more l i k e l y .  By d e c id in g  t o  make th e m s e lv e s  more a c c e s s ib l e *  more 

v i s i b l e *  and more anx ious  t o  h e a r  community voices* s u p e r i n t e n d e n t s  

w i l l  be t a k i n g  g r e a t e r  r i sk s*  bu t  t h e  d iv id e n d s  may be Inc reased .  

S u p e r in t e n d e n t s  who pu rsue  c l o s e r  r e l a t i o n s  w i th  community groups w i l l  

f i n d  1 t  t r em en d o u s ly  t i m e  consuming. Yet t h e  t i m e  w i l l  be w e l l - s p e n t  

1f I t  r e s u l t s  1n g r e a t e r  s e n s i t i v i t y  t o  community " w i l l "  a s  r e f l e c t e d  

1n p o l i c y  developm ent  aimed a t  t h e  I n t e r e s t s  o f  t h e s e  s p e c i a l i z e d  

groups.  To do so  Im p l i e s  c o m p l i c a t i n g  d ec i s io n -m ak in g  p r o c e s s e s  by 

s u b m i t t i n g  t o  a c c e p t in g  I n t e r f e r e n c e  from p o l i t i c a l  p r e s s u r e  groups. 

A l l i a n c e s  between school s u p e r i n t e n d e n t s  and community I n t e r e s t s  w i l l  

r e s u l t*  most  l i k e l y *  1n compromise.  Here* compromise I s  viewed a s  t h e
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" h e a r t  o f  p o l i t i c a l  s u r v i v a l . "  S t r i k i n g  a ba lance  between a d m i n i s t r a ­

t i v e  autonomy and t h e  e m p i r i c a l  I n t e r t w i n i n g  o f  p o l i c y  making and 

re s p o n s iv e n e s s  t o  school board  and c o n s t i t u e n c y  d e s i r e s  1s c r i t i c a l  1f 

s u p e r i n t e n d e n t s  a r e  t o  s u r v i v e  1n t h i s  dynamic env i ronm en t  (Hodgktnson# 

1979). C o n f l i c t  management very  o f t e n  among m l H t a n t l y  compet ing  

groups Impinging  upon t h e  school d i s t r i c t  1s a contemporary  a s p e c t  of 

t h e  su p e r ln ten d en cy  {Dolce# 1976).

Community-based power s t r u c t u r e s  ( s p e c i a l  I n t e r e s t  groups) 

I n f l u e n c e  s ch o o l - b o a r d  d e c i s i o n s  a s  de te rm ined  In a s tudy  In v o lv in g  180 

Texas school s u p e r i n t e n d e n t s .  An I m p e r a t iv e  f o r  school s u p e r i n t e n d e n t s  

1s an u n d e rs tan d in g  o f  t h e  b a s i c  c h a r a c t e r i s t i c s  found 1n a l l  power 

s t r u c t u r e s #  r e g a r d l e s s  o f  s i z e  o r  demographics.  According t o  Thorne l l  

(1981)# t h e s e  c h a r a c t e r i s t i c s  a r e :

1. Power s t r u c t u r e s  e x e r t  power f o r  s e l f - i n t e r e s t  g o a l s .
2 .  Power s t r u c t u r e s  c o n t r o l  t h e  a r e a s  o f  so c ia l#  economic and 

p o l i t i c a l  l i f e .
3 .  Power s t r u c t u r e s 1 members t end  t o  work 1n t h e  background 

th rough  lo w er  r a n k in g  r e p r e s e n t a t i v e s  who have dec1s1on-mak1ng 
r e s p o n s l b l l I t l e s .

4 .  Power s t r u c t u r e s  w i l l  use t h e i r  r e s o u r c e s  as  reward f o r  t h o s e  
who comply w i th  t h e i r  o p i n i o n s  and a s  weapons a g a i n s t  t h o s e  who 
do no t  a c c e p t  t h e  power s t r u c t u r e s ’ p o s i t i o n s .

5 .  Power s t r u c t u r e s  a r e  n o t  a c c o u n ta b le  f o r  s o d a !  o r  p o l i t i c a l  
a c t i o n s .

6 .  Power s t r u c t u r e s  t e n d  t o  p r o t e c t  t h e  s t a t u s  quo.
7 .  Power s t r u c t u r e  r e p r e s e n t a t i v e s  a s s o c i a t e  w i th  I n f l u e n t i a l  

c lu b s  and o r g a n i z a t i o n s  where they  have numerous c o n t a c t s  w i th  
o t h e r s  o f  t h e i r  k ind so a s  t o  I n f l u e n c e  c lu b  members t o  a s s i s t  
1n t h e  promotion o f  Ideas  they  d e s i r e .

8 .  Power s t r u c t u r e  members r e p r e s e n t  a c r o s s - s e c t i o n  o f  b u s in e s s  
and p r o f e s s i o n a l  l e a d e r s  1n t h e  community.

9 .  Power s t r u c t u r e  members a r e  concerned  w i th  t h e  f i n a n c i a l  s t a t u s  
o f  t h e  community. However# when t h e  p u b l i c  w e l f a r e  on an I s su e  
does no t  p a r a l l e l  w i th  t h e i r  I n t e r e s t  t h e  power s t r u c t u r e  may 
a t t e m p t  t o  s t r o n g l y  In f lu e n c e  t h e  f i n a l  d e c i s i o n ,  (p .  6)
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Common c h a r a c t e r i s t i c s  o f  power s t r u c t u r e s  can be c a t e g o r i z e d  

I n t o  f o u r  t y p e s  o f  power s t r u c t u r e s  a s s o c i a t e d  w i th  community l i f e  and 

school o p e r a t i o n s :

1. M o n o p o l i s t i c— run by s i n g l e  groups o f  I n d i v i d u a l s .
2 .  M u l t i -g r o u p  n o n c o m p e t i t iv e — t h e  1 n f l u e n t 1 a l s  and t h e i r  

f o l l o w e r s  have reached a high deg ree  o f  ag reement  abou t  t h e  
k ind o f  s c h o o l s  th e y  d e s i r e  which r e s u l t s  1n a no demand f o r  
change 1n t h e  b a s i c  s t r u c t u r e  o f  t h e  school system.

3 .  C o m p e t i t iv e  e l i t e  sys tem s— two o r  more groups Invo lved  1n a 
regime c o n f l i c t .

4 .  Democratic  p l u r a l i s m — power typo logy  1s open t o  new p e rso n s  o r  
groups  f o r  In p u t  a s  I s s u e s  change .  (Thorne l l#  1981* p.  6)

The power s t r u c t u r e  o f  a school community can make o r  break  a 

proposed e d u ca t io n a l  p r o j e c t .  U nfo r tuna te ly*  school s u p e r i n t e n d e n t s  

overwhelmingly  have n o t  been t r a i n e d  t o  f i n d  nor  c u l t i v a t e  t h e  power 

s t r u c t u r e s  1n l o c a l  com m uni t ie s  (Mayer# 1974). T ab le s  2.10 and 2.11 

r e p r e s e n t  t h e  r e s u l t s  o f  f i n d i n g s  1n t e rm s  o f  t h e  r e l a t i o n s h i p s  between 

s e l e c t e d  e d u ca t io n a l  a r e a s  and community power s t r u c t u r e s  a s  r e l a t e d  t o  

school d i s t r i c t  s ize# as w e l l  a s  t h e  r e l a t i o n s h i p s  found between spe­

c i f i c  e d u c a t io n a l  a r e a s  and t h e  f o u r  t y p e s  of  community power s t r u c ­

t u r e s .  Clear ly#  s u p e r i n t e n d e n t s  can conc lude  from t h e  d a t a  pu t  f o r t h  

1n t h e s e  two t a b l e s  t h a t  s c h o o l - b o a r d  membership  and f i n a n c i a l  s u p p o r t  

a r e  s i g n i f i c a n t l y  i n f l u e n c e d  o v e ra l l#  r e g a r d l e s s  o f  t h e  s i z e  of  t h e  

d i s t r i c t  o r  type  of  community power s t r u c t u r e .

T ab le  2.12# I l l u s t r a t i n g  t h e  r e s u l t s  o f  t h e  Z i e g l e r  and 

J en n in g s  (1974) study# s p e c i f i e s  p a r t i c i p a t i o n  e f f e c t s  1n t h e  govern­

ance o f  s p e c i f i c  I s s u e s  by s p e c i f i c  I n t e r e s t  groups.  In p a r t i c u l a r #  

t h i s  paper  1s concerned  w i th  s u p e r in ten d e n c y  tu r n o v e r  a s  1 t  r e l a t e s  t o
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Table 2 .1 0 .— The r e la t i o n s h ip  between se lec ted  educa tiona l areas and comnunJty power 
s t r u c tu re s  by school d i s t r i c t  s iz e  groups.

Educational
Area

0-700 701-1, 800 1,801-3,999 *1,000 o r Ho re

Average
Score Rank Average 

5 co re Rank Average
Score Rank Average

Score Rank

School board 
membership 3.7*t 2 3.70 1 3.57 2 3.93 1

F in a n c ia l  support 3.76 1 3.35 3 3-73 1 3.75 2

P lanning o f  
new f a c l 1[ t i e s 3.38 5 3.32 *i 3.1)8 *1 3-36 6

S e le c t io n  o f  
superin tendent 3.66 3 3.30 5 3.08 5 3.27 5

A th le t i c s 3.66 *i 3.50 2 3-53 3 3 . *i0 3

Student d l s c lp l I n e 3 . Oli 6 3.00 6 2.89 7 3.13 6

School board 
expend!tures 2.95 8 2.95 7 2.87 8 3-13 7

Curricu lum 2.1*1 11 2.95 8 3,0*1 6 2.90 8

Personnel 
(employment and 
d is m is s a l )

2.97 7 2.55 9 2.36 12 2.67 10

In s t ru c t io n a l  
accoun tab l11ty 2.25 9 2.00 11 2.61 10 2.75 9

School d i s t r i c t  
purchasing 2.08 12 2.00 12 2.59 11 2.21 12

School d i s t r i c t  
re o rg a n iz a t io n 2.17 to 2.12 10 2.63 9 2 .3 1* 11

S e le c t io n  o f  
textbooks 1.72 13 1.92 13 2.18 13 1.75 13

Source: T h o rn e l l ,  196), p. 3.
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Table 2 .1 1 .—The r e la t i o n s h ip  between educa t iona l areas and fo u r  community power 
s t r u c tu re s .

Educational
M onopo lIs t lc C om petit ive

E l i t e
H u l t lg ro u p

Noncompetit ive
Democratic 
P l u r a l I s t l c

Area Average
Score Rank Average

Score Rank Average
Score Rank Average

Score Rank

School board 
membership 3.88 1 4.48 1 3.75 3 3.44 2

F in a n c ia l  support 3.72 2 3.64 3 3.91 1 3.75 1

Planning o f  new 
f a c l l I t i e s 3.62 3 3.68 2 3.4B 4 3.28 3

S e le c t io n  o f  
superin tenden t 3.59 4 3.56 5 3.05 6 2.87 7

A th le t I c s 3.53 5 3.60 4 3.78 2 3.22 4

Student d i s c ip l i n e 3.17 6 2.88 8 3.32 5 3.02 5

School board 
expend itu res 3.04 7 3.08 6 2.59 9 2.91 6

Curricu lum 2.92 8 2.96 7 3.05 7 2.81 8

Personnel 
(employment 
and d ism issa l)

2.76 9 2.84 9 2.40 10 2.34 10

In s t ru c t io n a l  
accoun tab l11ty 2.47 10 2.40 11 2.70 8 2.44 9

School d i s t r i c t  
purchasing 2.40 11 2.28 12 2.29 I I 1.03 13

School d i s t r i c t  
re o rg a n iz a t io n 2.39 12 2.56 10 2.10 12 2.04 11

S e le c t io n  o f  
tex tbooks 1.6B 13 1.92 13 2.08 13 1.91 12

Source: T h o rn e l l ,  1981, p. 4.



4 8

p u b l i c  p r e s s u r e / s p e c i a l  i n t e r e s t  group In f lu e n c e .  Therefore*  t h e  l a s t  

column p ro v id e s  t h e  p e r t i n e n t  da ta  a s  they  r e l a t e  t o  t h i s  I s sue .

T ab le  2 . 1 2 . — C o n t r i b u t i o n s  o f  s p e c i f i c  o r g a n i z a t i o n s  1n s p e c i f i c  
I s s u e s .

Type o f  O rg a n iz a t io n  F in a n c i a l  F in a n c ia l  Supe r in tendency
D e f e a t s  Problems Turnover

Lef t -wing .11 ( 11) .41 ( 1) .03 ( 12)
Teachers .1 9 C 8) .1 2 ( 6) .11 ( 6)
Neighborhood .47 ( 1) ft 4t • .12 ( 5)
R e l Ig lo u s .21 ( 6) - . 0 6 ( 8) .22 ( 2)
PTA - . 1 8 ( 9) - . 1 9 < 3) - . 2 1 C 3)
S e r v i c e  c lu b s .35 c 3) .1 9 ( 4) .03 (11)
Labor - . 2 9 ( 5) - . 0 3 < 9) .0 9 ( 7)
C i t i z e n s  a d v i s o r y  commit tees .41 ( 2) .14 ( 5) - . 1 8 ( 4)
Taxpayers .30 ( 4) .20 ( 2) •  «i •
B u s in e s s  and p r o f e s s i o n a l .05 ( 12) .02 <10) - . 0 3 ( 10)
League o f  Women V o te rs .21 ( 7) - . 1 1 ( 7) .03 ( 9)
Right-wing - . 1 5 ( 10) .02 ( 11) .09 ( 6)
P o l i t i c a l  p a r ty *  ft ft - . 0 2 ( 12) .32 ( 1)

Source: Z i e g l e r  & Jennings#  1974# p. 115.

Based on t h i s  study# Z i e g l e r  and J e n n in g s  i s o l a t e d  two gene ra l

c a t e g o r i e s  o f  s p e c i a l  I n t e r e s t  g roups :

F i r s t#  t h e r e  a r e  n o n - i s s u e  s p e c i f i c  groups* such as PTA's, League 
o f  Women Voters# and s e r v i c e  o r g a n i z a t i o n s .  These o r g a n i z a t i o n s  
p ro v id e  s u p p o r t  f o r  t h e  ongoing system# b u t  I n j e c t  l i t t l e  c o n f l i c t  
I n t o  t h e  system. They c o n s t i t u t e  a r e s o u r c e  from which d e c i s i o n ­
makers  may draw 1n t i m e s  of  c r i s i s .  Then t h e r e  a r e  I d e o l o g i c a l  and 
I s s u e - s p e d f 1 c  groups whose r o l e  1s t o  I n j e c t  c o n f l i c t  I n t o  t h e  
system and t o  make c o n f l i c t  s a l i e n t  f o r  d e c i s io n -m ak e r s .  I n t e n s e  
a c t i v i t y  by such o r g a n i z a t i o n s  u s u a l l y  has an e f f e c t #  bu t  no t  
n e c e s s a r i l y  t h e  e f f e c t  t h a t  such groups  d e s i r e .  The u n a n t i c i p a t e d  
consequences  o f  such groups  may be a r e s u l t  o f  t h e  f a c t  t h a t  they  
have t h e  I n f l u e n c e  t o  make an I s s u e  s a l i e n t  by expanding  t h e  scope  
of  c o n f l i c t  bu t  a p p a r e n t l y  have l e s s  a b i l i t y  t o  c o n t r o l  t h e  outcome 
o f  a c o n f l i c t  once 1 t  has deve loped ,  (p .  117)
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S u p e r in t e n d e n t s  have developed some t o o l s  t o  cope w i th  t h e  

demands and t h r e a t s  o f  I n t e r n a l  and e x t e r n a l  p r e s s u r e  groups  a s  o u t ­

l i n e d  by Cuban (1976) 1n h i s  s tudy  o f  t h r e e  l a r g e  urban school c h i e f  

e x e c u t iv e s .  They responded t o  p r e s s u r e s  by s u b t l y  and openly  r e d e f i n ­

ing  t h e  problem; re fo c u se d  I s s u e s  t o  a r e a s  having g r e a t e r  scope  and 

m agni tude ,  t h e r e b y  making t h e  I s s u e  appea r  l a r g e r  than  a p a r t i c u l a r  

group wanted  t o  t a c k l e ;  reduced very  complex a s  w e l l  as  ambiguous 

I s s u e s  I n t o  t e c h n i c a l  and r o u t i n e  m a t t e r s  t h a t  cou ld  be managed; and 

c o o p t a t i o n  was a method employed, whereby c r i t i c s 1 s u g g e s t i o n s  were 

adopted  and shaped by a d m i n i s t r a t o r s  t o  m eet  t h e i r  s p e c i f i c a t i o n s .  By 

denying t h e  c r i t i c s  a p l a t f o r m  f o r  t h e i r  ch a rg es ,  t h e  s u p e r i n t e n d e n t s  

cou ld  p o i n t  p roudly  t o  t h e i r  f l e x i b l e  n a t u r e s  and w i l l i n g n e s s  t o  

re form.  F i n a l l y ,  s u p e r i n t e n d e n t s  cou ld  de lay  Im p lem en ta t io n  o f  recom­

m endat ions ,  p lead  f i n a n c i a l  Inso lvency  o r  l a c k  of  human r e s o u r c e s ,  

d e f e r  t o  o t h e r  more p o ig n a n t  I s s u e s  f a c in g  t h e  d i s t r i c t s ,  o r  choose t o  

Igno re  a s p e c t s  th e y  found repugnant .  S u p e r in t e n d e n t s  no lo n g e r  have a 

c h o ic e ;  th e y  must  become " p o l i t i c a l  an im a ls ."  I f  they  have no power 

base  a v a i l a b l e  on t h e  board ,  th e n  they  need t o  c u l t i v a t e  r e l a t i o n s h i p s  

(w i th  I n f l u e n t i a l  groups) w i t h i n  t h e  c o m m u n i ty - a t - l a r g e ,  t h e  p o i n t  

be ing ,  one has  t o  "co n sc io u s ly  choose"  t o  p lay  t h i s  s o r t  of  game and 

l e a r n  t h e  r u l e s  a c c o rd in g ly .  I t  1s n o t  someth ing  we do a ve ry  good j o b  

o f  in  our s c h o o l s  o f  e d u c a t io n  (Gousha, 1981). ("Experience  keeps a 

hard  s ch o o l ,  bu t  a fool w i l l  l e a r n  1n no o t h e r " — Ben F ran k l in . )
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S t a f f .  .C o n f l i c t s

High on a 1 1 s t  of  "stomach t w i s t e r s "  c i t e d  by s u p e r i n t e n d e n t s  

were two problem a r e a s  I d e n t i f i e d  when a sk ing  t h e  q u e s t i o n ,  "What was a 

major problem l a s t  week and l a s t  y e a r ? "  "Las t  week" r e s p o n se s  r a t e d  

s t a f f  problems a s  f i r s t  ov e r  f i n a n c e s ,  and " l a s t  y e a r "  I n d i c a t i o n s  

p laced  s t a f f  c o n f l i c t s  second a f t e r  f in a n c e s .  In m os t  I n s t a n c e s  t h e s e  

a r e a s  were  r e l a t e d  by s u p e r i n t e n d e n t s  1n d e a l i n g  w i th  t e a c h e r  demands 

f o r  g r e a t e r  b e n e f i t s  I n t e r t w i n e d  w i th  d e c l i n i n g  budge ts  (Hughes & 

Gorden, 1980). S t a f f  c o n f l i c t s  m a n i f e s t e d  1n s c h o o l - s t a f f  r e l a t i o n s ,  

n e g o t i a t i o n s ,  s t r i k e s ,  o r  o t h e r  fo rms o f  t e a c h e r  m i l i t a n c y  remain 

I d e n t i f i e d  a s  I s s u e s / c h a l l e n g e s  t h a t  a r e  o f  s i g n i f i c a n t  Im por tance  t o  

s u p e r i n t e n d e n t s  even ove r  a t e n - y e a r  sp read .  Two s t u d i e s  r e p o r t e d  by 

t h e  American A s s o c ia t io n  o f  School A d m i n i s t r a t o r s ,  1971 and 1982, 

c o n t in u e d  t o  rank s t a f f  c o n f l i c t  I s s u e s  1n t h e  t o p  t e n  o f  t h e  18 

I s s u e s / c h a l l e n g e s  c i t e d .  In t h e  1971 s tu d y ,  "school s t a f f  r e l a t i o n s ,  

s t r i k e s ,  o r  o t h e r  forms o f  t e a c h e r  m i l i t a n c y "  ranked f i f t h  o f  t h e  to p  

18. The 1982 s tudy  d t e d  " I s s u e s  such a s  n e g o t i a t i o n s ,  s t r i k e s "  a s  

rank ing  n in th  1n 18 c a t e g o r i e s .  Of t e n  re sponse  I s s u e s  d e a l i n g  w i th  

f u t u r e  s u p e r in ten d e n c y  p la n s ,  t h e  number-one I s s u e  d t e d  by s u p e r i n ­

t e n d e n t s  t h a t  would d r i v e  them o u t  o f  t h e i r  p o s i t i o n s  were  " I s s u e s  such 

a s  n e g o t i a t i o n s ,  s t r i k e s  and o t h e r  fo rms o f  t e a c h e r  m i l i t a n c y "  r a t e d  

b e f o r e  " c a l i b e r  o f  pe rso n s  a ss ig n ed  t o  o r  removed from lo c a l  boards  o f  

e d u c a t i o n "  (AASA, 1982, p. 42 ) .

However, 1 t  a p p ea rs  from a s tudy conducted by C re ssw e l l  and 

Simpson (1976) t h a t  t h e s e  two I s s u e s ,  t e a c h e r  m i l i t a n c y  and c a l i b e r  o f
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board-member personnel*  a r e  s i g n i f i c a n t l y  r e l a t e d  1n t e r m s  o f  I n c r e a s ­

ing  t e a c h e r  m i l i t a n c y *  t h u s  r e s u l t i n g  1n I n t e n s i f i e d  s t a f f  c o n f l i c t .  

This  s tudy  d e a l s  w i th  t h e  q u e s t i o n  o f  how t h e  s t y l e  and p r o c e s s  o f  

governance  a f f e c t s  l a b o r  r e l a t i o n s  and how l a b o r  r e l a t i o n s  f i t  i n t o  t h e  

p o l i t i c a l  s t r u c t u r e  o f  school d i s t r i c t  governance.

Labor r e l a t i o n s  p ro v id e  a mechanism* e s p e c i a l l y  th ro u g h  

b a rg a in in g  p rocesses*  t o  change (or a t  l e a s t  a l t e r )  t h e  r e l a t i o n s h i p s  

between t h e  s u p e r i n t e n d e n t  and t h e  board e i t h e r  1n t o t a l i t y  o r  w i th  

In d iv i d u a l  board  members. C re s sw e l l  and Simpson 's  s tudy Involved  a 

p a r t i c u l a r  m ldw es tern  d i s t r i c t  s e a t i n g  two newly e l e c t e d  board  members 

a t  t h e  b a rg a in in g  t a b l e  r e p r e s e n t i n g  management 's  team. (Again* t h e  

I s s u e s  In t h i s  s tudy  c e n t e r  on governance  and t h e  e f f e c t  o f  governance 

on s t a f f  c o n f l i c t  a r i s i n g  from b a r g a in in g  p ro c e sses . )  S ince  t h e i r  

e l e c t i o n *  t h e  p re sen ce  of  t h e  two new board members had been a 

"dominant f e a t u r e "  In  most governance  and s t a f f - c o n f l 1 c t  I s su e s .  The 

s i t u a t i o n  t h a t  developed was s i m i l a r  t o  t h a t  d e sc r ib e d  by Iannaconne 

and Lutz (1970) :

I n d i v i d u a l s  who d e f e a t  Incumbents  may o r  may no t  begin  w i th  t h e  
I n t e n t i o n  o f  s t r u g g l i n g  w i th  t h e  s u p e r i n t e n d e n t .  However* s i n c e  
t h e  s u p e r i n t e n d e n t  1s t h e  key f i g u r e  1n e s t a b l i s h i n g  e d u c a t io n a l  
p o l i c i e s  and g o a l s  t h a t  a new member seeks  t o  change* t h e  new 
member 1s l i k e l y  t o  f i n d  t h a t  t h e i r  c h i e f  opponent 1s t h e  
s u p e r i n t e n d e n t ,  (p .  175)

S t a f f  c o n f l i c t *  1n t h i s  d i s t r i c t *  r e s u l t e d  In  a  t e a c h e r  s t r i k e .  

The f lam e  o f  c o n f r o n t a t i o n  was f u e l e d  by a "p ro v o c a t iv e"  s t a t e m e n t  made 

by one o f  t h e  two newly e l e c t e d  board members a t  t h e  b a rg a in in g  t a b l e .  

Th i s  s tudy  documented t h e  f a c t  t h a t  c o n f l i c t  was I n t e n s i f i e d  and 

t r a n s l a t e d  I n t o  a s t r i k e  by t h e  t e a c h e r s  In o r d e r  t o  "save  f a c e  and
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r e s t o r e  t e a c h e r  d i g n i t y "  a f t e r  t h e  f o l l o w i n g  s t a t e m e n t  was made by t h e

newly e l e c t e d  board member a t  t h e  b a rg a in in g  t a b l e :

Can you e x p l a i n  t o  me why a school t e a c h e r  I s  a supe r  c i t i z e n  and 
shou ld  no t  s u f f e r  t h e  pangs o f  I n f l a t i o n ?  The r e s t  o f  us  a r e  going 
t o  s u f f e r  f o r e v e r .  You a r e  n o t  going t o  be whole  a t  my expense.
You t e l l  me why a t e a c h e r  1s d i f f e r e n t .  You a r e  no t  going  t o  have 
t h e  t a x p a y e r s  c u t  and keep your s t a n d a r d  o f  l i v i n g  up. You would 
be s u r p r i s e d  a t  some o f  t h e  peop le  I  have  been t a l k i n g  t o  on t h e  
phone* and I  donft  t h i n k  you would l i k e  me t o  ment ion  names. You 
a r e  go ing t o  g e t  j u s t  a s  hungry a s  t h e  r e s t  of  t h e  people .  When 
you g e t  t h a t  th rough your head you w i l l  g e t  a c o n t r a c t .  Get o f f  
and t r y  e a t i n g  dogfood l i k e  t h e  r e s t  o f  t h e  peop le  he re .  (C ressw el l  
& Simpson* 1976)

As f a r  as t h e  t e a c h e r s  were  concerned* t h e  " r e s t o r a t i o n  o f  d i g n i t y "  was 

t h e  m a jo r  reason  f o r  t h e  r e s u l t i n g  s t r i k e  a f t e r  t h i s  In f lam m atory  

s t a t e m e n t  was made. In  a survey* t h e  t e a c h e r s  were  asked  t o  r a t e  t h e  

Im por tance  of  s a l a r y  v e r s u s  t h e  d i g n i t y  I s s u e  a s  cause s  of  t h e  s t r i k e .  

I t  1s c l e a r  from T ab le  2.13 t h a t  w h i l e  s a l a r y  was Important*  I t  was 

overshadowed by " r e s t o r i n g  t e a c h e r  d i g n i t y "  as  a cause  o f  t h e  s t r i k e .

T ab le  2 . 1 3 . — Percen tag e  of  t e a c h e r s  r a t i n g  Importance o f  s t r i k e  I s s u e s .

I s s u e
Not Very Im p o r tan t

Rat ing  

F a i r l y  Im por tan t Very Im p o r tan t

D ign i ty 9% S% 86*
S a la ry 12 16 72

Source :  Cresswel l  and Simpson* 1976.
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The d i g n i t y  I s s u e  became even more powerfu l  when t h e  answ ers  t o  t h e  

Impor tance  of  d i g n i t y  were d iv id e d  a cc o rd in g  t o  w he ther  o r  n o t  a person 

( t e a c h e r )  p a r t i c i p a t e d  In t h e  s t r i k e  a c t i o n  (Tab le  2 . 1 4 ) .

Tab le  2 . 1 4 . — P e rcen tag e  of  t e a c h e r s  r a t i n g  Importance  o f  d i g n i t y  as 
cause  o f  s t r i k e .

P a r t i c 1 p a t e d R at ing
1n S t r i k e

Not Very Im p o r tan t F a i r l y  Im p o r tan t Very Im por tan t

Yes 1% 2% 91%
No 19 19 62

Source: Cresswel l  and Simpson* 1976.

A c o n f l i c t  between board m em bers  and a s u p e r i n t e n d e n t  I n t e n s i ­

f i e s  t h e  p o t e n t i a l  f o r  c o l l e c t i v e  b a r g a in in g  t o  become m u l t i l a t e r a l *  

meaning t h e  union can n e g o t i a t e  f o r m a l l y  a t  t h e  t a b l e  and I n f o r m a l l y  

w i th  board members c o l l e c t i v e l y  o r  s e p a r a t e l y .  Thus,  a s u p e r i n t e n d e n t  

can be caugh t  between t h e  e r o s io n  o f  autonomy re p r e s e n te d  by t h e  con­

t r a c t  on one side* and t h e  encroachment  o f  t h e  board In a d m i n i s t r a t i v e  

m a t t e r s  on t h e  o th e r .  In t r y i n g  t o  a s s o c i a t e  t h e  I n t e r a c t i o n  o f  gov­

e rnance  w i th  b a rg a in in g ,  two d im ens ions  seem r e l e v a n t :  (1) degree  o f

consensus  1n t h e  governance  system and (2) deg ree  o f  v u l n e r a b i l i t y  In 

t h e  governance s t r u c t u r e .  I f  looked upon a s  Independent  d im ens ions .  

Tab le  2.15 I l l u s t r a t e s  t h i s  typology.
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T a b l e  2 . 1 5 . — D e g r e e  o f  c o n s e n s u s  and v u l n e r a b i l i t y .

Consensus
High

V ulnerabU  I t y

Low

High Medium c o n f l i c t Very low c o n f l i c t
n o t  p e r s i s t e n t

Low High p e r s i s t e n t Low p e r s i s t e n t  c o n f l i c t
c o n f l i c t

Source :  Cresswel l  and Simpson# 1976.

'The  n a t u r e  and l e v e l  of  c o n f l i c t  1n b a rg a in in g  and o t h e r  forms 

o f  governance  should  be r e l a t e d  t o  t h e  degree  of  consensus  and 

v u l n e r a b i l i t y  o f  t h e  s t r u c t u r e "  (C ressw e l l  & Simpson# 1976# p. 24).

The h y p o th e s i s  I m p l i c i t  1n t h i s  c e l l  c o n s t r u c t i o n  1s t h a t  t h e  amount o f  

c o n f l i c t  m a n i f e s t e d  1n t h e  governance  a n d / o r  b a rg a in in g  o f  a school 

d i s t r i c t  1s j o i n t l y  d e te rm ined  by t h e  amount of  consensus  and t h e  

"p resence  of  mechanisms t o  c o n t r o l  o r  s u p p re s s  d l s s e n s u s "  (C ressw e l l  & 

Simpson# 1976# p. 25). Because b a rg a in in g  1n s c h o o l s  t e n d s  tow ard  a 

t h re e -w ay  I n t e r a c t i o n  among board# s u p e r in te n d e n t#  and te ach e rs#  t h e r e  

1s a l i k e l i h o o d  o f  an I n c r e a s e  1n t h e  v u l n e r a b i l i t y  1n t h e  o v e r a l l  

governance  s t r u c t u r e .  What t h i s  means 1s t h a t  t h e r e  w i l l  H k e l y  be 

more o p p o r t u n i t y  f o r  p a r t i c i p a t i o n  by smal l  f a c t i o n s  (board  members 

a n d /o r  t e a c h e r s )  1n t h e  u l t i m a t e  d e d s l o n - m a k i n g  and governance  

p ro c e s s .  Therefore# u n l e s s  t h e r e  1s an accompanying s h i f t  t o  low er  

v u l n e r a b i l i t y #  j u s t  t h e  o n s e t  o f  ba rga in ing#  1n and o f  I t s e l f #  should
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l ead  t o  more open c o n f l i c t #  both 1n l a b o r  r e l a t i o n s  and t h e  r e s t  o f  t h e  

school governance  p ro c e ss  (Cresswell  & Simpson# 1976).

Leade rsh ip  s t y l e  and beh av io r  and c o n co m i tan t  r u l e  a d m i n i s t r a ­

t i o n  have long  been s t u d i e d  1n r e l a t i o n  t o  c o n f l i c t  management. L l k e r t  

(1961) con tended  t h a t  one 's  s t y l e  o f  managing can have s i g n i f i c a n t  

I n f l u e n c e  on s u b o r d i n a t e  a c t i v i t y  w i t h i n  an o r g a n i z a t i o n .  His proposed 

p r i n c i p l e  o f  " I n t e r a c t i o n - I n f l u e n c e "  s t r e s s e d  t h e  need f o r  In d iv id u a l  

p a r t i c i p a t i o n  1n d e c i s i o n  making# w i th  g r e a t e r  Invo lvem ent  a f f e c t i n g  a 

h i g h e r  l e v e l  o f  group commitment and t a s k  o r i e n t a t i o n .  I t  was 1n t h i s  

v e in  t h a t  L l k e r t  f o r m u la t e d  a continuum o f  l e a d e r s h i p  s t y l e s .  L l k e r t ' s  

sy s tem s  a re :

System 1: E x p l o i t a t i v e - A u t h o r i t a t i v e

System 2 :  B e n e v o l e n t - A u t h o r i t a t i v e

System 3 :  C o n s u l t a t l v e

System 4: P a r t i c 1 p a t lv e - G r o u p  

The f i r s t  tw o  systems# viewed 1n t e r m s  o f  "c lo sed"  l e a d e r s h i p  

s t y l e #  and t h e  l a s t  two systems# l i k e n e d  t o  t h a t  o f  "open" management 

s ty le #  were t h e  b a s i s  f o r  a s tudy  t h a t  I n v e s t i g a t e d  t h e  r e l a t i o n s h i p  

between s u p e r i n t e n d e n t s '  l e a d e r s h i p  s t y l e s  and t h e  f requency  o f  

g r i e v a n c e s  I n i t i a t e d  by secondary  t e a c h e r s  (Caldwell  & Flnke ls ton#

1977). The hypo theses  t e s t e d  sought  t o  f i n d :  (1) an In v e r s e  r e l a ­

t i o n s h i p  between t h e  p a r t i c i p a t i v e  management beh av io r  o f  t h e  s u p e r i n ­

t e n d e n t  and t h e  f r equency  w i th  which g r i e v a n c e s  a r e  I n i t i a t e d  by 

secondary  t e a c h e r s ;  and (2) a p o s i t i v e  r e l a t i o n s h i p  between t h e  

e x p l o i t i v e - a u t h o r i t a r i a n  management s t y l e  of t h e  s u p e r i n t e n d e n t  and t h e
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f requency w i th  which g r i e v a n c e s  a r e  I n i t i a t e d  by secondary  t e a c h e r s .

The sample  used In  t h i s  s tudy  Involved  27 s u p e r i n t e n d e n t s  and 268

secondary  t e a c h e r s .

Both re s e a rc h  hypo theses  were  a cc e p ted  w i th  a s i g n i f i c a n t  s t a t i s t i ­
c a l  l e v e l  o f  c o n f id e n ce  beyond .001. A p a r t i a l  c o e f f i c i e n t  o f  
c o r r e l a t i o n  f i g u r e  o f  0.2459 r e p r e s e n t e d  a p o s i t i v e  r e l a t i o n s h i p  
between c lo s e d n e s s  and t h e  f requency  o f  g r ie v a n c e s .  By a ssum pt ive  
analogy* th e re fo re *  an I n v e r s e  r e l a t i o n s h i p  e x i s t e d  between t h e  
openness  p r o f i l e  a t  t h e  ex t rem e  o p p o s i t e  end of  t h e  cont inuum and 
t h e  f requency o f  g r ie v a n c e s .  (Caldwel l  & F lnke ls ton*  1977* p. 12)

F ig u r e  2 3  r e p r e s e n t s  t h e  l i n e a r  r e l a t i o n s h i p  between s u p e r i n t e n d e n t s '

management s t y l e  and t h e  f requency  of  g r i e v a n c e s .

>-u
c<u
cr
<u
L.

CD
Uc
Id
>0)

C3

High

Low

Closed Open

Management S ty l e

F ig u r e  2 . 3 . — S u p e r i n t e n d e n t s '  management s t y l e .  (From Caldwell  & 
F lnke ls ton*  1977* p. 12 .)

The dependent  v a r i a b l e  I d e n t i f i e d  1n t h i s  s tu d y  was c o n f l i c t .  

While c o n f l i c t  In s c h o o l s  has n o t  been l a c k i n g  ( p a r t i c u l a r l y  s i n c e  t h e  

o n s e t  o f  c o l l e c t i v e  ba rga in ing)*  school  management has  been somewhat 

l a x  1n p ro v id in g  a channel f o r  c o n f l i c t  r e s o l u t i o n .  C o l l e c t i v e  

b a rg a in in g  more t h a n  any o t h e r  reason  has  p rov ided  t h e  Im pe tus  f o r
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s t a f f s  t o  develop  a g r i e v a n c e  p ro ced u re  f o r  I n s t i t u t i o n a l i z a t i o n  o f

c o n f l i c t  r e s o l u t i o n .  C on f l ic t*  then* 1n school d i s t r i c t s  has  become

more openly  exposed. I t  1s c r i t i c a l *  then* t h a t  s u p e r i n t e n d e n t s

I n t e r n a l i z e  t h e  I n t e r r e l a t e d n e s s  o f  l e a d e r s h i p  s t y l e  and c o n f l i c t

r e s o l u t i o n  1n t e r m s  o f  I n t e g r a t i n g  I n d iv id u a l  needs and o r g a n i z a t i o n a l

o b j e c t i v e s .  In t h i s  v e n t u r e  o f  I n t e g r a t i o n ,  l e a d e r s h i p  s t y l e  and

mutual s u p p o r t i v e n e s s  assume extreme Importance  (Argyr ts*  1964).

C o n f l i c t  r e s o lu t io n *  a s  put f o r t h  by Serg1ovann1* 1s n o t  based on 
s i m i l a r  I n t e r p r e t a t i o n s  o f  r a t i o n a l i t y .  For example* s i n c e  1 t  1s 
assumed t h a t  g o a l s  a r e  no t  g iv e n s  bu t  n e g o t i a t e d  and s i n c e  t h e  
I n t e r p l a y  w i t h i n  t h e  o r g a n i z a t i o n  and between t h e  o r g a n i z a t i o n  and 
I t s  env i ronm en t  1s viewed a s  barga in ing*  th e n  t h e  r a t i o n a l  p a t t e r n  
o f  e s t a b l i s h i n g  c l e a r  g o a l s  and su b se q u e n t ly  programming In d iv id u a l  
and o r g a n i z a t i o n a l  b e h av io r  t o  maximize  t h e s e  g o a l s  I s  su spec t .  
Ins tead* a " s a t i s f i c i n g "  image of  person and o r g a n i z a t i o n  1s 
o f f e r e d  as  a s u b s t i t u t e  f o r  more t r a d i t i o n a l  r a t i o n a l  Images. 
A d m i n i s t r a t o r s  do no t  seek  o p t i o n a l  s o l u t i o n s  t o  t h e  problems they  
fa c e  bu t  seek s o l u t i o n s  t h a t  w i l l  s a t i s f y  a v a r i e t y  o f  demands. 
(Serg1ovann1 & Corbally* 1984* p.  7)

C o n f l i c t  g e n e r a l l y  1s t h e  r e s u l t  o f  a c h a l l e n g e  t o  a g iven  

p r i n c i p l e  o r  h i e r a r c h y  w i t h i n  an o r g a n i z a t i o n .  The message t o  s u p e r i n ­

t e n d e n t s  1s t h a t  c o n f l i c t  I s  e s s e n t i a l  t o  t h e  p o s i t i v e  e v o l u t i o n  o f  t h e  

e d u c a t io n a l  o r g a n i z a t i o n .  The "wholesomeness" o f  c o n f l i c t  depends t o  a 

l a r g e  deg ree  on t h e  l e a d e r s h i p  beh av io r  o f  t h e  s u p e r in t e n d e n t .  

I n s t i t u t i o n a l i z e d  p ro ced u res  encourage  c o n f l i c t  w i t h i n  a c c e p t a b l e  

p a ra m e te r s  and p r e s e n t  e d u c a t io n a l  a d m i n i s t r a t o r s  w i th  l e v e r a g e  f o r  

Improvement of  t h e  e d u c a t io n a l  o r g a n i z a t i o n  (Caldwell  & Flnke ls ton*  

1977). The fo l l o w i n g  a ssu m p t io n s  abou t  people  and c o n f l i c t  may p rov ide  

a c l e a r e r  u n d e rs tan d in g  o f  t h i s  I n t e r r e l a t e d n e s s  and be t h e  b a s i s  of 

j u d g in g  e f f e c t i v e  l e a d e r s h ip .



5 8

People  a r e  b a s i c a l l y  am b iv a len t ;  th e y  want s im u l t a n e o u s l y  t o  change 
and t o  s t a y  t h e  same.

People  c r e a t e  t h e i r  own meanings.

Peo p le 's  r e s i s t a n c e  can be viewed as  an e x p r e s s io n  o f  t h e i r  
I n t e g r i t y *  no t  a s  a c a s e  of t h e i r  be ing  "dumb" o r  "bad" o r  "weak."

Caring can be e x p re s s ed  th rough  c o n f r o n t a t i o n  n o t  j u s t  p r o t e c t i o n .

C o n f l i c t  can be p r o d u c t iv e .

The d e f i n i t i o n  o f  In fo rm a t ion  can be expanded.

New k inds  o f  In fo rm a t ion  can be a p p r o p r i a t e l y  s h a r e d .

Mutual d ia lo g u e  In which new In f o rm a t io n  ( o f t e n  n e g a t iv e )  1s shared
can l e a d  peop le  t o  make r e a l  c h o ic e s .

An outcome o f  r e a l  c h o ic e  1s a new l e v e l  o f  commitment and hope.
( J e n tz  & Wofford* 1979# pp. 174-75)

Management Problems

"You had b e t t e r  know how t o  manage your  t i m e  and how t o  d e l e ­

g a t e  jobs* 1 f  you c a r e  abou t  s u r v i v a l "  I s  t h e  way one s u p e r i n t e n d e n t  

responded 1n t h e  Hughes and Gorden (1980) survey. In o t h e r  s u p e r in ­

t e n d e n t  surveys* knowing how t o  e v a l u a t e  personnel#  im p lem en t ing  a 

sy s tem s  approach f o r  more e f f e c t i v e  d e c i s i o n  making* and managing 

s c a r c e  r e s o u r c e s  (peop le  and d o l l a r s )  were o t h e r  m os t  f r e q u e n t l y  c i t e d  

management s k i l l s  needed by p r a c t i c i n g  s u p e r i n t e n d e n t s .  S u p e r in ten d ­

e n t s  viewed t h e  j o b  a s  one r e q u i r i n g  t h e  same s k i l l s  a s  t h o s e  e x e c u t iv e  

managers employ anywhere 1n t e rm s  o f  l e ad in g  any complex o r g a n i z a t i o n .

Leadership# and I t s  companion dec1sion-making* w i l l  become an 
i n c r e a s i n g l y  i n t r i c a t e  p ro c e s s  o f  m u l t i l a t e r a l  b rokerage  i n c lu d in g  
c o n s t i t u e n c i e s  both  w i t h i n  and w i t h o u t  t h e  o r g a n i z a t i o n .  More and 
more d e c i s i o n s  made w i l l  be p u b l i c  d e c i s i o n s ;  t h a t  1s* they  w i l l  
a f f e c t  peop le  who I n s i s t  on be ing  heard .  Educa t iona l  managers  w i l l  
have t o  reckon w i th  t h e  growing r o l e  o f  media a s  a f o u r t h  arm of 
government  a v a i l a b l e  f o r  use  by t h e  peop le  who oppose  a p a r t i c u l a r
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d e c i s i o n  as  w e l l  as  t h e  peop le  who s u p p o r t  i t .  The Idea  o f  a 
r e l a t i v e l y  sm al l  group o f  movers  and s h a k e r s  who g e t  t h i n g s  done 1s 
o b s o l e t e .  . . . The  b i g g e r  t h e  p r o b le m  t o  be t a c k l e d *  t h e  m ore  
power 1s d i f f u s e d  and t h e  more peo p le  have t o  be Involved .  Thus, 
d e c i s i o n s  become more complex and 1 1 1 -de f lned ,  a f f e c t i n g  more 
d i f f e r e n t  and somet imes  c o n f l i c t i n g  c o n s t i t u e n c i e s .  (Serg1ovann1 4 
C o r b a l ly ,  1984, p. 65)

S u p e r in t e n d e n t s '  a p p r a i s a l s  o f  I s s u e s  and c h a l l e n g e s  a r e  be ing  

a f f e c t e d  by t h e i r  p e r c e p t i o n s  o f  changes  1n t h e  c o n t e x t  o f  t h e  e n v i r o n ­

ment of  t h e  t im e s .  S u p e r in t e n d e n t s  a r e  r e p o r t i n g  g iv in g  more a t t e n t i o n  

t o  d ay - to -d ay  m anage r ia l  m a t t e r s .  The h i g h e s t  r a n k in g  i s s u e s  and 

c h a l l e n g e s  p o in te d  o u t  by t h e  1982 AASA survey  ( f i n a n c i n g  s c h o o l s ,  

p lann ing  and goal s e t t i n g ,  a s s e s s i n g  e d u c a t io n a l  ou tcomes,  acco u n ta ­

b i l i t y / c r e d i b i l i t y ,  and s t a f f / a d m i n i s t r a t o r  e v a l u a t i o n s )  a r e  c o n s i s t e n t  

w i th  s o c i e t y ' s  demand f o r  h ig h e r  and more f a v o r a b l e  I n s t i t u t i o n a l  

performance.

They r e f l e c t  s o c i e t y ' s  c a l l  f o r  prudence,  e f f i c i e n c y  and s t e w a r d ­
sh ip  1n t i m e s  o f  d e c l i n i n g  r e s o u r c e s .  In  t h e  1980s t h e s e  I s s u e s  
and c h a l l e n g e s  a r e  r e f l e c t i o n s  o f  our  I n c r e d i b l e  b a t t l e  w i th  I n f l a ­
t i o n .  Given t h e  n a t i o n ' s  economic u n c e r t a i n t y  In t h e  e a r l y  1980 's,  
1 t  1s l i k e l y  t h e s e  I s s u e s  and c h a l l e n g e s  w i l l  c o n t in u e  I n t o  t h e  
d e c a d e  o f  t h e  1990’s .  (AASA, 1982, p. 63)

According t o  Serg1ovann1 and C o r b a l l y ,

The name o f  t h e  game, t h e n ,  1s am b igu i ty  and s u r p r i s e  and l e a d e r s  
have t o  l e a d  under u n c e r t a i n ,  r i s k y  c o n d i t i o n s  where I t ' s  v i r t u a l l y  
Im p o ss ib le  t o  g e t  ready f o r  "something"  when you have t o  g e t  ready  
f o r  "any th ing ."  J u s t  as e f f e c t i v e  l e a d e r s  know about  and a r e  
becoming more com peten t  1n coping w i th  t h e  p o l1 t1 c 1 z a t1 o n  o f  ou r  
I n s t i t u t i o n s — by which I  mean t h a t  I n s t i t u t i o n s  a r e  becoming t h e  
focus  f o r  a new k ind  of  p o l i t i c s ,  I .e . ,  m o b i l i z i n g  p u b l i c  o p in io n  
o r  working more c l o s e l y  w i th  l e g i s l a t i v e  b o d ie s  a t  both t h e  s t a t e  
and f e d e r a l  l e v e l s  and o t h e r  key c o n s t i t u e n c i e s — th e y  a r e  a l s o  
l e a r n i n g  more about an e n la r g e d  co n ce p t  o f  t h e  "management team."
(p .  65)

Any a t t e m p t  t o  s tudy d em o cra t i c ,  p a r t i c i p a t o r y  management o r  t h e  

management team co n cep t  r e q u i r e s  a knowledge o f  and an a p p r e c i a t i o n  f o r
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t h e  r o l e  t h a t  o r g a n i z a t i o n a l  s t r u c t u r e  p la y s  1n t h e  type  and q u a l i t y  o f  

d e c i s i o n  making. D ec is ion  making 1n a school  d i s t r i c t  r e v o l v e s  around 

t h e  s u p e r in t e n d e n t .  The management team p a t t e r n  o f  a s c h o o l ' s  

o r g a n i z a t i o n a l  s t r u c t u r e  may be d e te rm ined  by t h e  s t y l e  of  t h e  

s u p e r i n t e n d e n t ' s  l e a d e r  behav io r .  Numerous l e a d e r s h i p  s t u d i e s  have 

a n a ly z e d  l e a d e r  beh av io r  em ana t ing  from t h e  I n t e r a c t i o n  o f  c e r t a i n  

v a r i a b l e s .  McGregor (1960) saw l e a d e r  beh av io r  evo lv in g  from t h e  

m ix ing  o f  f o u r  b a s i c  e l e m e n t s :  (1) t h e  p e r s o n a l i t y  t r a i t s  o f  t h e

l e a d e r ;  (2) t h e  a t t i t u d e s *  needs* and o t h e r  I n d iv id u a l  f e a t u r e s  o f  t h e  

f o l l o w e r s ;  (3) t h e  o r g a n i z a t i o n a l  s t r u c t u r e *  purposes* and t a s k s ;  and 

(4) t h e  o v e r a l l  c l i m a t e  o f  t h e  environment .

A s tudy  conducted o f  49 school d i s t r i c t s  t h a t  were  members o f  

t h e  M e t r o p o l i t a n  D e t r o i t  Bureau o f  School Studies*  Inc.* a t t e m p te d  t o  

d e f i n e  t h e  management team p a t t e r n s  o f  school  o r g a n i z a t i o n a l  s t r u c t u r e .  

The d a t a  from t h e  s tudy  I n d i c a t e d  f o u r  b a s i c  management team p a t t e r n s  

were 1n o p e r a t i o n :

1. School d i s t r i c t s  where  t h e  s u p e r i n t e n d e n t  m ee ts  w i th  J u s t  one 
group t h a t  I n c lu d e s  a l l  t h e  management team members o r  t h e t r  
r e p r e s e n t a t i v e s  were  c l a s s i f i e d  a s  employing  "S in g le "  manage­
ment team p a t t e r n s  of  school o r g a n i z a t i o n a l  s t r u c t u r e ;

2 .  School d i s t r i c t s  where  t h e  s u p e r i n t e n d e n t  meets  w i th  a group 
t h a t  I n c lu d e s  a l l  t h e  management team members o r  t h e i r  r e p r e ­
s e n t a t i v e s  a s  w e l l  a s  a group t h a t  I n c lu d e s  J u s t  c e n t r a l  admin­
i s t r a t o r s  were  c l a s s i f i e d  a s  employing "Dual" management team 
p a t t e r n s  o f  school o r g a n i z a t i o n a l  s t r u c t u r e ;

3 .  School d i s t r i c t s  where t h e  s u p e r i n t e n d e n t  m ee ts  w i th  a group 
t h a t  I n c lu d e s  a l l  t h e  management team members o r  t h e i r  
r e p r e s e n t a t i v e s  and one o r  more o t h e r  groups t h a t  In c lu d e  
d i f f e r e n t  segm en ts  o f  t h e  management team members were  
c l a s s i f i e d  a s  " M u l t ip le "  management team p a t t e r n s  o f  school 
o r g a n i z a t i o n a l  s t r u c t u r e ;  and
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4.  School d i s t r i c t s  where  t h e  s u p e r i n t e n d e n t  does n o t  m ee t  w i th  a 
group t h a t  i n c l u d e s  a l l  t h e  management team members o r  t h e i r  
r e p r e s e n t a t i v e s *  bu t  m eets  w i th  one o r  more groups  t h a t  i n c lu d e  
d i f f e r e n t  segm ents  o f  t h e  management team members were c l a s s i ­
f i e d  a s  employing " D iv i s io n a l "  management team p a t t e r n s  of  
school  o r g a n i z a t i o n a l  s t r u c t u r e .  (Aukee* 1973* pp. 7-8)

A breakdown o f  t h e  survey  r e s u l t s  from 46 o f  t h e  49  d i s t r i c t s

re spond ing  1s I l l u s t r a t e d  1n Table  2 .1 6 .

T ab le  2 . 1 6 . — C l a s s i f i c a t i o n  o f  school d i s t r i c t s  acco rd in g  t o  t h e  
management team p a t t e r n s  o f  school o r g a n i z a t i o n a l  
s t r u c t u r e  and d i s t r i c t  s i z e .

Management Team 
P a t t e r n  o f  School 

S t r u c t u r e
Fewer Than 

6*000 S tu d e n ts
More Than 

6*000 S tu d e n ts
Tota l

1. S in g le 14 3 17
2 .  Dual 2 11 13
3 .  M u l t i p l e 3 8 11
4.  D iv i s io n a l 1 4 5

Source: Aukee* 1973* p. 9 .

A m a jo r  focus  o f  t h i s  s tu d y  was f i n d i n g  an e x i s t e n c e  o f  a 

r e l a t i o n s h i p  between t h e  p a t t e r n s  o f  team management 1n school 

o r g a n i z a t i o n a l  s t r u c t u r e s  and t h e  deg ree  and q u a l i t y  o f  Involvement In 

t h e  d ec i s io n -m ak in g  p rocess .  The r e s u l t s  l e d  t o  t h e  f o l l o w i n g  

c o n c lu s io n s :

Conclus ion  I :  An a p p r a i s a l  o f  t h e  f i n d i n g s  sug g es ted  t h a t  t h e
"S in g le "  p a t t e r n  of team management which p rov ided  a formal 
s t r u c t u r e  f o r  t h e  team h a n d l in g  o f  d i s t r i c t - w i d e  problems and t h e  
" M u l t ip l e "  p a t t e r n  o f  team management which prov ided  a formal  
s t r u c t u r e  f o r  t h e  team hand l in g  o f  both t h e  d i s t r i c t - w i d e  problems 
and t h e  s p e c i a l i z e d  conce rns  of i t s  members came t h e  c l o s e s t  t o  
f a c i l i t a t i n g  Im p lem e n ta t io n  o f  t h e  management team concept* and
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were p r e f e r r e d  ov e r  t h e  'D ua l"  and " D iv i s io n a l "  p a t t e r n s  o f  school 
o r g a n i z a t i o n a l  s t r u c t u r e .

C onclus ion  I I :  The " D i v i s i o n a l "  team p a t te rn *  which made no
p r o v i s i o n  f o r  management team Involvement  In sy s tem -w id e  prob lem-  
so lv ing*  was found t o  be t h e  l e a s t  s a t i s f a c t o r y  o f  t h e  fo u r  team 
p a t t e r n s .

C onclus ion  I I I :  The "S ing le"  p a t t e r n  was u t i l i z e d  p r i m a r i l y  In
sm al l  d i s t r i c t s  o f  l e s s  than  6*000 s t u d e n t s  (14 o u t  o f  17) w h i le  
t h e  " M u l t ip le "  p a t t e r n  was used p r i m a r i l y  1n l a r g e  d i s t r i c t s  o f  
6 ,000  s t u d e n t s  o r  more (8 o u t  o f  11 ) .  (Aukee* 1973* pp. 22-25)

A f i n a l  o b s e r v a t io n  made 1n t h e  Aukee s tudy was an u n d e r ly in g  b e l i e f  

t h a t  " n e i t h e r  t h e  o r g a n i z a t i o n a l  s t r u c t u r e *  nor  t h e  p a r t i c i p a t i v e  

s t r a t e g i e s  s e l e c t e d  a r e  as  I m p o r t a n t  a s  t h e  p e r c e p t i o n s  he ld  by manage­

ment  team members conce rn ing  t h e  l e a d e r ' s  t r u e  f e e l i n g s  abou t  them and 

about h i s / h e r  b a s i c  m o t i v a t i o n "  (p. 27).

A bold p roposa l  f o r  b roaden ing  t h e  l e v e l  o f  Invo lvem ent  1n 

d e a l i n g  w i th  a l l  management I s s u e s  o f  a d i s t r i c t  recommends t h e  I n c l u ­

s i o n  of  members o f  t h e  p r o f e s s i o n a l  t e a c h i n g  s t a f f  a t  t h e  " c a b in e t "  

l e v e l  of  a d i s t r i c t ' s  o r g a n i z a t i o n a l  s t r u c t u r e  Involved  1n d e c i s i o n ­

making p r o c e s s e s .  A s u p e r i n t e n d e n t  1n t h e  smal l  d i s t r i c t  o f  W hiteha l l*  

Michigan* proposed t h a t  l a c k  o f  communication  th rough  l a c k  o f  Invo lve ­

ment among school peop le  was p a r t l y  r e s p o n s i b l e  f o r  d e t e r i o r a t i n g  

t e a c h e r  morale* I n c re a s e d  s t r e s s  f o r  s u p e r i n t e n d e n t s ,  a s  wel l  a s  a l l  

a d m i n i s t r a t o r s  1n a d i s t r i c t .  C a b in e t  m ee t ings  1n t h i s  d i s t r i c t  can be 

c o n s id e r e d  analogous  t o  a c e n t r a l  s t e e r i n g  co m m it tee  m ee t in g  once a 

week w i th  t h e  r e s p o n s i b i l i t y  t o  make d e c i s i o n s  a s  w e l l  a s  make 

recommendations  t o  t h e  s u p e r i n t e n d e n t .  C ab in e t  members a r e  p r iv y  t o  

and d i s c u s s  a broad range  o f  t o p i c s  In c lu d in g  budget a l l o c a t i o n s *  

t e a c h e r  eva lua t ion*  c u r r i c u lu m  review and rev i s io n *  1nserv1ce
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programs# s t u d e n t  behavior# e t c .  C a b in e t  d e c i s i o n s  a r e  o f  an ad v iso ry  

na tu re .  No t o p i c  1s o u t  o f  bounds f o r  d i s c u s s io n .  O r ig in a l ly #  t h e  

p lan  Inc luded  only  one t e a c h e r  from t h e  d i s t r i c t #  but soon t h e  

s t r u c t u r e  expanded t o  In v o lv e  a t e a c h e r  r e p r e s e n t a t i v e  from each 

b u i l d i n g  1n t h e  d i s t r i c t  due t o  t h e  b e l i e f  t h a t  "(1) f a c u l t y  members 

make genuine  c o n t r i b u t i o n s  t o  Improving I n t e r n a l  communicat ions ;  and 

(2) 1 t  a l low ed  more g r a s s - r o o t s  knowledge in  t h e  a d m i n i s t r a t i v e  

d e c i s io n -m a k in g  p ro c e sse s . "  The s u p e r i n t e n d e n t  found t h a t  t h e  

I n c re a s e d  Invo lvem ent  b rough t  abou t  more openness  and hones ty  from 

both s i d e s  1n d e a l i n g  w i th  I s s u e s  r a n g in g  from I n v o lu n t a r y  t r a n s f e r s  

due t o  d e c l i n i n g  e n ro l lm en t#  t o  m l l l a g e .  A h e ig h te n ed  aw areness  o f  

I s s u e s  and problems both groups f a c e  r e s u l t e d  In  l e s s  t e n s i o n  between 

a d m i n i s t r a t o r s  and t h e  p r o f e s s i o n a l  t e a c h in g  s t a f f .  Teachers  a s s i s t e d  

In sq u e lc h in g  rumors.  Overall#  an I n c re a s e d  l e v e l  o f  t r u s t #  honesty# 

and u n d e r s tan d in g  between t h e  two groups was p e rc e iv e d  (Page# 1982).

I n t e r e s t i n g l y #  t h e  b a s i c  p rem ises  used a s  a b a s i s  f o r  d e f i n i n g  

t h e  o r g a n i z a t i o n a l  s t r u c t u r e  o f  a smal l#  r u r a l  d i s t r i c t  such as  White­

ha l l#  Michigan# were  v a l i d a t e d  by t h e  f i n d i n g s  o f  a s tu d y  su rv e y in g  t h e  

a t t i t u d e s  o f  s u p e r i n t e n d e n t s  1n sys tem s  having a s t u d e n t  p o p u la t i o n  o f  

1S#000 o r  more (Talmage & Ornste ln# 1976). S u p e r in t e n d e n t s  a s  a group 

were  found t o  p o s se s s  s i g n i f i c a n t l y  more f a v o r a b l e  a t t i t u d e s  tow ard  

I n t e r n a l  and e x t e r n a l  community Invo lvement  In school I s s u e s  when 

adv iso ry  1n n a t u r e  r a t h e r  th a n  where  im p l i e d  power was e v i d e n t  1n 

d e te r m in in g  t h e  s t a t u s  o f  v a r i o u s  I s su e s .  Most f i n d i n g s  rev iew ed  1n 

t h e  l i t e r a t u r e  tended t o  p r o f e s s  t h a t  school sy s te m s  r e g a r d l e s s  of
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c o m m o n a l i t i e s  such as  s i z e ,  e t h n i c  com pos i t ion ,  and geograph ic  l o c a t i o n  

a r e  s i n g u l a r l y  unique  s o c i a l  systems. The s u p e r i n t e n d e n t  f u n c t i o n s  

w i th in  a g iven  s o c i a l  sys tem by r e l a t i n g  and r e a c t i n g  t o  a h o s t  of  

l o c a l  I s s u e s  and I n t e r r e l a t e d  v a r i a b l e s  t h a t  may o v e r r i d e  any e f f e c t s  

of  s i z e ,  l o c a t i o n ,  a n d /o r  e t h n i c  com pos i t ion .  I n t e r n a l  and e x t e r n a l  

groups around t h e  co u n t ry ,  r e g a r d l e s s  o f  demographics ,  want t o  be 

Invo lved  1n t h e i r  s c h o o l s .

During 1974, t h e  Commission o f  Educa t iona l  Governance under t h e  

a u s p i c e s  of t h e  N a t iona l  Commission f o r  C i t i z e n s  in  Educa t ion  h e ld  

p u b l i c  h e a r in g s  around t h e  coun t ry  t o  e x p l o r e  I s s u e s  r e l a t e d  t o  t h e  

q u e s t i o n ,  "Who C o n t r o l s  t h e  P u b l i c  Schools?"  D ec is ion  making 1n t h e  

p u b l i c  s c h o o l s  emerged a s  t h e  c e n t r a l  I s su e  (W eins te in  & M i t c h e l l ,

1975). In  r e spond ing  t o  i n t e r n a l  and e x t e r n a l  groups s ee k in g  Inv o lv e ­

ment 1n d e c i s io n -m ak in g  p r o c e s s e s ,  s u p e r i n t e n d e n t s  would do w el l  t o  

u n ders tand  t h e i r  own a t t i t u d e s ,  s tudy  t h e  s i n g u l a r l y  un ique a s p e c t s  of  

t h e i r  own s o c i a l  sy s tem s ,  and t o g e t h e r  w i th  t h e s e  two groups work t o  

e s t a b l i s h  s t r u c t u r e s  t h a t  w i l l  a l low t h e  e x t e n s io n  o f  c o n s t r u c t i v e  

Involvement  1n making and I n f lu e n c in g  d e c i s io n s .  I t  i s  a modern-day 

I m p e r a t iv e  t h a t  p e rsons  from I n t e r n a l  and e x t e r n a l  com m uni t ies  be 

a l low ed  t o  p a r t i c i p a t e  a t  both t h e  ad v iso ry  and c o n t r o l  l e v e l s  

(W eins te in  & M i t c h e l l ,  1975).

S u p e r in t e n d e n t  "A" found t h i s  modern-day I m p e r a t iv e  t o  be t r u e  

1n t e r m s  o f  l e s s e n i n g  t e n s i o n  both w i t h i n  and o u t s i d e  t h e  school 

o r g a n i z a t i o n  when d e a l in g  w i th  t h e  h igh ly  v o l a t i l e  i s s u e  o f  school 

c l o s i n g  due t o  d e c l i n i n g  e n r o l lm e n t .  At a school board  m ee t ing ,
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S u p e r in t e n d e n t  "A” proposed t h a t  t h r e e  s ch o o l s  be c lo se d .  Th is  

announcement evoked a h o s t i l e  r e a c t i o n  from t h e  community.  R ather  th a n  

f o l l o w i n g  th rough  w i th  t h e  proposa l  and push ing  1 t  th rough  f o r  a v o te ,  

t h e  s u p e r i n t e n d e n t  withdrew I t  and In t ro d u ced  a p r o c e s s  o f  p a r t i c i p a ­

t i o n  I n t o  t h e  c l o s u r e  d e c i s io n s .  As t h e  s u p e r i n t e n d e n t  e x p la i n e d :

The community e ru p ted .  . . .  I m is read  them and t h o u g h t  they  were 
ready  f o r  I t .  I  cou ld  have  rammed t h e  c l o s u r e ( s )  th rough  b u t  took  
a s t e p  back I n s t e a d  and g o t  t h e  community Involved. This  way they  
owned t h e  d e c i s i o n  and t h e  d i s t r i c t  ended up c l o s i n g  s i x  s c h o o l s  
( tw ic e  t h e  number o f  s c h o o l s  I n i t i a l l y  recommended) by a unanimous 
v o t e  o f  t h e  board .  (Relsman, 1981, p.  4)

Th is  p o l i t i c a l l y  o r i e n t e d  ( b a r g a i n i n g - p r o c e s s  based) beh av io r  

on t h e  p a r t  o f  S u p e r in t e n d e n t  "A" en ab led  school  c l o s u r e s  t o  o c cu r  w i th  

minimal n e g a t i v e  consequences.  C onverse ly ,  S u p e r in t e n d e n t  'B" e x p e r i ­

enced ongoing o p p o s i t i o n  and c o n f l i c t  s i n c e  I n i t i a l l y  p ropos ing  school  

c l o s i n g s .  Based on an ad v iso ry  c o m m it te e ’s  r e p o r t  and S u p e r in t e n d e n t  

'B'»s own d a ta  a n a l y s i s ,  t h e  s u p e r i n t e n d e n t  recommended t h a t  a h igh 

school be c lo se d  a s  soon as p o s s i b l e .  Th is  recommendation a roused  

s u b s t a n t i a l  community r e s i s t a n c e ,  which was no t  s u f f i c i e n t l y  a d d re s sed ,  

a s  S u p e r i n t e n d e n t  "B" e x p l a i n e d :

[ A f t e r  cu tb ack s  1n s t a t e  f i n a n c e s ]  1 t  appeared  t h a t  we would have 
t o  make Immense c u t s  1n o u r  f i n a n c in g .  The board s e t  up a commit­
t e e  (as 1 t  t e n d s  t o  do) o f  t e a c h e r s ,  s t u d e n t s ,  and c i t i z e n s  t o  
s tudy  t h e  I s su e .  The co m m it tee  I d e n t i f i e d  t h e  need t o  c u t  s e v e r a l  
m i l l i o n  d o l l a r s  worth  of programs. They sug g es ted  c l o s i n g  a high 
schoo l  which had been e x p e r i e n c in g  d e c l i n i n g  e n r o l lm e n t .  T h is  
d e c i s i o n  had t o  be made q u ic k ly  1f 1 t  was going t o  be Implemented 
b e fo re  t h e  beg inn ing  o f  t h e  fo l l o w i n g  y e a r .  We had one month t o  
dec ide  which school t o  c l o s e .  (Relsman, 1981, p. 5)
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The s u p e r i n t e n d e n t  and a newly a p p o in ted  school  c l o s u r e  com m it tee  

analyzed  d a ta  and h e ld  p u b l i c  forums. He expla ined* "U sua l ly  I  l i k e  t o  

l e t  peop le  a rg u e  th e m se lv e s  I n t o  exhaus t ion* b u t  t h e r e  was on ly  one 

month f o r  t h i s *  which 1s n o t  ve ry  long"  (p .  5 ) .

Fo l lowing  t h e  s u p e r i n t e n d e n t ' s  o f f i c i a l  recommendation* an 

uneasy board  vo ted  3 -2  1n f a v o r  o f  school c l o s u r e .  A d i s g r u n t l e d  

c i t i z e n s '  group f i l e d  a l e g a l  s u i t .  The l e g a l  b a t t l e  proceeded t o  t h e  

s t a t e  supreme court*  which u l t i m a t e l y  upheld  t h e  l e g a l i t y  o f  t h e  

board 's  d e c i s io n .  Obviously* t h e  c o n t ro v e r s y  l a s t e d  an extended pe r iod  

o f  t i m e  and l e f t  deep s c a r s  th ro u g h o u t  t h e  school o r g a n i z a t i o n  and 

community.

C lear ly*  S u p e r in t e n d e n t  'B" behaved t e c h n o c r a t i c a l l y  ( r e l i e d  on

in f o r m a t i o n  ga the r ing*  problem solv ing*  b u r e a u c r a t i c  r u l e s  and g o a l s ,

and p e r s u a s io n  f o r  t h e  purpose  of  a ch iev in g  a common o v e r a l l  o b j e c t i v e )

(March & Simon* 1959) th ro u g h o u t  t h e  school c l o s u r e  p rocess .  In view

o f  what was c o n s id e re d  t o  be an u r g e n t  need f o r  Immedia te  school

c lo su re*  r a t i o n a l  and a n a l y t i c a l  p ro ced u res  were used 1n r e a c h in g  t h e

i n i t i a l  recommendation:

These p r o t o t y p l c  c a s e s  exem pl i fy  d i f f e r e n t  r e s u l t s  o b ta in e d  from 
t e c h n o c r a t i c  and p o l i t i c a l  approaches  t o  s i m i l a r  c o n f l i c t  s i t u a ­
t i o n s  In v o lv in g  t h e  p u b l i c .  These p a r t i c u l a r  c a s e s  I n d i c a t e  an 
advan tage  In behaving p o l i t i c a l l y  r a t h e r  th a n  t e c h n o c r a t i c a l l y  1n 
e x t r a o r g a n l z a t l o n a l  c o n f l i c t .  Although t e c h n o c r a t i c  b e h a v io r  does 
n o t  a lways  I n t e n s i f y  c o n f l i c t  and I n c i t e  con t rove rsy*  t h i s  does 
appea r  t o  be a tendency— p a r t i c u l a r l y  in  t h e  absence  of  sha red  
v a lu e s  and 1n s i t u a t i o n s  where t h e  p u b l i c  1s w i l l i n g  t o  c h a l l e n g e  
o f f i c i a l  d e c i s i o n s .  (Relsman* 1981* p. 6)

The l i k e l i h o o d  f o r  s u p e r in t e n d e n t s *  members o f  a s t r o n g l y  

p r o f e s s i o n a l i z e d  occupation* t o  be p o l i t i c i z e d  c o n f l i c t  managers when



67

c o n f r o n t i n g  t h e i r  c l i e n t s  s u g g e s t s  th e y  a r e  e i t h e r  w i l l i n g  t o  a n d /o r  

a r e  p r e s su re d  t o  compromise t h e i r  p r o f e s s i o n a l  wisdom 1n o r d e r  t o  

r e s o l v e  c o n f l i c t*  I t  a p p ea rs  c i r c u m s t a n c e s  su r ro u n d in g  school d i s t r i c t  

c o n f l i c t  may cause  p o l i t i c a l  b a r g a in in g  beh av io r  t o  be e s s e n t i a l  f o r  

school s u p e r i n t e n d e n t s .  Even though s u p e r i n t e n d e n t s  may i n i t i a l l y  

approach c o n f l i c t  t e c h n o c r a t i c a l l y #  I.e.# gu ided by t h e i r  p r o f e s s i o n a l  

opinion# t h e  n a t u r e  o f  c o n f l i c t  1n a p u b l i c  a rena  1n a school s e t t i n g  

may f o r c e  them t o  engage In  t r a d e - o f f s #  compromises# a n d /o r  c o o p t a t i o n  

(Relsman# 1981) .

F in a n c ia l .  D i f f i c u l t i e s

In 1971 and ag a in  1n 1982# s u p e r i n t e n d e n t s  ranked " f in a n c i n g  

s c h o o l s "  as  t h e  most s i g n i f i c a n t  c h a l l e n g e  o r  I s s u e  they  faced  1n t h e  

pe r form ance  of  t h e  d u t i e s  o f  t h e i r  p o s i t i o n .  In fac t#  1n 1982# su p e r ­

i n t e n d e n t s  d t e d  " in a d eq u a te  f i n a n c i n g  of s c h o o l s "  as  t h e  f a c t o r  having  

t h e  g r e a t e s t  I n f lu e n c e  on t h e i r  e f f e c t i v e n e s s #  and one in  e i g h t  s u p e r ­

i n t e n d e n t s  b e l i e v e d  " f in a n c i n g  s c h o o l s "  was t h e  s i n g l e  Issue# shou ld  I t  

become more p rob lem at ic#  t h a t  would r e s u l t  In t h e i r  l e a v i n g  t h e  s u p e r -  

in tendency  (AASA# 1982). "You can be f o r g i v e n  many th ings#  but t o  f a l l  

t o  manage f i n a n c e s  w i l l  c o s t  you your  j o b "  (Hughes & Gorden# 1980# 

p.  2 5 ) .

S u p e r in t e n d e n t s  c o n t i n u a l l y  have d t e d  t h e  need t o  develop 

a s t u t e  f i n a n c i a l  s k i l l s  as  c r i t i c a l  t o  t h e i r  p r o f e s s i o n a l  s u r v i v a l .  

C en t ra l  t o  t h i s  needed s k i l l  1s a r e - e d u c a t i o n  o f  t h e  c l o s e  r e l a t i o n ­

sh ip  t h a t  e x i s t s  between e d u c a t o r s  and econom is ts .  R ecogn i t ion  and 

u n d e rs tan d in g  o f  t h e  r e l a t i o n s h i p  between p u b l i c  e d u c a t io n  and t h e
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f i e l d  o f  economics c o n t in u e s  t o  be c r u c i a l  a s  s p i r a l  1ng e x p e n d i t u r e s  

f o r  e d u c a t io n  c o n t i n u e  In t h e  f a c e  o f  d e c l i n i n g  e n r o l l m e n t s .  "Although 

t h e  number o f  s c h o o l - a g e  c h i l d r e n  In t h e  n a t i o n  i n c r e a s e d  by 0.6 m i l ­

l i o n  d u r in g  t h e  1950's and 13.2 m i l l i o n  d u r in g  t h e  1960's* t h e  p e r io d  

from 1970 t o  1977 saw a d e c r e a se  o f  3.5 m i l l i o n  s t u d e n t s "  (Burrup & 

B r lm ley ,  1982* p. 37).  Few of t h o s e  who were r e s p o n s i b l e  f o r  f i n a n c i n g  

e d u c a t io n  seemed t o  r e a l i z e  t h a t  I n f l a t i o n  and I t s  r e s u l t i n g  problems 

would c o n t in u e  t o  keep c o s t s  r i s i n g  r e g a r d l e s s  o f  t h e  number o f  s t u ­

d e n t s  1n a t t e n d an c e .  The a rgument  t o  r e - e d u c a t e  e d u c a to r s  1n t h e  

s c i e n c e  o f  economics  h i g h l i g h t s  t h e  f a c t  t h a t  school  managers ( s u p e r in ­

t e n d e n t s )  Ignored  t h e  obv ious— t h a t  be ing t h a t  1 t  c o s t s  j u s t  a s  much t o  

heat* l i g h t *  and m a in t a in  school  b u i l d i n g s  a t  f u l l  c a p a c i t y  a s  1 t  does 

a t  202 t o  302 t o  402 l e s s  c a p a c i t y .  At t h e  same time* w h i l e  e x p e r i e n c ­

ing  t h i s  f a l l - o u t  from e n ro l  1m en t-dec l1ne  problems* s u p e r i n t e n d e n t s  

exp e r ien ced  an e s c a l a t i o n  1n t h e  I n c re a s e d  e f f e c t i v e n e s s  o f  b a rg a in in g  

f o r  a l l  employees  and t h e  c o s t  o f  new s t a t e  and f e d e r a l  programs f o r  

s p e c i a l  e d u c a t io n  s t u d e n t s  t o  name a few (Burrup & Brlmley* 1982).

The Impact of  t h e s e  e s c a l a t i n g  f o r c e s  s i d e  by s i d e  w i th  d e c l i n i n g  
e n r o l l m e n t s  can be th o u g h t  o f  as  fo rming  a s e r i e s  o f  binds* each 
f u r t h e r  e x a c e r b a t i n g  t h e  e f f e c t s  o f  t h e  o t h e r .  These b inds  m igh t  
be e x p la i n e d  1n t h e  fo l lo w in g  ways:
1. E n ro l lm e n ts  d e c l i n e  w h i l e  I n f l a t i o n  cause s  c o s t s  t o  r i s e ;  

d e c l i n i n g  e n r o l l m e n t s  cause  pe r  pup i l  c o s t s  t o  r i s e  s t i l l  
h ig h e r .

2 .  Resources  d im in i sh  w h i l e  demands f o r  t h o s e  r e s o u r c e s  I n c r e a s e  
both among I n d i v i d u a l s  and subgroups;  In c re a s e d  demands sp re ad  
t h e  r e s o u r c e s  s t i l l  t h in n e r *  making t h e  demands more v o c a l .

3 .  P u b l i c  con f id en ce  d e c r e a s e s  w h i l e  p u b l i c  e x p e c t a t i o n s  I n c r e a s e  
t h a t  In d iv i d u a l  needs be met;  f a i l u r e  t o  m eet  t h o s e  needs 
f u r t h e r  undermines p u b l i c  c o n f id e n ce .

4 .  Local autonomy d e c r e a s e s  w h i l e  s t a t e  and f e d e r a l  r e g u l a t i o n s  
I n c r e a s e ;  t h e  r o l e  of  s t a t e  and f e d e r a l  a g e n c ie s  1s l i k e l y  t o



69

expand s t i l l  f u r t h e r  as  lo c a l  com m uni t ie s  prove  l e s s  a b l e  t o  
manage e f f e c t i v e l y  In t h e  f a c e  of  a l l  t h e  above. ( J e n tz  & 
Wofford,  1979, pp. 11-12)

Doubts and c r i t i c i s m  t h e n  c o n t in u e  t o  I n t e n s i f y  about  t h e

q u a l i t y  o f  e d u c a t io n a l  programming. C osts  c o n t in u e  t o  r i s e .  Both of

t h e s e  s i t u a t i o n s  happening 1n c o n c e r t  cause  growing s k e p t i c i s m .

Continued h i g h e r  wage demands of  a l l  employee groups In a m i l i e u  of

budget  c u t t i n g  and p u b l i c  m i s t r u s t  e x e m p l i f i e s  t h e  f r u s t r a t i o n  o f  a l l

Invo lved  1n d e c l i n e  s i t u a t i o n s .  The r e s u l t  1s a r e t u r n - t o - f u n d a m e n t a l s

( b a c k - to -b a s1 c s )  approach.  F ina l ly#  e x a c e r b a t i o n s  r e s u l t i n g  from

d e c r e a se s  1n s t a t e  and f e d e r a l  fund ing  w h i l e  demanding In c re a s e d

programming In s p e c i a l  e d u c a t io n  and o t h e r  a r e a s  l e a v e  one w i th  t h e

b e l i e f  t h a t  e d u ca t io n  1s 1n f o r  a long  road  to w a rd  re c o v e ry  ( J e n tz  &

Wofford, 1979).

Crubb and Mlchelson (1974) f u r t h e r  r e i n f o r c e d  t h e  f i n a n c i a l

quandary e d u c a t io n  f i n d s  I t s e l f  1n a s  t h e  r e s u l t  o f  g e o m e t r i c a l l y

I n c r e a s i n g  c o s t s  coupled  w i th  growing demands p laced  on t h e  s c h o o l s :

But t h e  demands p laced  on e d u c a t io n  change r a p i d l y .  The l aunch ing  
o f  Spu tn ik  1n 1957 r e s u l t e d  In a d e t e r m i n a t i o n  t o  "ca tch  up" 
th rough  s c i e n c e  e d u ca t io n .  In t h e  m1d-l960fs ,  w i th  t h e  c i v i l  
r i g h t s  movement# we " d i s co v e red "  t h e  s e c o n d - c l a s s  s t a t u s  o f  blacks# 
prompt ing  an e v a l u a t i o n  o f  t h e  r o l e  o f  e d u c a t io n  1n a l l e v i a t i n g  
both pove r ty  and d i s c r i m i n a t i o n .  The em phas is  s h i f t e d  from 
development o f  a t e c h n o l o g i c a l  e l i t e  t o  G re a t  Soc ie ty  programs f o r  
e co n o m ica l ly  and e d u c a t i o n a l l y  poor.  By t h e  end o f  t h e  s i x t i e s ,  
e v a l u a t i o n s  o f  l a r g e - s c a l e  programs r a i s e d  doubts  t h a t  compensa tory  
e d u ca t io n  was com pensa t ing ;  and soon a c o n t ro v e r s y  a r o s e  ove r  t h e  
p o s s i b l e  e f f i c a c y  o f  such programs# a c o n t ro v e r s y  s t i l l  much a l i v e .  
At present#  numerous p ro p o s a l s  f o r  r e o r g a n i z i n g  p u b l i c  s c h o o l in g  
compete  f o r  a t t e n t i o n ,  I n c lu d in g  community c o n t r o l  of  schools# 
" f r e e "  o r  a l t e r n a t i v e  s c h o o l s ,  voucher  p la n s ,  g r e a t e r  c o n t r o l  by 
h ig h e r  l e v e l s  of  government# and no s c h o o l s  a t  a l l .  What u n i t e s  
t h e s e  p r o p o s a l s  1s on ly  t h a t  they  a r e  a l l #  1n one d imension  o r  
a n o th e r ,  r a d i c a l — th e y  e i t h e r  promise  o r  t h r e a t e n  t o  tho ro u g h ly  
t r a n s f o r m  p u b l i c  s ch o o l in g .  In l e s s  th a n  two decades# we have
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moved from s p e c i f i c  g o a l - o r i e n t e d  demands on e d u c a t io n  th rough  
compensatory  e d u ca t io n  t o  t h e  p r e s e n t  s t a g e  o f  sweeping p r o p o s a l s  
f o r  s t r u c t u r a l  change , (p .  1)

Most would p robab ly  a g re e  t h a t  s u f f i c i e n t  revenues  p ro v id e  t h e  

p o t e n t i a l  o f  Implement ing  sound e d u c a t io n a l  programs. S u f f i c i e n t  

revenue In and o f  I t s e l f  does n o t  g u a r a n te e  q u a l i t y .  However* most 

would probably  ag ree  t h a t  I n s u f f i c i e n t  r evenues  most c e r t a i n l y  make t h e  

p r o b a b i l i t y  o f  poor e d u c a t io n a l  programming h ig h ly  H k e l y .  Probably# 

most  would a g r e e  t h a t  sound economic In v e s tm en t  does no t  a lways  r e s u l t  

1n a l e s s e r  amount be ing  expended f o r  a s e r v i c e  o r  commodity. Busi ­

ness# Indus t ry#  and e d u c a t io n  have  l i v e d  th rough  problems r e s u l t i n g  

from l e s s - t h a n - s a f e  I n i t i a l  In v e s tm e n t s  be ing  made. "For example# 

school  boards  t h a t  employ u n q u a l i f i e d  o r  In co m p e ten t  t e a c h e r s  o r  r e f u s e  

t o  keep b u i l d i n g s  and equipment  1n good r e p a i r  w i th  t h e  excuse  of  

sav ing  money# w i l l  sooner  o r  l a t e r  r e c o g n iz e  such a c t i o n s  a s  poor  

b u s in e s s  and a v i o l a t i o n  o f  t r u e  economy" (Burrup & Brlmley# 1982# 

p. 50). R e in fo rcem en t  f o r  t h i s  economic p rem ise  was p rov ided  by Houser 

(1n Yarborough# 1968):

Boards o f  Educat ion  have f a i l e d  m i s e r a b l y  . . . and t o o  o f t e n  t h e  
only  c r i t e r i o n  o f  s u c c e s s  was t h a t  they  k e p t  t h e  t a x  b i l l  f o r  
e d u c a t io n  low. In  t h i s  respec t#  and t h i s  goes  f o r  s t a t e  l e g i s l a ­
t u r e s  a s  well# t h e r e  has  never  been a g r e a t e r  form o f  economic 
Id iocy  th a n  t h a t  which has  r e s u l t e d  1n our s av in g  m i l l i o n s  o f  
d o l l a r s  1n e d u c a t io n a l  e x p e n d i t u r e s  1n t h e  schools*  and th e n  spend­
ing  hundreds  o f  m i l l i o n s  o f  d o l l a r s  t o  mop up t h e  f a i l u r e s  o f  t h e  
s c h o o l  s y s t e m ,  (p.  19)

Of a l l  t h e  a v a i l a b l e  measures  o f  t h e  n a t i o n ' s  p r o d u c t i v i t y  and 

t h e  s t a t e  o f  I t s  economy# g r o s s  n a t io n a l  p ro d u c t  (GNP)» m ost  would 

agree# 1s t h e  most meaningful#  t h e  b e s t  understood* and t h e  m os t  o f t e n  

used. I t  r e p o r t s  t h e  m a rk e t  v a lu e  of  a l l  f i n a l  goods and s e r v i c e s
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produced w i t h i n  a s p e c i f i e d  p e r i o d — 1n p ra c t i c e *  a o n e -y e a r  pe r iod .

The GNP 1s o f t e n  r e f e r r e d  t o  1n d e te r m in in g  p o t e n t i a l  e x p e n d i t u r e  

l e v e l s  f o r  education* as  w e l l  as  f o r  o t h e r  s e r v i c e s .  Tab le  2.17 

r e p r e s e n t s  t o t a l  e x p e n d i t u r e s  f o r  e d u c a t io n  r e l a t e d  t o  GNP from 1970-71 

t o  1982-83.

Tab le  2 . 1 7 . — Total e x p e n d i t u r e s  f o r  e d u c a t io n  r e l a t e d  t o  GNP* 1970-71 
t o  1982-83 (amounts 1n b i l l i o n s ) .

Calendar
Year GNP

School
Year

E x p e n d i tu re s

Tota l
Expen d i tu re s

f o r  Educa tion

As P e rc e n tag e  
o f  GNP

1970 $ 982.4 1970-71 $ 76.7 7 .8
1971 1#063 .4 1971-72 84 .5 7 .9
1972 1#171.1 1972-73 89 .0 7 .6
1973 1 #306.6 1973-74 98.3 7 . 5
1974 1*412.9 1974-75 109.0 7 .7
1975 1*528.8 1975-76 121.9 8 . 0
1976 1,700.1 1976-77 128.9 7 .6
1977 1 ,887 .2 1977-78 136.5 7 . 2
1978 2 ,1 6 3 .9 1976-79 143.4 6 .6
1979 2*417.8 1979-80 153.6 6 . 4
1980 2*633.1 1980-81 168.3 6 . 4
1981 2*937.7 1981-82 197.2 6 . 7
1982 3*057.5 19B2-83 226.9 7 .5

Source of d a t a  f o r  GNP: £c.Qnomlc_Report o f  t h e  P r e s i d e n t . January  1979 
and 1983.

What p e rc en ta g e  o f  t h e  GNP sh o u ld  be I n v e s ted  1n ed u ca t io n ?  

Varvue (1969) e s t i m a t e d  t h a t  1 t  would r e q u i r e  ab o u t  8% t o  a c h ie v e  t h e  

e d u ca t io n a l  g o a l s  l i s t e d  1n 1960 by t h e  P r e s i d e n t s  Commission on 

N a t io n a l  Goals.  According t o  Johns (1975)# p r e d i c t i n g  t r e n d s  1n 1968#
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I t  was p e rc e iv e d  re a so n a b le  t o  e x p e c t  t h a t  a t  l e a s t  12% o f  t h e  GNP 

would be a l l o c a t e d  t o  a l l  e d u ca t io n  by 1980. Obviously* from t h e  

e x p e n d i t u r e s  a s  r e p o r t e d  1n Tab le  2.17* e d u ca t io n  has  f a i l e d  by c l o s e  t o  

a 50% margin 1n o b t a i n i n g  t h e  l e v e l  o f  funding a s  p r e d i c t e d  by Johns I

Most c i t i z e n s  o f  t h e  Uni ted  S t a t e s  probably  r e c o g n iz e  e d u ca t io n  

as  "b ig  bus iness*"  bu t  they  o f t e n  r e f u s e  t o  g iv e  e d u ca t io n  a high enough 

p r i o r i t y  In r e c e i v i n g  t h e  r e s o u r c e s  r e q u i r e d .  During t h e  mid-  t o  l a t e  

1970s and I n t o  t h e  e a r l y  1980s* t a x p a y e r s  1n many a r e a s  o f  t h e  n a t i o n  

and 1n p a r t i c u l a r  Michigan d em o n s t ra ted  t h e i r  d i s p l e a s u r e  with  t h e  

p u b l i c  s c h o o l s  by r e p e a t e d ly  v o t in g  a g a i n s t  t a x  I n c r e a s e s  and bond 

I s su e s .  In many c o r n e r s  o f  Michigan* t a x  r e d u c t io n  became more Impor­

t a n t  than  p ro v id in g  funds  f o r  a good school program. The p u b l i c  a t  

l a r g e  ap p ea rs  t o  be t o t a l l y  confused  by t h e  dlchotomous  phenomena o f  

d e c l i n i n g  e n r o l l m e n t s  and su b se q u e n t  school c l o s i n g s  accompanied by 

c o n t i n u a l l y  I n c r e a s i n g  c o s t s  1n fund ing  e d u c a t io n a l  programs. Tab le  

2.18 was developed from d a ta  c o l l e c t e d  and r e p o r t e d  1n t h e  Annual 

A n a ly s i s  o f  Michigan P u b l i c  School Revenues and Expen d i tu re s  R epor ts  

from 1972 t o  1982. The t a b l e  h i g h l i g h t s  t h e  quandary found In f i n a n c ­

ing  e d u ca t io n  1n Michigan today  and c l e a r l y  I l l u s t r a t e s  how d e c l i n i n g  

e n r o l l m e n t  has  happened 1n Michigan w h i l e  be ing  accompanied by In c r e a s ­

ing  e x p e n d i t u r e s .

A s tudy  conducted f o r  t h e  S o u th e a s t  Michigan Council  of  

Governments In May 1979 ( B r i s to l*  1979) I n v e s t i g a t e d  school e n r o l l m e n t s  

and f i n a n c i a l  t r e n d s  in  t h e  s t a t e  cov e r in g  t h e  pe r iod  from 1969 through 

1977. This  s tudy  r e p r e s e n t s  a r e g io n a l  p i c t u r e  o f  what t h e  s t a t e  a s  a



Table 2 . 1 8 . — S ta te  o f  Michigan f in a n c i a l  and s c h o o l - r e l a t e d  d a t a ,  T972—1982a ( a l l  d i s t r i c t s ) .

Pupil Membership as of:
Decline in 
Numbers 

of Pup i 1s
Per Pupil 
Revenues

Per Pupil 
Expenditures

Per Pupi I Dollar 
Increase in 

Expenditures From 
Year to Year

Public School 
Teaching 
Posi tions

9/29/72 2,193,270 » » • $1,020.70 $1,172.33 •  •  ■ 93,852
9/28/73 2,159,966 (-33,30*0 1 ,25**-82 1 ,320.18 +11*7.85 9**,221
9/27/7** 2,139,720 (-20,2*»6) 1 ,**00.59 1,500.02 +179.8** 83,580
9/26/75. 2,127,917 (-11,803) 1 ,**99.51 1,620.82 +120.80 92,677
9/30/77 2,023,9**** (103,973) 1,871 .**9 1,933.82 +313-00 90,312
9/29/78 1,965,685 (-58,259) 2,093.92 2,172.97 +239.15 88,652
9/28/79 1,910,385 ( 55,300) 2,3**1.28 2,1*50.37 +277.**0 87,1*87
9/26/80 1 ,859,93** (-50,**50 2,522.77 2,666.09 +215.72 8**,0l*l
10/2/81 1,792,331 (-67,603) 2,762.50 2,821.26 +155.17 78,1*1*7

Totals 18.28? 270.65? 2**0.65? l6.*tl?

*100,939 Total ? Total ? Total ? Total ?
decline in increase in increase in decrease in
enrollment revenue expendi ture teaching

positions

Source: Michigan State Board of Education, 1972-73, 1973-7**, 1974-75, 1975-76, 1977-78, 1978-79, 
1979-80, 1980-81, and 1981-82.

a1976—77 information not available.

^Data re f lec t  a two-year period.



7 4

whole has exp e r ien ced  1 n t e rm s  o f  t h e  phenomena o f  d e c l i n i n g  e n r o l l m e n t  

and I n c r e a s i n g  c o s t s .  School d i s t r i c t s  were  c a t e g o r i z e d  I n t o  f o u r  

t y p e s :  (1) m ajor  urban# (2) o t h e r  urban and n e a r  suburban# (3) o u t e r

suburban ,  and (4) r u r a l .  Hie purpose  of  t h e  d a t a  g a th e r e d  f o r  t h i s  

s tu d y  was t o  p r e s e n t  and I n t e r p r e t  t h e  I n f o r m a t io n  1n an e f f o r t  t o  

e x p l a i n  why school d i s t r i c t s  a r e  e x p e r i e n c in g  t h i s  phenomenon. Data 

r e p o r t e d  t h a t  t h e  t o t a l  e n r o l l m e n t  f o r  t h e  r eg io n  d e c l in e d  11.356 

between 1969 and 1977. The t o t a l  t e a c h i n g  s t a f f  d e c l in e d  d u r in g  t h e  

p e r io d  a l s o ,  bu t  a t  a much s lo w e r  r a t e  o f  256. This  a f f e c t e d  t h e  p u p l l -  

t e a c h e r  r a t i o  1n t h e  r e g io n  by red u c in g  1 t  from 26.4 t o  23.9. F u r t h e r  

d a ta  showed e lem en ta ry  e n r o l l m e n t  d e c l i n e d  a t  a much f a s t e r  r a t e  than  

secondary  e n r o l lm e n t .  E lem enta ry  e n r o l l m e n t  d e c l i n e d  by 1935, w h i l e  

secondary  e n r o l l m e n t  d e c l i n e d  by 4%. Th is  was found t o  be due t o  t h e  

" lagged e f f e c t "  t h a t  t h e  d e c l i n i n g  b i r t h  r a t i o  had on t h e  reg io n .  

S tu d e n t s  born 1n p e r io d s  o f  r i s i n g  b i r t h  r a t e s  were  e n t e r i n g  and 

c o m p le t in g  secondary  school d u r ing  t h e  1969-70 pe r iod .  However, t h e r e  

was n o t  a comparable  I n f l u x  o f  s t u d e n t s  1 n e lem en ta ry  s ch o o ls  t o  make 

up f o r  t h e  l o s s  t o  secondary  s c h o o l s .

In c o n t r a s t  t o  d e c l i n i n g  e n r o l l m e n t ,  p e r  pupi l  e d u c a t io n  c o s t s  

ro se  s i g n i f i c a n t l y  between 1969 and 1976. All t y p e s  o f  e x p e n d i t u r e s  

I n v e s t i g a t e d  In t h i s  s tudy  ro s e  between 70% and 104%. Severa l  f a c t o r s  

were examined t o  d e te r m in e  why e d u ca t io n  c o s t s  c o n t in u ed  t o  r i s e .  One 

o f  t h e  most  obvious  was I n f l a t i o n .  But w i th  t h e  I n f l a t i o n  r a t e  f o r  

t h i s  pe r iod  being  on ly  6 6 .6 %, 1 t  was a p p a r e n t  I n f l a t i o n  d id  n o t  accoun t  

f o r  t h e  e n t i r e  I n c r e a s e  1n e x p e n d i tu re s .  Average t e a c h e r s '  s a l a r i e s
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I n c re a s e d  a t  a r a t e  o f  on ly  50% t o  70%, b a re ly  keeping pace  w i th  

I n f l a t i o n ,  t h e r e f o r e  no t  a ccoun t ing  f o r  much o f  t h e  I n c r e a s e  1 n c o s t s .  

The most I m p o r ta n t  c o s t s  appeared t o  be t h o s e  connec ted  w i th  p u p i l -  

t e a c h e r  r a t i o s .  S i n c e  t h e  c o s t s  o f  e d u ca t io n  a r e  r e p o r t e d  on a pe r  

pup i l  b a s i s ,  as  e n r o l l m e n t  d e c l i n e s ,  s t a b l e  o r  I n c r e a s in g  c o s t s  have t o  

be sp read  over  a s m a l l e r  number of  s tu d e n t s .  This  has  t h e  e f f e c t  of  

r a i s i n g  t h e  pe r  pup i l  c o s t s  ( B r i s t o l ,  1979).

Tab le  2.19,  developed from d a ta  r e p o r t e d  In t h i s  s tudy ,  shows a 

g l a r i n g l y  dlchotomous p i c t u r e  I l l u s t r a t i n g  t h e  phenomenon being 

e x p la in e d  1 n t h i s  s e c t i o n .

Tab le  2 . 1 9 . — Changes 1n t o t a l  e n ro l lm e n t  and I n s t r u c t i o n a l  e x p en d i tu re s  
by d i s t r i c t  t y p e ,  1969 t o  1976.

Enrol lment  Change Change 1n E x p end i tu res
D i s t r i c t  Type

Numerical P e rc e n t  Numerical P e rc e n t
Change Change Change Change

Major urban -60 ,268 - 2 0 . 9 $ +476.09 +81.6

O ther  urban & 
near  suburban -8 0 ,438 - 2 1 .7 +472.91 +75.3

Suburban -  3,053 -  . 8 +500.22 +83.1

Rural +19,783 +26.7 +376.24 +81.3

Source: B r i s t o l ,  1979, pp. 19 and 35.

The s t a r t l i n g  compar isons  a r e  even more u n b e l i e v a b l e  when 

coupled w i th  t h e s e  f u r t h e r  d a ta  compiled  reg a rd in g  o p e r a t i n g  expenses .
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which showed I n c r e a s e s  o f  98.735, 94.6%, 103.4%, and 95% f o r  each o f  t h e  

d i s t r i c t  t y p e s ,  r e s p e c t i v e l y .  Maintenance  and o p e r a t i o n  o f  t h e  s c h o o l s  

p layed  an I m p o r t a n t  r o l e  1 n adding  t o  t h e  problem o f  I n c r e a s in g  c o s t s .  

I n f l a t i o n  p layed  a m a jo r  r o l e  1n r i s i n g  u t i l i t y  c o s t s .  Th i s ,  1 n t u r n ,  

caused o p e r a t i n g  expenses  t o  r i s e .  Upkeep o f  o l d e r  b u i l d i n g s  proved t o  

be more c o s t l y  than  m a in tenance  o f  new b u i l d i n g s .  B u i ld in g s  must s t i l l  

be m a in ta in ed ,  r e g a r d l e s s  o f  changes  1 n s t u d e n t  e n ro l lm e n t .

In  t r y i n g  t o  a rgue  t h e  p o i n t  t h a t  e d u c a t o r s  need t o  become 

s t u d e n t s  o f  economics,  t h e  p o i n t  t h a t  f i n a n c i n g  e d u c a t io n  a t  l e s s  th a n  

an ad eq u a te  l e v e l  I s  poor  economy makes sense .  With such a l a r g e  

In v e s tm en t  1n b u i l d i n g s  and f a c i l i t i e s ,  n e i t h e r  t h e  n a t io n  nor  Michigan 

can a f f o r d  t o  p ro v id e  t o o  l i t t l e  revenue  t o  p r o t e c t  t h a t  Inves tm en t ,  

However, a n o th e r  Im p o r t a n t  p o i n t  a s  f a r  as  school f in a n c e  1s concerned  

1 s t h a t  t h e  e d u c a t io n a l  community— boards  o f  e d u c a t io n ,  a d m i n i s t r a t i o n ,  

t e a c h e r s ,  and o t h e r  s t a f f  members— needs t o  n o te  t h a t  t h e  t a x - p a y in g  

community needs and 1 s demanding more comprehens ive  and o b j e c t i v e  ways 

t o  measure  o u tp u t  o f  e d u c a t io n  compared w i th  Input.  "Without such 

a c c o u n t a b i l i t y ,  I t  ap p ea rs  t h a t  t h e  t h e o r i e s  and p r i n c i p l e s  o f  econo­

m i s t s  t h a t  a r e  g e n e r a l l y  fo l low ed  1 n f i n a n c i n g  e d u ca t io n  may be coun­

t e r b a l a n c e d  by t h e  a c t i o n s  o f  s k e p t i c a l  t a x p a y e r s "  (Burrup & B r lm ley ,  

1 9 82 ,  p. 5 1 ) .

Summary

The review o f  t h e  l i t e r a t u r e  was d i r e c t e d  tow ard  exam in ing  t h e  

a d m i n i s t r a t i v e  problems exp er ien ced  by s u p e r i n t e n d e n t s  t h a t  a d v e r se ly  

a f f e c t e d  t h e i r  a b i l i t y  t o  d i r e c t  t h e  b u s in e s s  o f  t h e i r  school d i s t r i c t
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t h a t  may have f u r t h e r  r e s u l t e d  1 n tu r n o v e r  a t  t h i s  a d m i n i s t r a t i v e  

l e v e l .  Inc luded  In t h e  rev iew were  s t u d i e s  t h a t  documented d a ta  pe r ­

t a i n i n g  t o  t h e  I d e n t i f i e d  cau sa l  f a c t o r s  r e l a t i n g  t o  t h e  s u p e r l n t e n -  

dency f o r  purposes  o f  t h i s  s tudy .  Seven c au sa l  f a c t o r s  w ere  I d e n t i f i e d  

1 n t h i s  s tudy  as  problem a r e a s  a f f e c t i n g  s u p e r in ten d e n c y  e f f e c t i v e n e s s  

and t u r n o v e r :

B o a r d -S u p e r In t en d e n t  R e l a t i o n s  

Board-Member E l e c t i o n s  

Commun1cat1ons/Publ1c R e l a t i o n s  

P u b l i c  P r e s s u r e / S p e c i a l  I n t e r e s t  Groups 

S t a f f  C o n f l i c t s  

F in a n c ia l  D i f f i c u l t i e s  

Management Problems

The l i t e r a t u r e  c l e a r l y  gave ev idence  t h a t  w ha t  1s happening t o  

s u p e r i n t e n d e n t s  today  1 s t h a t  t h e  I m p o s s ib le  1 s  be ing  expec ted  o f  them. 

Role  e x p e c t a t i o n s  f o r  t h e  p u b l i c  school s u p e r i n t e n d e n t  have ou t ­

s t r i p p e d  t h e  c a p a c i ty  o f  m os t  I n d i v i d u a l s  t o  f i l l  them. Demands o f  t h e  

j o b  o f  t h e  super in ten d en cy  a r e  becoming l e s s  m anager ia l  and more p o l i t ­

i c a l  1n nature* T r a d i t i o n  1n t e r m s  o f  t h e  r o l e  o f  su p e r in ten d e n c y  I s  

d e c l i n i n g  1n Impor tance .  Overal l# In d iv id u a l  l e a d e r s h i p  1s d im in i s h ­

ing.  Many o b s e r v e r s  would a g r e e  t h a t  school  s u p e r i n t e n d e n t s  a r e  under  

s i e g e  by m m t a n t l y  compet ing  groups  im ping ing  on school d i s t r i c t s .

Due t o  t h e  c osm opo l i t an  n a t u r e  o f  c u r r e n t  s u p e r in te n d e n t s #  they  a r e  

viewed as o u t s i d e r s  and a r e  having  a d i f f i c u l t  t i m e  e s t a b l i s h i n g  loya l  

c o a l i t i o n s  w i t h i n  t h e i r  d i s t r i c t s .  The l i t e r a t u r e  was r e p l e t e  1n
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documenting t h e  p r a c t i c a l l y  humanly Im p o s s ib le  demands on contem porary  

s u p e r i n t e n d e n t s .  Seven problem a r e a s  were  I d e n t i f i e d  a s  a f f e c t i n g  

s u p e r In te n d en c y  e f f e c t i v e n e s s  1 n t h e  pe r fo rm ance  o f  t h e  d u t i e s  1 n t h i s  

a d m i n i s t r a t i v e  p o s t .

B o a rd -S u p e r ln te n d e n t  R e l a t i o n s

In a 1982 s tudy conducted  by AASA# b o a r d - s u p e r l n t e n d e n t  

r e l a t i o n s  ranked a s  t h e  s i x t h  m a jo r  concern .  This  problem a re a  was no t  

ranked a t  a l l  1n a s i m i l a r  s tudy  conducted t e n  y e a r s  e a r l i e r .  L i t e r a ­

t u r e  was d t e d  t h a t  concluded  t h a t  t h e  q u a l i t y  o f  t h e  school board  1 s 

t h e  p redom inan t  f a c t o r  1 n d e te r m in in g  t h e  s u c c e s s  o f  t h e  s u p e r in t e n d e n t .  

Overall* t h e  r o l e  of  t h e  school board 1s being seen a s  one t h a t  1s 

I n c r e a s i n g l y  p o l i t i c a l  and becoming more Invo lved  1 n a d m i n i s t r a t i v e  

m a t t e r s .  S u p e r in t e n d e n t s  then* 1 t  was argued* must become s c h o l a r s  of 

t h e  a s p e c t s  o f  p o l i t i c a l  I n f lu e n c e  and maneuvering.  As a r e s u l t  o f  

t h i s  s h i f t  t o w a rd  more in f luence*  th u s  g r e a t e r  power f o r  school  boards ,  

a d e f i n i t e  s h i f t  seems Imminent f o r  t h e  r o l e  o f  t h e  s u p e r i n t e n d e n t  a s  

w e l l .

Board-Member. E l e c t i o n s

A h y p o th e s i s  found t o  be s i g n i f i c a n t  was t h a t  In v o lu n ta ry  

d e p a r t u r e s  a r e  accompanied by more e l e c t o r a l  h e a t  than  a r e  v o l u n t a r y  

ones.  F u r th e r  r e s u l t s  d t e d  e s t a b l i s h e d  t h a t  I n v o lu n ta ry  d e p a r t u r e s  

were  much more common ( s i g n i f i c a n t l y )  when school  board Incumbents  had 

been ou s ted  1 n p re v io u s  e l e c t i o n s .
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Commun1cat1ons/Publ1 c  R e l a t i o n s

S u p e r in t en d in g  was found t o  be communicating.  S u p e r in t e n d e n t s  

were  found t o  communicate  w i th  a m u l t i t u d e  o f  e l e m e n t s  1 n t h e i r  school 

sy s te m s  and env i ronm en ts ,  both I n t e r n a l l y  and e x t e r n a l l y .  As a r e s u l t*  

s u p e r i n t e n d e n t s  m a in t a in  a complex ne twork  o f  r e l a t i o n s h i p s  w i th  I n d i ­

v i d u a l s  and groups.  Communication a t  t h i s  a d m i n i s t r a t i v e  l e v e l  was 

found t o  be c h a r a c t e r i z e d  by brev i ty*  v a r i e ty *  and f r a g m e n ta t io n .  I t  

was found t h a t  s u p e r i n t e n d e n t s  have no t  been t r a i n e d  t o  f i n d  o r  t o  

c u l t i v a t e  t h e  communication l i n e s  and power s t r u c t u r e s  1 n l o c a l  commu­

n i t i e s .  Today's p u b l i c  e x p e c t s  l e s s  o f  t h e i r  s u p e r i n t e n d e n t s  as 

a u t h o r i t a t i v e *  e x p e r t  p r o f e s s i o n a l  m en to rs  b u t  e x p ec ts  more o f  them as  

s k i l l e d  p o l i t i c a l  n e g o t i a t o r s .

P u b l i c  P r e s s u r e / S p e c i a l  I n t e r e s t  Groups

In u n d e rs tan d in g  t h e  I n t e r r e l a t e d n e s s  o f  I n t e r e s t  groups* sub­

s eq u e n t  p u b l i c  p r e s s u r e ,  and o r g a n i z a t i o n a l  I n t e n s i t y *  s u p e r i n t e n d e n t s  

today  need t o  be equipped w i th  t h e o r e t i c a l  knowledge and have developed 

a model based on t h i s  t h e o r e t i c a l  fo u n d a t io n  o f  how l i v i n g  o r g a n i z a ­

t i o n s  e x i s t  and I n t e r a c t .  S u p e r in t e n d e n t s  w i l l  need t o  become more 

a c c e s s ib l e *  more v i s i b l e *  and more an x io u s  t o  h e a r  t h e i r  community 

voices* b u t  1n doing so  t a k e  more r i s k s .  Power s t r u c t u r e s  1n a school 

community can make o r  b reak  a proposed e d u c a t io n a l  p r o j e c t .  S u p e r in ­

t e n d e n t s  no lo n g e r  have a c h o ic e ;  th e y  must become p o l i t i c a l  e n t i t l e s .  

I f  they  have no power base  a v a i l a b l e  on t h e i r  boards  o f  educa tion* th e y  

need t o  c u l t i v a t e  r e l a t i o n s h i p s  o f  I n f l u e n t i a l  groups w i t h i n  t h e
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com m un1 ty -a t - la rge .  The p o i n t  1s» one has t o  'C o n sc io u s ly  choose"  t o  

conduct b u s in e s s  1n t h i s  manner.

S t a f f  C o n f l i c t s

Of t e n  re sponse  I s s u e s  d e a l i n g  w i th  f u t u r e  su p e r in ten d e n c y  

p la n s ,  t h e  number-one I s s u e  d t e d  by s u p e r i n t e n d e n t s  t h a t  would d r i v e  

them ou t  o f  t h e i r  p o s i t i o n s  was I s s u e s  such a s  n e g o t l a t 1 ons,  s t r i k e s ,  

and t e a c h e r  m i l i t a n c y .  A h y p o th e s i s  was t e s t e d  and found a s i g n i f i c a n t  

r e l a t i o n s h i p  between s u p e r i n t e n d e n t s '  management s t y l e s  and f requency  

o f  formal  g r i e v a n c e s .  I t  I s  c r i t i c a l  t h a t  s u p e r i n t e n d e n t s  I n t e r n a l i z e  

t h e  I n t e r r e l a t e d n e s s  o f  l e a d e r s h i p  s t y l e  and c o n f l i c t  r e s o l u t i o n  1 n 

t e r m s  o f  I n t e g r a t i n g  In d iv i d u a l  needs  and o r g a n i z a t i o n a l  o b j e c t i v e s .

The message t o  s u p e r i n t e n d e n t s  1s t h a t  c o n f l i c t  i s  e s s e n t i a l  t o  t h e  

p o s i t i v e  e v a l u a t i o n  o f  t h e  e d u c a t io n a l  o r g a n i z a t i o n .  I n s t i t u t i o n a l i z e d  

p ro ced u res  encourage  c o n f l i c t  w i t h i n  a c c e p t a b l e  p a ra m e te r s  and p r e s e n t  

e d u ca t io n a l  a d m i n i s t r a t o r s  w i th  l e v e r a g e  f o r  Improvement o f  t h e  educa­

t i o n a l  o r g a n iz a t i o n .

F in a n c ia l  D i f f i c u l t i e s

In 1971 and aga in  1n 1982, s u p e r i n t e n d e n t s  ranked f in a n c in g  

s c h o o l s  a s  t h e  most s i g n i f i c a n t  c h a l l e n g e  o r  I s su e  they  faced .  In 

f a c t ,  1n 1982 s u p e r i n t e n d e n t s  d t e d  Inad eq u a te  f i n a n c in g  a s  t h e  s i n g l e  

f a c t o r  hav ing  t h e  g r e a t e s t  I n f l u e n c e  on t h e i r  e f f e c t i v e n e s s .  Recogni­

t i o n  and u n d e rs tan d in g  o f  t h e  r e l a t i o n s h i p  between p u b l i c  e d u c a t io n  and 

t h e  f i e l d  of economics c o n t i n u e s  t o  be c r u c i a l  a s  s p l r a l l n g  expend i ­

t u r e s  f o r  e d u ca t io n  c o n t in u e  1 n t h e  f ace  o f  d e c l i n i n g  e n r o l l m e n t s  and
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school c l o s i n g s .  Michigan has  s u f f e r e d  s i g n i f i c a n t  p e rc e n ta g e  drops  1n 

school e n r o l l m e n t s  w h i l e  w i t n e s s i n g  80S t o  9035 i n c r e a s e s  1n expendi­

t u r e s  o v e r  a t e n - y e a r  p e r io d  from 1972 t o  1982. The e n t i r e  e d u c a t io n a l  

communl ty-school boards# a d m i n i s t r a t i o n #  t e a c h e r s #  and o t h e r  s t a f f  

members must be a b l e  t o  show comprehens ive  and o b j e c t i v e  e v a l u a t i v e  

measures  t o  t h e  t a x - p a y i n g  p u b l i c  t o  j u s t i f y  Inpu t .

Management Problems

S u p e r in t e n d e n t s  view t h e  j o b  a s  one r e q u i r i n g  t h e  same s k i l l s  

a s  t h o s e  e x e c u t i v e  managers  employ anywhere 1 n t e rm s  o f  l e a d i n g  any 

complex o r g a n i z a t i o n .  Today’s  s u p e r i n t e n d e n t s  a r e  g iv in g  more t i m e  t o  

m anage r ia l  m a t t e r s .  Hypotheses  s t u d i e s  t e s t e d  and found s i g n i f i c a n t  

r e l a t i o n s h i p s  between t h e  p a t t e r n s  o f  team management in  school 

o r g a n i z a t i o n a l  s t r u c t u r e s  and t h e  degree  and q u a l i t y  of  invo lvem en t  1 n 

t h e  d ec i s io n -m ak in g  p ro c e ss .  In  t e rm s  o f  who c o n t r o l s  t h e  schools# 

s u p e r i n t e n d e n t s  would do w el l  t o  s tudy  t h e  s o c i a l  s t r u c t u r e s  I n h e r e n t  

1 n I n t e r n a l  and e x t e r n a l  groups w i t h i n  t h e i r  d i s t r i c t s  s ee k in g  Invo lve­

ment 1 n dec1s1on-mak1ng p ro cesses .  As F o s t e r  £1984) proposed#

A c r i t i c a l  a d m i n i s t r a t i o n  must ev idence  a g r e a t  concern  f o r  t h e  
r e l a t i o n s h i p  between e x t e r n a l  and I n t e r n a l  s t r u c t u r e s #  v iew ing  
s c h o o l in g  as  a m e d ia to r  between t h e s e  and a d m i n i s t r a t i o n  a s  a f o r c e  
which can s e r v e  a n e g a t i v e  f u n c t i o n  In exposing  c o n t r a d i c t i o n s  and 
d i s t o r t i o n s  and a p o s i t i v e  f u n c t i o n  1 n a t t e m p t i n g  t o  develop  an 
" o b j e c t i v e l y "  r a t i o n a l  b a s i s  f o r  s ch o o l in g .  The e x t e r n a l  
s t r u c t u r e  m us t  be c o n s id e re d  g iven  t h e  q u e s t i o n  "do we wish t o  
c o n s t r u c t  a more J u s t  s o c i e t y ? "  Hie I n t e r n a l  s t r u c t u r e  must be 
c o n s id e re d  g iv en  t h e  q u e s t i o n  " a r e  a l l  c h i l d r e n  g iven  equal  
e d u c a t io n a l  o p p o r t u n i t y  1n t h e  s c h o o l s ? "  This# 1 n tu rn#  means 
abandoning an I n s t r u m e n t a l l y  r a t i o n a l  approach t o  a d m i n i s t r a t i o n — 
how 1 s c o n t r o l  most e f f e c t i v e l y  e s t a b l  Ished?— 1 n f a v o r  o f  a more 
s u b s t a n t i v e  r a t i o n a l i t y — what and why do we a d m in i s t e r ?  (p .  167)



CHAPTER I I I

PRESENTATION OF THE DESIGN PROCEDURES

The purpose  o f  t h i s  c h a p t e r  1s t o  d e s c r i b e  t h e  r e s e a rc h  data# 

t h e  I n s t r u m e n ta t io n #  and t h e  p rocedures  used  t o  conduct  t h i s  s tudy .

The p o p u la t io n  and sam p les  used 1n t h i s  s tudy  a r e  a l s o  I d e n t i f i e d .  

I n c lu d ed  1s a d i s c u s s i o n  o f  t h e  I n s t r u m e n t  used# s t a t e m e n t s  o f  t h e  

r e s e a rc h  q u e s t i o n s  t o  be answered# and t h e  s t a t i s t i c a l  methods used f o r  

a n a ly z in g  t h e  d a ta  p e r t i n e n t  t o  t h i s  s tu d y .

Research Design

Research da ta  g a th e r e d  f o r  t h i s  s tu d y  were d e r iv e d  from a two­

pronged approach. Both t h e  s t a t i s t i c a l  and t h e  d e s c r i p t i v e  r e p o r t i n g  

o f  d a ta  be ing documented a s  a r e s u l t  o f  t h i s  s tudy  were  founded In 

e m p i r i c a l  ev idence .  The s tudy  was one 1n which s e l e c t e d  f a c t o r s  and 

t h e i r  degree  o f  r e l a t i o n s h i p  t o  s u p e r in ten d e n c y  e f f e c t i v e n e s s  and 

t u r n o v e r  1n Michigan were I n v e s t i g a t e d  In v o lv in g  t h e  p e r io d  1972 

th rough  1984. The f a c t o r s  were:

B oard -Super1n tenden t  R e l a t i o n s  

Board-Member E l e c t io n s  

Commun1cat1ons/Publ1c R e l a t i o n s  

P u b l i c  P r e s s u r e / S p e c i a l  I n t e r e s t  Groups 

S t a f f  C o n f l i c t s
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F i n a n c i a l  D i f f i c u l t i e s

Management Problems 

F u r th e r  demographic  d a ta  were  d e l i n e a t e d  and compared as  t o  t h e i r  

r e l a t i o n s h i p  w i th  t h e  s e l e c t e d  f a c t o r s .

Population
The p o p u la t io n  used 1n t h i s  s tu d y  f o r  t h e  purpose  o f  g e n e r a t in g  

s t a t i s t i c a l  a n a l y s e s  Inc luded  t h e  t o t a l  p o p u l a t i o n  o f  a l l  s u p e r i n t e n d ­

e n t s  surveyed 1n Michigan. Names and a d d r e s s e s  o f  pe rsons  s e r v in g  In 

t h e  s u p e r in ten d e n c y  1 n 521 s e p a r a t e  and d i s t i n c t  school d i s t r i c t s  

th ro u g h o u t  t h e  s t a t e  were  secured .  A survey  was developed* f in a l i z e d *  

and m a i led  f i r s t - c l a s s  w i th  a preaddressed* f i r s t - c l a s s  s tamped r e t u r n  

envelope  t o  each o f  t h e  521 Michigan school s u p e r i n t e n d e n t s .  Of t h e  

521 s u rv e y s  mailed*  366 (70X) were r e t u r n e d  and used 1n deve lop ing  t h e  

s t a t i s t i c a l  a n a ly s e s  r e p o r t e d  1n C hap te r  IV.

D e s c r i p t i v e  d a ta  r e p o r t e d  a s  f i n d i n g s  o f  e m p i r i c a l  ev idence  

were d e r iv e d  from two d i f f e r e n t  so u rces .  Here t h e  p o p u la t i o n  in c lu d ed  

n a r r a t i v e  r e sp o n se s  o f  Michigan school  s u p e r i n t e n d e n t s  t o t a l i n g  111 o f  

t h e  521 surveyed* amounting t o  a 21% s am ple  o f  t h e  t o t a l  p o p u la t io n  

used 1 n t h e  su rv e y  m a i l i n g .

The second sou rce  of  d e s c r i p t i v e  d a ta  Inc luded  In t h i s  s tudy 

was u n r e l a t e d  t o  t h e  r e p o r t i n g s  from t h e  survey .  A sample  o f  63 

c o n f i d e n t i a l  f i l e s  o f  t h e  Michigan A s s o c i a t i o n  o f  School A d m i n i s t r a t o r s  

(MASA) was documented from over  125 a c t i v e  f i l e s .  These f i l e s  r e p r e ­

s e n t  open c a s e s  o f  member s u p e r i n t e n d e n t s  o f  MASA o u t l i n i n g  problems 

exper ienced  th ro u g h o u t  t h e  s t a t e .
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S ta te m e n t  o f  Purpose

The purpose  o f  t h i s  s tu d y  was t o  d e te r m in e  t h e  a d m i n i s t r a t i v e  

prob lems e x p e r i en c e d  by s u p e r i n t e n d e n t s  1n Michigan between 1972 and 

1984 t h a t  a d v e r s e ly  a f f e c t  t h e i r  a b i l i t y  t o  e f f e c t i v e l y  d i r e c t  t h e  

b u s i n e s s  o f  t h e i r  school d i s t r i c t s  t h a t  r e s u l t  1 n t u r n o v e r  (v o lu n ta ry  

o r  I n v o lu n t a r y )  a t  t h i s  a d m i n i s t r a t i v e  l e v e l .

I n s t r u m e n t a t i o n

To develop  s t a t i s t i c a l  a n a l y s e s  a s  w e l l  a s  t o  r e c e i v e  feedback 

f o r  d e s c r i p t i v e  d a ta  from s u p e r i n t e n d e n t s  In t h e  f i e l d  d u r in g  t h e  

p e r io d  1972 th rough  1984* a s u rv e y  I n s t r u m e n t  was developed and 

a p p l i e d .  The I tem s  1n t h e  I n s t r u m e n t  were  c o n s t r u c t e d  from t h e  con­

c e p t s  found 1 n t h e  p u b l i s h e d  l i t e r a t u r e *  1 n c o n s u l t a t i o n  w i th  c o l ­

leagues* and from c o n v e r s a t i o n s  w i th  r ecogn ized  a u t h o r i t i e s  1 n t h e  

f i e l d .

The I n s t r u m e n t  c o n t a i n s  22 I tem s  c o n s t r u c t e d  t o  com p i le  

demographic  d a ta  a s  wel l  as  d a t a  f o r  con d u c t in g  s t a t i s t i c a l  t e s t s  f o r  

pu rposes  o f  s t u d y in g  t h e  p e r c e p t i o n s  o f  s u p e r i n t e n d e n t s  a s  t o  t h e  

problem a r e a s  hav ing  t h e  most s i g n i f i c a n t  a d v e r s e  e f f e c t s  on t h e i r  

e f f e c t i v e n e s s  and any s u b seq u en t  t u r n o v e r  a t  t h i s  a d m i n i s t r a t i v e  l e v e l .  

I tem  22 r e p o r t s  o u t  d i r e c t  comments from s u p e r i n t e n d e n t s  1n t h e  f i e l d  

d e l i n e a t i n g  f a c t o r s  I n f l u e n c i n g  e f f e c t i v e n e s s  a n d / o r  s u b seq u en t  r ea so n s  

a f f e c t i n g  t u r n o v e r  t h a t  t h e y  v iewed a s  being most h e l p f u l  t o  p r e s e n t  

c o l l e a g u e s  as  w e l l  as  f u t u r e  s u p e r i n t e n d e n t s  e n t e r i n g  t h e  f i e l d .  A



85

t o t a l  o f  1 1 1  s u p e r i n t e n d e n t s  p rov ided  t h e s e  n a r r a t i v e  comments r e p o r t e d  

1n t h e  f i n d i n g s  o f  Chapter  IV.

Seven v a r i a b l e s  (problem a r e a s )  I d e n t i f i e d  and used 1n t h i s  

s tudy  were  f i n a l i z e d  a f t e r  p r e l i m i n a r y  re a d in g s  and d i s c u s s i o n s  w i th  

s u p e r i n t e n d e n t s  1 n t h e  f i e l d  a s :

B o a r d -S u p e r ln te n d e n t  R e l a t i o n s  

Board-Member E l e c t i o n s  

Commun1cat1ons/Publ1c R e l a t i o n s  

P u b l i c  P r e s s u r e / S p e d a l  I n t e r e s t  Groups 

S t a f f  C o n f l i c t s  

F in a n c ia l  D i f f i c u l t i e s  

Management Problems

Assumptions and D e l i m i t a t i o n s  o f  t h e  Study 

This  s tu d y  was l i m i t e d  t o  c o n s i d e r a t i o n  o f  Michigan p u b l i c  

school s u p e r i n t e n d e n t s  du r ing  t h e  p e r io d  1972 th rough  1984 as  r e p o r t e d  

by t h e  Michigan A ss o c i a t i o n  o f  School A d m i n i s t r a t o r s  (MASA) a s  well  as 

d a t a  g a th e r e d  th rough  su rv ey in g  a l l  521 s u p e r i n t e n d e n t s  1n Michigan.

The v a l i d i t y  o f  t h i s  s tudy  was a f f e c t e d  by:

1. The n a t u r e  and v a l i d i t y  o f  t h e  m a jo r  s o u r c e s  o f  t h e  data* 

which were (a) t h e  c o n f i d e n t i a l  r e c o r d s / f i l e s  o f  t h e  MASA and

(b) f i n d i n g s  compiled  as  a r e s u l t  o f  su rv e y in g  a l l  521 s u p e r i n t e n d e n t s  

1n Michigan 1n 1984.

2, S e l e c t e d  p r o b le m a t i c  ( J o b - r e l a t e d )  f a c t o r s  common t o  a l l  

s u p e r i n t e n d e n t s  t h a t  were s t a t i s t i c a l l y  ana lyzed  and compared.
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3. S e l e c t e d  demographic  f a c t o r s  common t o  a l l  s u p e r i n t e n d e n t s  

t h a t  were s t a t i s t i c a l l y  ana lyzed  and compared.

4. The s tudy  assumed s u p e r i n t e n d e n t s  responded t o  d a t a  

c o l l e c t i o n  by t h e  MASA a s  w e l l  a s  t h e  su rv ey  developed and a p p l i e d  f o r  

purposes  o f  t h i s  s tudy  w i th  (a) a c c u r a t e  p e r c e p t i o n s  1 n t e rm s  o f  

I d e n t i f y i n g  problem a r e a s  ( j o b - r e l a t e d )  hav ing  a s i g n i f i c a n t  a d v e r se  

I n f lu e n c e  on t h e i r  e f f e c t i v e n e s s  1 n t h e  pe r form ance  o f  t h e  d u t i e s  In 

t h i s  a d m i n i s t r a t i v e  p o s i t i o n  and (b) a c c u r a t e  p e r c e p t i o n s  1 n t e r m s  of  

c a u s e - a n d - e f f e c t  r e l a t i o n s h i p s  w i th  rega rd  t o  t h e  v o lu n ta ry  o r  

I n v o lu n ta ry  c au sa l  f a c t o r s  l e a d i n g  t o  s u b seq u en t  t u r n o v e r  a t  t h i s  

a d m i n i s t r a t i v e  l e v e l .

.Hypotheses Analyzed In t h e  Study

Hypothes is  1 : The t u r n o v e r  o f  Michigan p u b l i c  school s u p e r i n ­
t e n d e n t s  1 s independen t  o f  t h e  problems exp e r ien ced  1 n board-  
s u p e r l n t e n d e n t  r e l a t i o n s .

Hypo thes is  2 : The t u r n o v e r  o f  Michigan p u b l i c  school s u p e r i n ­
t e n d e n t s  1 s  Independent  o f  t h e  problems e x p e r ien c e d  a f t e r  board-  
member e l e c t i o n s .

Hypothes1s_3i The tu r n o v e r  o f  Michigan p u b l i c  school s u p e r i n ­
t e n d e n t s  I s  Independent  o f  t h e  problems e x p e r ie n c e d  1 n communica­
t i o n s / p u b l i c  r e l a t i o n s .

Hypothes is  4 : The t u r n o v e r  o f  Michigan p u b l i c  school s u p e r i n ­
t e n d e n t s  1 s Independent  o f  t h e  problems ex p e r ien c e d  w i th  p u b l i c  
p r e s s u r e  th rough  s p e c i a l  I n t e r e s t  groups.

Hypothes is  5 t The t u r n o v e r  o f  Michigan p u b l i c  school s u p e r i n ­
t e n d e n t s  1 s Independent  o f  t h e  problems ex p e r ien c e d  1 n s t a f f  con­
f l i c t s .

Hypothes ls_ 6 ; The t u r n o v e r  o f  Michigan p u b l i c  school s u p e r i n ­
t e n d e n t s  1 s  independen t  o f  t h e  problems ex p e r ien c e d  1 n f i n a n c i a l  
d1 f f l c u l t l e s .
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-Hypothesis 7 ; The t u r n o v e r  o f  Michigan p u b l i c  school s u p e r i n ­
t e n d e n t s  1 s Independent  o f  t h e  problems e x p e r ie n c e d  1 n management 
problems.

Demographic Data Research Quest ion  

I s  t h e r e  a s i g n i f i c a n t  r e l a t i o n s h i p  between p re v io u s  s u p e r i n ­

tendency e x p e r i e n c e  o f  Michigan p u b l i c  school s u p e r i n t e n d e n t s  and t h e  

p e r c e p t i o n s  o f  t h e  v a r i a b l e s  o f  b o a r d - s u p e r l n t e n d e n t  r e l a t i o n s *  newly 

e l e c t e d  board members* communicat 1 ons /publ  1 c  r e l a t i o n s *  p u b l i c  p r e s s u r e  

a p p l i e d  by s p e c i a l  I n t e r e s t  groups* s t a f f  c o n f l i c t s *  f i n a n c i a l  d i f f i ­

c u l t i e s *  o r  management problems?

S t a t i s t i c a l  Procedures 
Severa l  s t a t i s t i c a l  p ro ced u res  were c o n s id e re d  f o r  t h e  t e s t i n g  

o f  t h e  da ta .  Two s t a t i s t i c a l  t e s t s  were  chosen f o r  purposes  o f  t h i s  

s tudy .  One p rocedure  chosen was t h e  c h 1 - s q u a r e  t e s t .  In  t e s t i n g  t h e  

data* t h e  n u l l  h y p o th e s i s  o f  n o n r e l a t l o n s h l p  was presumed* and t h e  

seven hypo theses  were t e s t e d .  The formula  f o r  t h e  ch 1 -sq u a re  t e s t  was

X2  = Z [ ( o -  e ) 2 / e ]

where:

X2  = c h i - s q u a r e

o = observed  f requency  ( tu r n o v e r )  

e  = expec ted  t u r n o v e r  (computed)

A second p rocedu re  chosen was t h e  m u l t i p l e  a n a l y s i s  o f  v a r i a n c e  

(MANOVA) t e s t  u s in g  a two-way MANOVA w i th  one r e p e a t e d  measure.  Two- 

way MANOVA 1s d e f in e d  f o r  purposes  o f  t h i s  s tudy  as  one between f ac to r*
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which 1s group (G)» and one w i t h i n  f a c t o r  ( w i th i n  sub jec t )*  In o t h e r  

words a r e p e a t e d  measure  w i th  seven v a r i a b l e  (problem) l e v e l s .  The 

goal was t o  f i n d  o u t  t h e  main e f f e c t  o f  t h e  be tween f a c t o r  (group) and 

t h e  main e f f e c t  o f  t h e  w i t h i n  f a c t o r  (problem) and t h e  I n t e r a c t i o n  

between group (G) by problem e f f e c t .  A g r a p h ic  I l l u s t r a t i o n  o f  t h e  

MANOVA t e s t  1s shown 1n F ig u r e  3 . 1 .

REPEATED MEASURE

PROBLEM
1

PROBLEM
2

PROBLEM
3

PROBLEM
4

PROBLEM
5

PROBLEM
6

PROBLEM
7

✓ t h i n  Groi V
n l P r

1. = Betwe en o r  Acr oss  Group 5

f

*7 * 2 *3 *4 *5 * 6 *7

0 = G0  “ No tu r n o v e r
1 = G-| = One tu r n o v e r
2 = Q2  = Two tu r n o v e r s

5 ^  . . . X7  = Cel l  means c a l c u l a t e d  from t h e  v a lu e  des lgna 1 

t l o n s  o f  1 th rough  5 r e p r e s e n t i n g :

5 = Most s i g n i f i c a n t  a d v e r se  e f f e c t  
4 = S i g n i f i c a n t  a d v e r se  e f f e c t  
3 -  Undecided 
2  = L eas t  a d v e r se  e f f e c t  
1 *= No a d v e r se  e f f e c t

F ig u r e  3 . 1 :  Graphic  I l l u s t r a t i o n  o f  t h e  MANOVA t e s t :  r e p e a t e d  measure .
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D e s c r i p t i v e  Data 

Two so u rc e s  p rov ided  t h e  f i n d i n g s  o f  e m p i r i c a l  ev idence  f o r  t h e  

d e s c r i p t i v e  d a ta  r e p o r t e d  1 n t h i s  s tudy .  The tw o  s o u r c e s  were:

(1) n a r r a t i v e  r e s p o n se s  o f  Michigan p u b l i c  school  s u p e r i n t e n d e n t s  t o t a l ­

ing 111 of  t h e  521 p e r so n s  surveyed  an sw er in g  t h e  fo l l o w i n g  s t a t e m e n t :  

" I f  you have t h e  time* any f u r t h e r  d e l i n e a t i o n  o f  f a c t o r s  (p roblems)  

Im pac t ing  your  p o s i t i o n  as  a s u p e r i n t e n d e n t  w i l l  be most h e lp f u l  1 n 

r e p o r t i n g  r e l e v a n t  d a t a  r e g a r d i n g  t h i s  a r e a  o f  concern  t o  p r e s e n t  and 

f u t u r e  s u p e r i n t e n d e n t s " ;  and (2) 63 s am p l in g s  o f  t h e  c o n f i d e n t i a l  f i l e s  

o f  t h e  MASA.

Data from _the MASA

The MASA 1 s an a d m i n i s t r a t i v e  s e r v i c e  o r g a n i z a t i o n  promot ing  

( 1 ) con t in u o u s  Improvements  o f  p u b l i c  educa t ion*  (2 ) r e s e a r c h  on p u b l i c  

s c h o o l s  and p r o f e s s i o n a l  problems* (3) p r o t e c t i o n  and advancement of 

t h e  p r o f e s s i o n a l  I n t e r e s t s  o f  a d m i n i s t r a t o r s  o f  p u b l i c  educa t ion* and 

(4) p r o f e s s i o n a l  s p i r i t  and growth  o f  I t s  members (MASA* n.d.). For 

pu rposes  o f  t h i s  study* d a t a  g a t h e r i n g  d e a l t  p r i m a r i l y  w i th  I tem  3: 

p r o t e c t i o n  and advancement o f  t h e  p r o f e s s i o n a l  I n t e r e s t s  o f  a d m i n i s t r a ­

t o r s  o f  p u b l i c  e d u ca t io n .

The s t a f f  o f  MASA p ro v id e s  c o n s u l t a t i o n  and a c c e s s  t o  l e g a l  

counseling* where deemed necessary*  f o r  I t s  members on board-  

a d m l n l s t r a t i v e - s t a f f  r e l a t i o n s  I s su e s .  F i l e s  used 1n document ing t h e  

d e s c r i p t i v e  d a ta  from MASA were developed a s  a r e s u l t  o f  an I n i t i a l  

c o n t a c t  made by t h e  member s u p e r i n t e n d e n t s  f o r  pu rposes  o f  r e c e i v i n g
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a s s i s t a n c e  1 n t h e  a r e a  o f  b o a r d - a d m l n l s t r a t l v e - s t a f f  r e l a t i o n s ,  an a rea  

In which d i f f i c u l t y  was being  e x p e r i en c e d .

In o r d e r  f o r  a f i l e  t o  have been developed, t h e  member s u p e r i n ­

t e n d e n t  d e s i r o u s  o f  a s s i s t a n c e  r e l a t i v e  t o  a problem m a t t e r  c o n t a c t s  

t h e  Execu t ive  D i r e c t o r  o f  t h e  MASA. The E x ecu t ive  D i r e c t o r  th e n  a s c e r ­

t a i n s  t h e  n a tu r e  o f  t h e  problem and d e c id e s  t h e  n e ce s sa ry  a c t i o n  t o  

t a k e  o r  recommend. Legal a d v ice  may be sough t  t o  t h e  e x t e n t  deemed 

n e c e s sa ry  t o  a n a ly z e  t h e  problem.

The 63 f i l e s  documented In t h e  d e s c r i p t i v e  re sea rc h  1n t h i s  

s tu d y  were  chosen from t h e  c o n f i d e n t i a l  f i l e s  o f  MASA. D e te rm in a t io n  

t o  use t h e  d a t a  c o n ta in e d  w i t h i n  a p a r t i c u l a r  f i l e  and t h e  subsequen t  

development o f  a v i g n e t t e  was based s o l e l y  on t h e  a v a i l a b i l i t y  of 

a d eq u a te  i n f o r m a t i o n  1 n o r d e r  t o  r e l a t e  one o f  t h e  seven v a r i a b l e s  

(problem a r e a s )  t o  t h e  e x p e r i e n c e  be ing  r e p o r t e d  1n t h e  f i l e .  In t h e  

v i g n e t t e s  r e p o r t e d ,  fo l lo w -u p  In f o r m a t io n  may no t  have been a v a i l a b l e  

due t o  a v a r i e t y  o f  c i r c u m s t a n c e s :

1. The s i t u a t i o n  may have been r e s o lv e d  I n t e r n a l l y .

2 .  A c a s e  may n o t  have gone t o  c o u r t  f o r  a v a r i e t y  o f  r e a s o n s .

3 .  A compromise was s t r u c k  between t h e  p a r t i e s .

4 .  The s u p e r i n t e n d e n t  a cc e p ted  a p o s i t i o n  1n a n o th e r  d i s t r i c t .

The d e s c r i p t i v e  r e s e a rc h  r e p o r t e d  from t h i s  sou rce  In t h e  form

o f  v i g n e t t e s  was f o r  t h e  purpose  o f  I d e n t i f y i n g  t h o s e  v a r i a b l e s  (prob­

lem a re as )  hav ing  t h e  g r e a t e s t  f requency  o f  o c cu r ren ce  f o r  p r a c t i c i n g  

s u p e r i n t e n d e n t s .  S i x t y - t h r e e  c a s e s  were d e te rm ined  by t h i s  r e s e a r c h e r  

t o  be r e p r e s e n t a t i v e  1 n t e r m s  o f  e s t a b l i s h i n g  a f requency  o f  o c cu r ren ce
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o f  t h e  seven v a r i a b l e s  (problem a r e a s )  by v i r t u e  of  t h e  d a ta  co n ta in ed  

w1t h 1n t h e  f i l e .  A f t e r  r e v ie w in g  an In d iv id u a l  c a se ,  a d e t e r m i n a t i o n  

based on d e f i n i t i o n  was made a s  t o  t h e  v a r i a b l e  (problem a rea )  I d e n t i ­

f i e d  a s  w e l l  a s  t h e  m a jo r  t h r u s t  o r  focus  o f  a v a i l a b l e  I n f o r m a t io n  

c o n ta in e d  w i t h i n  t h e  f i l e .  The v i g n e t t e  was th e n  l a b e l e d  a cc o rd in g  t o  

t h e  f o l l o w i n g  code:

B/S-R = B oard -S u p e r In ten d en t  R e l a t i o n s

BE = Board-Member E l e c t i o n s

C/PR = Commun1cat1ons/Publ1c R e l a t i o n s

PP/SpI  = P u b l i c  P r e s s u r e / S p e c i a l  I n t e r e s t  Groups

SC = S t a f f  C o n f l i c t s

FD = F in a n c ia l  D i f f i c u l t i e s

MR = Management Problems

For r e a so n s  o f  c o n f i d e n t i a l i t y ,  names, names o f  school d i s ­

t r i c t s ,  l o c a t i o n s ,  s p e c i f i c  d a t e s  (y e a r s ) ,  and so on,  were  e l i m i n a t e d .  

All  63 c a s e s  r e f l e c t  a t e n - y e a r  t i m e  f rame from 1972 th rough  1982.

Data f o r  t h i s  s tu d y  a r e  r e f l e c t e d  1n t a b l e s  and f i g u r e s  t h a t  

appea r  1n Chap ter  IV. Data r e l a t e d  t o  t h e  seven  v a r i a b l e s  (problem 

a r e a s )  and t u r n o v e r  d a t a  a r e  s e t  f o r t h  1 n t h e s e  t a b l e s  and f i g u r e s .  

Computa tions  r e l a t e d  t o  f a c t o r  and l e v e l  o f  s i g n i f i c a n c e  accompany each 

t a b l e  1n t h e  t e x t .  The l e v e l  o f  s i g n i f i c a n c e  was s e t  a t  a lpha  = 0 .0 5 .

Summary

The purposes  o f  t h i s  des ign  were  t o  (1) d e te r m in e  t h e  s i g n i f i ­

cance  o f  i d e n t i f i e d  problem a r e a s  exp e r ien ced  1n t h e  Michigan p u b l i c  

school su p e r in ten d e n c y  as  they  In f lu e n c e  e f f e c t i v e n e s s  o f  pe rform ance
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a t  t h i s  a d m i n i s t r a t i v e  l e v e l  and (2 ) d e te r m in e  t h e  e f f e c t  and s i g n i f i ­

cance  o f  t h e s e  problem a r e a s  on v o lu n ta r y  a n d / o r  In v o lu n t a r y  t u r n o v e r  

1 n t h i s  p o s i t i o n .

Data a r e  r e p o r t e d  s t a t i s t i c a l l y  and d e s c r i p t i v e l y  1n Chapter  

IV. S t a t i s t i c a l  a n a l y s e s  were  conducted th rough  t h e  a p p l i c a t i o n  o f  t h e  

c h 1 - s q u a re  t e s t  and t h e  two-way MANOVA t e s t .  Data f o r  t h e s e  t e s t s  were  

compiled  a s  a r e s u l t  o f  a s t a t e w i d e  survey  o f  521 Michigan p u b l i c  

school s u p e r i n t e n d e n t s  w i th  366 I n d i v i d u a l s  re spond ing  f o r  a 7035 r e t u r n  

r a t a  D e s c r i p t i v e  d a ta  r e p o r t e d  were  a c q u i r e d  th rough  two avenues.

The tw en ty -second  I tem on t h e  survey  asked s u p e r i n t e n d e n t s  t o  p ro v id e  

a d d i t i o n a l  comments a s  t o  t h o s e  f a c t o r s  (problem a r e a s )  c a u s in g  them 

concern  a t  t h e i r  a d m i n i s t r a t i v e  l e v e l .  One hundred e l e v e n  s u p e r i n t e n d ­

e n t s  responded t o  t h i s  I tem. The second s o u rc e  o f  d e s c r i p t i v e  d a t a  was 

p rovided  by In f o r m a t io n  c o n ta i n e d  w i t h i n  t h e  c o n f i d e n t i a l  f i l e s  o f  t h e  

MASA. S i x t y - t h r e e  v i g n e t t e s  were developed t o  document problem a r e a s  

1 n which member s u p e r i n t e n d e n t s  sough t  a s s i s t a n c e  from t h e i r  p r o f e s ­

s io n a l  o r g a n i z a t i o n s .

Chap te r  IV c o n t a i n s  a p r e s e n t a t i o n  and a n a l y s i s  o f  t h e  d a t a .



CHAPTER IV

PRESENTATION AND ANALYSIS OF DATA 

I n t r o d u c t i o n

This c h a p te r  p r e s e n t s  In f o rm a t io n  abou t  t h e  s t a t i s t i c a l  methods 

used* t h e  p r e s e n t a t i o n  and a n a l y s e s  o f  t h e  d a ta  r e s u l t s *  and a summary 

of  t h e  c h a p t e r .

Purpose  o f  t h e  Study 

The purpose  o f  t h i s  s tu d y  was t o  d e te rm in e  t h e  a d m i n i s t r a t i v e  

problems e x p er ien ced  by s u p e r i n t e n d e n t s  1n Michigan between 1972 and 

1984 t h a t  a d v e r s e ly  a f f e c t e d  t h e i r  a b i l i t y  t o  e f f e c t i v e l y  d i r e c t  th e  

b u s in e s s  o f  t h e i r  school d i s t r i c t s  t h a t  r e s u l t  In t u r n o v e r  (v o lu n ta ry  

o r  I n v o lu n t a r y )  a t  t h i s  a d m i n i s t r a t i v e  l e v e l .

S t a t 1s t 1cal_Methods_Used 

Seve ra l  s t a t i s t i c a l  p ro ced u res  were c o n s id e r e d  f o r  t h e  t e s t i n g  

of  da ta .  One method chosen  was t h e  ch 1 -sq u a re  t e s t .  In t e s t i n g  t h e  

data* t h e  n u l l  hypo theses  of  n o n r e l a t i o n s h i p  were presumed* and seven 

hypo these s  were t e s t e d .

A second s t a t i s t i c a l  t e s t  was a l s o  used t o  a n a ly z e  da ta .  A 

m u l t i p l e  a n a l y s i s  of v a r i a n c e  (MANOVA) was a p p l i e d  u s ing  a two-way 

MANOVA w i th  one rep ea ted  measure.  One f a c t o r  r e p r e s e n t e d  group (G)* 

and a n o t h e r  w i t h i n  (w i th i n  s u b j e c t )  f a c t o r  r e p r e s e n t e d  t h e  seven

93
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problem a r e a s  ( v a r i a b l e s )  I d e n t i f i e d  1 n t h i s  s tudy  a s  a r e p e a te d  

measure.  The d e s i r e d  r e s u l t  was f i n d i n g  o u t  t h e  main e f f e c t  o f  t h e  

between f a c t o r  (G) and t h e  main e f f e c t  of t h e  w i t h i n  f a c t o r  (problems)  

and t h e  I n t e r a c t i o n  between group by problem e f f e c t .  S i g n i f i c a n c e  

l e v e l  was  a l p h a  = 0 .05 .

Anal.v.sj.SLOf-Data 

The r e s u l t s  o f  t h e  a n a l y s i s  a r e  p r e s e n te d  1n two main t h r u s t s — 

s t a t i s t i c a l  re s ea rc h  and d e s c r i p t i v e  re sea rc h  r e p o r t e d  from two 

s o u rc e s :  re sp o n se s  o f  s u p e r i n t e n d e n t s  su rveyed  and v i g n e t t e s  developed

from t h e  a c t i v e  f i l e s  o f  t h e  Michigan A s s o c ia t io n  of School A d m in is t r a ­

t o r s  (MASA).

P r e s e n t a t i o n  and A n a ly s i s  o f  R e s u l t s  In 
Terms o f  t h e  Hypotheses

I t  seems a p p r o p r i a t e  h e re  t o  re -ex am in e  t h e  hypo theses  s t a t e d

1n Chapter  I.  The f i n d i n g s  r e l a t i v e  t o  t h e s e  hypotheses  a r e  p re s e n te d

1 n t h i s  c h a p t e r .

H y p o th es i s  1: The t u r n o v e r  o f  Michigan p u b l i c  school s u p e r i n ­
t e n d e n t s  1 s  Independent o f  t h e  problems ex p e r ien c e d  1 n board-  
s u p e r  In t e n d e n t  r e l a t i o n s .

Hypothes is  2 : The tu r n o v e r  of  Michigan p u b l i c  school s u p e r i n ­
t e n d e n t s  1 s Independent  o f  t h e  problems exp e r ien ced  a f t e r  board-  
member e l e c t i o n s .

Hy p o th e s l s _ 3 : The tu r n o v e r  o f  Michigan p u b l i c  school s u p e r i n ­
t e n d e n t s  1 s Independent of t h e  problems ex p e r ien c e d  1 n communica­
t i o n s / p u b l i c  r e l a t i o n s .

HvpothesJs_4: The tu r n o v e r  o f  Michigan p u b l i c  school s u p e r i n ­
t e n d e n t s  I s  Independent  of t h e  problems ex p e r ien c e d  w i th  p u b l i c  
p r e s s u r e  through s p e c i a l  I n t e r e s t  groups.
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Hypothes is  5 ; The t u r n o v e r  o f  Michigan p u b l i c  school s u p e r i n ­
t e n d e n t s  i s  Independent  of  t h e  problems e x p e r i e n c e d  In s t a f f  con-  
f l l e t s .

Hy p o t h e s i s  6 ; The t u r n o v e r  of Michigan p u b l i c  school s u p e r i n ­
t e n d e n t s  I s  Independent  o f  t h e  problems e x p e r ie n c e d  In  f i n a n c i a l  
d i f f i c u l t i e s .

Hypothes is  7 : The t u r n o v e r  of Michigan p u b l i c  school s u p e r i n ­
t e n d e n t s  1 s  Independent  of  t h e  problems e x p e r i e n c e d  In management 
problems.

Demographic Data R esea rch .Q u es t io n  

I s  t h e r e  a s i g n i f i c a n t  r e l a t i o n s h i p  between p rev io u s  s u p e r i n ­

tendency ex p e r ien c e  o f  Michigan p u b l i c  school s u p e r i n t e n d e n t s  and t h e  

p e r c e p t i o n s  of  t h e  v a r i a b l e s  o f  b o a r d - s u p e r l n t e n d e n t  r e l a t i o n s *  newly 

e l e c t e d  board members# communtcat 1 ons /publ  1 c r e l a t i o n s *  p u b l i c  p r e s s u r e  

a p p l i e d  by s p e c i a l  I n t e r e s t  groups* s t a f f  c o n f l i c t s *  f i n a n c i a l  d i f f i ­

c u l t i e s *  o r  management problems?

Study Sample

The sam ple  used 1n t h i s  s tu d y  was t h e  f u l l  p o p u la t i o n  o f  a c t i v e

f i l e s  as  r e p o r t e d  by t h e  MASA from 1972 through 1982* as w e l l  as  t h e

f u l l  p o p u la t i o n  o f  521 s u p e r i n t e n d e n t s  1n Michigan su rveyed  1n 1984.

The_Findings

Demographic Data— D i s t r i c t

Throughout Michigan# 15% o f  t h e  school d i s t r i c t s  r e p o r t i n g  had 

a s t u d e n t  e n r o l l m e n t  o f  3*000 o r  l e s s  s t u d e n t s .  The rem ain ing  2535 of  

t h e  school d i s t r i c t s  r e p o r t e d  s t u d e n t  e n r o l l m e n t s  o f  3*001 t o  40*000 

and above, w i th  t h e  bulk of  t h e  rem a in ing  25% ran g in g  1n s i z e  from

3*001 t o  10*000 s t u d e n t s  ( see  Table  4 . 1 ) .
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T a b l e  4 . 1 . — S i z e  o f  d i s t r i c t .

S tu d e n t  Enro l lm ent
Abso lu te  

Freq.
R e l a t i v e  
Freq .  (%)

Adj u s ted  
F req .  (%)

0 -  1 , 0 0 0 99 27 .0 27 .0
1 ,001-  3 ,0 0 0 176 48 .1 48 .1
3 ,0 0 1 -  4 ,000 28 7 .7 7 .7
4 ,0 0 1 -  5 ,000 2 0 5 .5 5 . 5
5 ,0 0 1 -  6 ,000 9 2 .5 2 .5
6 , 0 0 1 - 1 0 , 0 0 0 2 1 5 .7 5 .7

10,001-15 ,000 7 1 .9 1.9
15,001-25 ,000 4 1.1 1 . 1

25 ,001 -40 ,000 2 .5 .5

Tota l 366 1 0 0 . 0 1 0 0 . 0

S i x t y - f o u r  p e r c e n t  of t h e  s u p e r i n t e n d e n t s  re spond ing  t o  t h e

survey r e p o r t e d  t h e i r  d i s t r i c t s  a s  be ing  c l a s s i f i e d  a s  r u r a l school

d i s t r i c t s .  T w e n ty -e ig h t  p e r c e n t  d e s ig n a te d  t h e i r  d i s t r i c t s  a s  sub­

urban,  and 6 % r e p o r t e d  be ing  s u p e r i n t e n d e n t s  o f  urban school d i s t r i c t s

( s e e  Tabl e 4 .2 ) .

Tab le  4 . 2 . — C l a s s i f i c a t i o n  of d i s t r i c t .

Abso lu te R e l a t i v e Adj u s ted
Category  Freq . Freq .  (X) Freq .  (%)

Urban 23 6 .3 6 .3
Suburban 104 28 .4 28 .7
Rural 236 64 .5 6 5 .0
Not a p p l i c a b l e  3 . 8 m iss ing

Tota l  366 1 0 0 . 0 1 0 0 . 0
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The t o t a l  o p e r a t i n g  budge ts  r e p o r t e d  by s u p e r i n t e n d e n t s  

re spond ing  t o  t h e  su rvey  appeared  t o  be 1 n agreem ent  w i th  t h e  d e s ig ­

n a t i o n s  o f  t h e  c l a s s i f i c a t i o n  o f  t h e i r  d i s t r i c t s #  as  r e p o r t e d  In Table  

4 . 3 .

Tab le  4 . 3 . — Total  o p e r a t i n g  budget.

O pe ra t ing  Budget
A bso lu te  

Freq.
R e l a t i v e  
Freq .  (%)

Adjus ted  
Freq .  (%)

$ 1 - 5  m i l l i o n 213 58 .2 59.3
5-10 m i l l i o n 78 21 .3 21 .7

1 0 - 2 0  m i l l i o n 40 10.9 11.1
21-50 m i l l i o n 2 2 6 . 0 6 . 1

51 m l lH on-N 6 1 . 6 1.7
2 .5 m is s in g

Out of range 5 1.4 m1 s s 1 ng

Tota l 366 1 0 0 . 0 1 0 0 . 0

With 64% o f  t h e  s u p e r i n t e n d e n t s  r e p o r t i n g  t h e i r  d i s t r i c t s  as  

ru ra l#  t h e  co r re sp o n d in g  o p e r a t i n g  budgets  o f  one m i l l i o n  t o  f i v e  

m i l l i o n  being  r e p o r t e d  by 58% ap p ea rs  t o  be a sound c o r r e l a t i o n .  

Likewise# f o r  t h e  28% r e p o r t i n g  s e r v in g  1n suburban d i s t r i c t s #  t h e  

o p e r a t i n g  budgets  o f  f i v e  m i l l i o n  t o  t e n  m i l l i o n  I n d i c a t e  a s i m i l a r  

co r re spondence .

Close  t o  90% o f  t h e  d i s t r i c t s  1n Michigan r e p o r t e d  a s t a t e  

e q u a l i z e d  v a l u a t i o n  (SEV) from $35#00Q t o  $149#000# w i th  t h e  90% being 

q u i t e  even ly  d i s t r i b u t e d  among t h e  r an g es  o f  $3S#000-50»000# $50#001- 

75#000» and $75#001-149#000 (see  Table  4.4). I t  ap p ea rs  t h e r e  1s
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s i g n i f i c a n t  o v e r l a p  1 n t e r m s  of  c l a s s i f i c a t i o n  of  d i s t r i c t  ( ru ra l*  

suburban* urban) and SEV pe r  p u p i l .

Tab le  4 . 4 . — SEV per  pu p i l  ( i n  th o u s a n d s ) .

SEV P e r  Pupil
Absol u t e  

Freq.
R e l a t i v e  
Freq.  (%)

Adjus ted  
Freq .  (%>

$ 35*000 and below 34 9.3 9 .4
35,000-50*000 109 2 9 .8 30 .3
50 ,001-75 ,000 106 29 .0 29.4
75,001-149*000 90 2 4 .6 25 .0

149*001-N 2 1 5 .7 5 .8
Out o f  range 6 1 . 6 m iss ing

Total 366 1 0 0 . 0 1 0 0 . 0

Per  pup i l  e x p e n d i t u r e s  d a ta  r e p o r t e d  h e r e  a r e  mere ly  t o  a c q u i r e  

a g en e ra l  range  o f  funding. T h is  1s an a r e a  w i th  g r e a t  d i v e r s i t y  1n 

t e rm s  o f  r e p o r t i n g  t h e  da ta .  D i s t r i c t s  va ry  g r e a t l y  1n t h e  v a r i a b l e s  

used* and t o  a r r i v e  a t  a p e r  pup i l  e x p e n d i t u r e  f ig u re*  some d i s t r i c t s  

w i l l  Inc lude  t e a c h e r  s a l a r i e s  w h i l e  o t h e r s  do not.  Some d i s t r i c t s  

In c lu d e  t r a n s p o r t a t i o n  and o p e r a t i n g  expenses* w h i l e  o t h e r s  may In c lu d e  

one o r  none of  t h e s e  budget  I tems. However* w i th  65£ o f  t h e  d i s t r i c t s  

r e p o r t i n g  pe r  pup i l  e x p e n d i t u r e s  In t h e  range  of  $2*001-3*000* t h e r e  

must be a l a r g e  p o r t i o n  o f  Michigan p u b l i c  school d i s t r i c t s  t h a t  use 

s i m i l a r  c r i t e r i a  1n c a l c u l a t i n g  t h i s  f i g u r e  ( s e e  Tab le  4 . 5 ) .
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T a b l e  4 . 5 . — P e r  p u p i l  e x p e n d i t u r e s .

Expend i tu re
Absolu te  

Freq.
R e l a t i v e  
Freq .  (%)

Adj u s ted  
Freq.  (%)

$ 500-1#000 3 . 8 . 8

1 ,001-1 ,500 9 2 .5 2 .5
1 ,501-2 ,000 70 19.1 19.3
2 , 0 0 1 - 3 , 0 0 0 238 6 5 .0 6 5 .7
3,001-N 42 11.5 1 1 . 6

Out o f  range 4 1 . 1 m iss in g

Total 366 1 0 0 . 0 1 0 0 . 0

Demographic Data— S u p e r ln t e n d e n t s

At t h e  t im e  t h e  survey  of  Michigan p u b l i c  school s u p e r i n t e n d ­

e n t s  was conducted 1n May 1984, 41.5% of  t h e  s u p e r i n t e n d e n t s  r e p o r t e d  

be ing  51 y e a r s  o f  age o r  older# c l e a r l y  t h e  l a r g e s t  p e rc en ta g e  age 

range  of  Michigan p u b l i c  school s u p e r i n t e n d e n t s  which co r re sp o n d s  t o  

t h e  n a t io n a l  p e rc en ta g e  of  51 y e a r s  o f  age and above being r e p o r t e d  by 

AASA 1n 1982 w i th  45% o f  t h e  n a t i o n ' s  s u p e r i n t e n d e n t s  being 1n t h i s  

range ( s e e  T ab le  4 . 6 ) .

Close  t o  o n e - th 1 rd  o f  Michigan p u b l i c  school s u p e r i n t e n d e n t s  

were  1 n t h e  f i r s t  t h r e e  y e a r s  of  t h e i r  p r e s e n t  s u p e r i n t e n d e n c e s #  w i th  

a n o th e r  20% having s e rv ed  between fo u r  and s i x  y e a r s .  Combining t h e s e  

two ranges  o f  l e n g th  of  se rv ice#  I t  ap p ea rs  s i g n i f i c a n t  t u r n o v e r  has 

ta k en  p la c e  1n t h e  Michigan super in ten d en cy  1n t h e  l a s t  s i x  years# w i th  

50% of  p r e s e n t  s u p e r i n t e n d e n t s  hav ing  been 1n t h e i r  p r e s e n t  school d i s ­

t r i c t s  f o r  s i x  y e a r s  o r  l e s s  ( s e e  T a b l e  4 .7 ) .
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T a b l e  4 . 6 . — Age o f  s u p e r i n t e n d e n t s .

Age
Absol u te  

Freq.
R e l a t i v e  
Freq.  (%)

Adj u s ted  
Freq.  (%)

30-35 1 2 3 .3 3 .3
36-40 43 11.7 1 1 . 8

41-45 6 8 18.6 18.7
46-50 8 8 24 .0 2 4 .2
51-N 152 41.5 41 .9

2 .5 m is s in g
Out o f  range 1 .3 m is s in g

Tota l 366 1 0 0 . 0 1 0 0 . 0

Table  4 . 7 . — Length o f  s e r v i c e  1n p r e s e n t  s u p e r in t e n d e n c y .

Years
Absolu te  

Freq.
R e l a t l  ve 
Freq.  (%)

Adj u s ted  
Freq.  (*)

0 -  3 108 29.5 30 .0
4 -  6 75 20 .5 2 0 . 8

7-10 59 16.1 16.4
11-15 42 11.5 11.7
16-N 76 2 0 . 6 2 1 . 1

Out o f  range 6 1 . 6 m iss in g

Total 366 1 0 0 . 0 1 0 0 . 0

F i f t y - s e v e n  p e r c e n t  of  Michigan p u b l i c  school s u p e r i n t e n d e n t s  

r e spond ing  t o  t h e  1984 su rvey  used 1n t h i s  s tu d y  were  hav ing  t h e i r  

f i r s t  e x p e r i e n c e  1n a s u p e r i n t e n d e n t  p o s i t i o n  ( see  T ab le  4.8).  Of t h e  

c l o s e  t o  41% r e p o r t i n g  a su p e r in ten d e n c y  e x p e r i e n c e  b e f o r e  t h e i r
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p r e s e n t  supe r  In tendency p o s i t io n *  on ly  1935 had s e r v ed  In more than  two 

s u p e r i n t e n d e n c e s *  a s  r e p o r t e d  1n Table  4.9.

T ab le  4 . 8 . — Prev io u s  s u p e r in ten d e n c y  e x p e r i en c e .

Exper ience  P r i o r  t o  
P r e s e n t  Super in tendency

Absol u te  
Freq.

Rel at1 ve 
Freq .  (X)

Adj us ted  
Freq .  (35)

Yes 149 40 .7 41 .5
No 2 1 0 57 .4 58.5

Out o f  range 7 1 .9 m iss in g

Tota l 366 1 0 0 . 0 1 0 0 . 0

Table  4 . 9 . — More th a n  two s u p e r i n t e n d e n c e s .

More Than Two?
Absol u te  

Freq.
Rel at1 ve 
Freq .  (SB)

Adj u s ted  
Freq .  (%)

Yes 71 19.4 2 1 . 1

No 266 72.7 78 .9
Out of  range 29 7 .9 missing

Total 366 1 0 0 . 0 1 0 0 . 0

The m ajor  focus  o f  t h i s  s tudy  was t o  f i n d  a c o r r e l a t i o n  between 

t h e  problems ex p e r ien c e d  1 n t h e  su p e r in ten d e n c y  and any t u r n o v e r  (v o l ­

u n ta ry  o r  I n v o lu n ta ry )  a t  t h i s  a d m i n i s t r a t i v e  l e v e l .  Tab le s  4.10 

th rough  4.12 r e f l e c t  t h e  r e sp o n se s  provided  by s u p e r i n t e n d e n t s  answ er ­

ing t h e  s e c t i o n  o f  t h e  1984 survey  t h a t  asked them t o  i d e n t i f y  whether
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t h e i r  t u r n o v e r  had been v o l u n t a r y  o r  In v o lu n ta ry .  They were  f u r t h e r  

asked  t o  p rov ide  an e x p l a n a t i o n  f o r  t h i s  t u rn o v e r .

Tab le  4 . 1 0 . — F i r s t  t u r n o v e r .

F 1 r s t  Turnover
Absol u t e  

Freq.
R e l a t i v e  
Freq.  (56)

A djus ted  
Freq .  (%)

Volunta ry 151 41 .3 54.3
In v o lu n t a r y 9 2 .5 3 . 2
Not a p p l i c a b l e 118 3 2 .2 42.4
Out o f  range 6 8 2 4 .0 m iss in g

Total 366 1 0 0 . 0 1 0 0 . 0

Table  4 .1 1 . '— Second t u r n o v e r .

Absol u t e R e l a t i v e Adj u s ted
Second Turnover Freq. Freq.  (X) Freq.  (.%)

Vol u n ta ry 70 19.1 30 .3
I n v o lu n t a r y 3 . 8 1.3
Not a p p l i c a b l e 158 43 .2 6 8 .4
Out of  range 135 3 6 .9 m iss ing

Total 366 1 0 0 . 0 1 0 0 . 0
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Table 4 . 1 2 . — Third tu r n o v e r .

T h i rd  Turnover
Absol u t e  

Freq.
R e l a t i v e  
Freq.  (%)

Adjus ted  
Freq .  (%)

Voluntary 24 6 .6 13.2
I n v o l u n t a r y 2 .5 1.1
Not appl 1cabl e 156 42.6 85.7
Out of  range 184 50 .3 m iss in g

Total 366 100.0 100.0

Of t h e  366 s u p e r i n t e n d e n t s  re spond ing  t o  t h e  survey* 151 

r e p o r t e d  t h e  r e a so n  f o r  t h e i r  f i r s t  t u r n o v e r  was vo lun ta ry*  w h i l e  n in e  

s u p e r i n t e n d e n t s  s t a t e d  t h e i r  t u r n o v e r  was In v o lu n t a r y .  A compar ison  

between Tables  4.9 and 4.11 shows 71 s u p e r i n t e n d e n t s  s t a t e d  th e y  had 

s e r v ed  1n more than  tw o  s u p e r i n t e n d e n c e s .  The reason  provided  f o r  a 

second tu r n o v e r  r e p o r t e d  by 70 of t h e  71 s u p e r i n t e n d e n t s  s t a t e d  t h e  

r e a so n s  were v o lu n ta ry .  Tab le  4.12 r e p o r t s  pe rsons  hav ing  se rv ed  1n a 

f o u r t h  su p e r in ten d e n c y  t o t a l i n g  26, o f  whom 24 responded t h e i r  t u r n o v e r  

was v o lu n t a r y ,  w h i l e  two r e p o r t e d  t h e t r  t u r n o v e r  was In v o lu n ta ry .  A 

c o n c lu s io n  can be drawn t h a t  a cc o rd in g  t o  p e r c e p t i o n s  a s  t o  t h e  c a t e ­

gory o f  t u r n o v e r  be ing  r e p o r t e d ,  v o lu n ta r y  o r  In v o lu n t a r y ,  s u p e r i n t e n d ­

e n t s  overwhelmingly  viewed t h e i r  r e a s o n s  f o r  moving from one school  

d i s t r i c t  t o  a n o th e r  as v o l u n t a r y ,  as  I n d i c a t e d  1n T ab le  4.13.
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Table 4 . 1 3 . — V oluntary v e r s u s  In vo lu n tary  tu rn o v er .

Turnover V olun ta ry I n v o lu n t a r y

F1 r s t 151 (94%) ’ 9 (6%)
Second 70 (99%) 1 (1%)
Th1 rd 24 (92%) 2 (8%)

On an average# 95% o f  Michigan p u b l i c  school s u p e r i n t e n d e n t s  

r e p o r t e d  t h e i r  r e a son  f o r  o v e r a l l  tu rnover#  r e g a r d l e s s  o f  exper ience# 

t o  be v o lu n ta r y  In natu res  Eighty  of  t h e  366 re spond ing  s u p e r i n t e n d ­

e n t s  who su p p l i e d  a d e s i g n a t i o n  a s  t o  t h e  ca tegory# v o lu n ta ry  o r  I n v o l ­

untary# o f  t u r n o v e r  a l s o  p rov ided  an e x p l a n a t i o n  ( reason)  f o r  t h e i r  

tu rn o v e r .  S i x t y - s e v e n  o f  t h e  80 v o lu n ta ry  rea sons  c e n t e r e d  on " p r o f e s ­

s i o n a l  advancement#" such a s ;

"Move t o  a b ig g e r  d i s t r i c t . "

"Move t o  a more c h a l l e n g i n g  p o s i t i o n . "

"More s a l a r y  and b e t t e r  b e n e f i t s . "

" P r o f e s s i o n a l  Improvement."

" B e t t e r  p o s i t i o n . "

S ix  o t h e r  s u p e r i n t e n d e n t  r e sp o n se s  p rov ided  a s  back-up f o r  

v o l u n t a r y  r e a so n s  f o r  t h e i r  t u r n o v e r  I n d i c a t e d  t h e i r  p e r c e p t i o n s  o f  t h e  

te rm " v o l u n t a r y " :

"Disagreement w i th  Board on d i r e c t i o n  o f  school d i s t r i c t . "

"Persona l  r e a s o n s . "

"Lack o f  t r u s t #  b a s i c  p h i lo s o p h ic a l  d i f f e r e n c e  between m yse l f
and a m a j o r i t y  of  board members."
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" C o n s o l i d a t i o n . "

"Went t o  an a s s i s t a n t  s u p e r in ten d e n c y  1n l a r g e r  d i s t r i c t . "

" I  was In te r im  s u p e r i n t e n d e n t  and a permanent s u p e r i n t e n d e n t  
was h i r e d . "

Seven s u p e r i n t e n d e n t s  responding  t h e i r  tu r n o v e r s  were  In v o lu n t a ry

provided  t h e  f o l lo w in g  e x p l a n a t i o n s :

"My c o n t r a c t  has  n o t  been renewed. Community p r e s s u r e  from a 
l u n a t i c  f r i n g e  group r e a c t i n g  t o  a r e d u c t io n  1n t r a n s p o r t a t i o n  
s e r v i c e  has  b rough t  f o r t h  100X t u r n o v e r  In t h e  Board w i t h i n  2 -  
1/2 y e a r s .  Now some of  t h e  l u n a t i c s  a r e  on t h e  Board. Termi­
n a t in g  t h e  s u p e r i n t e n d e n t ' s  c o n t r a c t  I s  t h e i r  I n s t a n t  re sponse  
t o  c o r r e c t  a l l  I l l s . "

"Change 1n Board—5 o f  7 members."

" C o n s o l id a t io n  of  d i s t r i c t . "

"Board wanted t o  run t h e  d i s t r i c t . "

"Problems w i th  Board o f  Education.  W ith in  f o u r  y e a r s — s i x  new 
Board members."

"Non-renewal o f  c o n t r a c t  by s p l i t  Board d e c i s i o n . "

"The l e a v e  o f  absence  a l lo w ed  me t o  r e t u r n  t o  a n o t h e r  jo b  
g iv in g  a g r e a t  deal of  s e c u r i t y . "

S t a t i s t i c a l  Analyses 

As s t a t e d  In t h e  p reced ing  d e s e r t p t l v e - d a t a  s e c t i o n ,  t h e  m ajor  

focus  of  t h i s  s tudy  was t o  f i n d  a c o r r e l a t i o n  between t h e  problems 

e x p er ien ced  1n t h e  supe r in tendency  and t h e  tu r n o v e r ,  v o lu n ta ry  or 

v o lu n ta r y ,  a t  t h i s  a d m i n i s t r a t i v e  l e v e l .  Seven v a r i a b l e s  were  I d e n t i ­

f i e d  t h a t  c a t e g o r i z e d  problems a f f e c t i n g  a s u p e r i n t e n d e n t  1n t h e  pe r ­

formance of  t h e  d u t i e s  o f  t h i s  a d m i n i s t r a t i v e  o f f i c e .  The seven 

v a r i a b l e s  (problem a r e a s )  a r e :
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B o ard -S u p e r In ten d e n t  R e l a t i o n s  

Board-Member E l e c t io n s  

Ccmmun1cat1ons/Publ1c R e l a t i o n s  

P u b l i c  P r e s s u r e / S p e d a l  I n t e r e s t  Groups 

S t a f f  C o n f l i c t s  

F in a n c ia l  D i f f i c u l t i e s  

Management Problems 

S u p e r in t e n d e n t s  were  asked t o  rank from 5 t o  1 t h e s e  seven  v a r i a b l e s  

t h a t  a d v e r se ly  a f f e c t e d  t h e i r  a b i l i t y  t o  e f f e c t i v e l y  perform t h e  d u t i e s  

o f  t h e i r  a d m i n i s t r a t i v e  pos t .  The ra n k in g s  c a r r i e d  t h e  fo l l o w i n g  

v a l u e s :

5 = Most s i g n i f i c a n t  a d v e r se  e f f e c t  
4 = S i g n i f i c a n t  a d v e r s e  e f f e c t  
3 = Undecided 
2 = L eas t  a d v e r s e  e f f e c t  
1 = No s i g n i f i c a n t  a d v e r s e  e f f e c t

Using a ch 1 -sq u a re  comparison between t u r n o v e r  d a ta  and s u p e r ­

i n t e n d e n t  rank ings  o f  t h e  seven v a r i a b l e s *  t h e  l e v e l s  o f  s i g n i f i c a n c e  

a r e  shown In Tab le  4.14. The c h 1 - s q u a re  com par isons  showed a s i g n i f i ­

c a n t  c o r r e l a t i o n  (X2 = .0482) between t u r n o v e r  and s u p e r i n t e n d e n t  

p e r c e p t i o n s  of  a d v e r se  e f f e c t s  1n B o a r d -S u p e r ln te n d e n t  r e l a t i o n s .  

Fur ther*  a s i g n i f i c a n t  c o r r e l a t i o n  (X2 = .0152) was found between 

t u r n o v e r  and s u p e r i n t e n d e n t  p e r c e p t i o n s  o f  ad v e rse  e f f e c t s  1n Board- 

Member E l e c t io n s .  A very s t r o n g  r e l a t i o n s h i p  was a l s o  I n d i c a t e d  In 

s u p e r i n t e n d e n t  p e r c e p t i o n s  of  a d v e r s e  e f f e c t s  1n Commun1cat1ons/Publ1c 

R e la t ions*  I n d i c a t e d  by a X2 -  .0668. By f a r  t h e  most s i g n i f i c a n t  

a d v e r se  e f f e c t  found between t u r n o v e r  and one of  t h e  seven  I d e n t i f i e d
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v a r i a b l e s  was t h e  match between tu r n o v e r  and Board-Member E l e c t i o n s  a t  

= .0152. (Refer  t o  Appendix B f o r  c o r re sp o n d in g  s t a t i s t i c a l  

com pu ta t ions  used 1n t h e  development  o f  Table  4 . 1 4 . )

Tab le  4 . 1 4 . — Degrees of  s i g n i f i c a n c e :  s u p e r i n t e n d e n t  t u r n o v e r  and 
p e r c e p t i o n s  o f  v a r i a b l e s .

P e r c e p t i o n s

V a r ia b le F i r s t  Turnover  
T-Tes t

Second Turnover  
T -Tes t

B o a rd -S u p e r ln te n d e n t  R e l a t i o n s .0482 .5305
Board-Member E l e c t i o n s .2283 .0152
Communlcat lons /Publ1c R e l a t l o n s .7863 .0668
P u b l i c  P r e s s u r e / S p e d a l  

I n t e r e s t  Groups .7244 .0853
S t a f f  C o n f l i c t s .2772 .5800
F in a n c ia l  D i f f i c u l t i e s .5342 .9069
Management Problems .1332 .1008

Note:  Alpha = 0 ,0 5 .

Hyp.othes.es_EJ.ndi nqs

HvpothesJsLJ-

The t u r n o v e r  o f  Michigan p u b l i c  school s u p e r i n t e n d e n t s  was 

Independent  o f  t h e  problems e x p e r i en c e d  1n B o a r d -S u p e r ln te n d e n t  

R e l a t io n s .  A c h 1 - s q u a re  t e s t  r ende red  a lp h a  < .05 w i th  a v a lu e  o f  

.0482. There fore* t h e  n u l l  h y p o th e s i s  was r e j e c t e d .  There  was a 

s t a t i s t i c a l l y  s i g n i f i c a n t  r e l a t i o n s h i p  between su p e r in ten d e n c y  tu r n o v e r  

1n Michigan and B o a r d -S u p e r ln te n d e n t  R e l a t i o n s  f o r  s u p e r i n t e n d e n t s  

e x p e r i e n c in g  t h e i r  f i r s t  tu r n o v e r .  The n u l l  h y p o th e s i s  h e ld  f o r
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s u p e r i n t e n d e n t s  e x p e r i e n c in g  a second tu rnover»  w i th  a lp h a  > .05 w i th  a 

t - t e s t  v a lu e  o f  .5305.

H v.D 0thes.lSL 2

The t u r n o v e r  o f  Michigan p u b l i c  school s u p e r i n t e n d e n t s  was 

Independent  o f  t h e  problems e x p e r i e n c e d  a f t e r  Board-Member E l e c t i o n s .

A ch 1 -sq u a re  t e s t  r ende red  a lp h a  < .05 w i th  a va lue  of  .0152. There­

f o r e ,  t h e  n u l l  h y p o th e s i s  was r e j e c t e d .  There  was a s t a t i s t i c a l l y  

s i g n i f i c a n t  r e l a t i o n s h i p  between su p e r in ten d e n c y  tu r n o v e r  and Board-  

Member e l e c t i o n s  f o r  Michigan s u p e r i n t e n d e n t s  e x p e r i e n c in g  t h e i r  second 

tu rn o v e r .  The n u l l  h y p o th e s i s  h e ld  f o r  s u p e r i n t e n d e n t s  e x p e r ie n c in g  

t h e i r  f i r s t  t u r n o v e r ,  w i th  a lpha  > .05 w i th  a t - t e s t  v a lu e  o f  .2283.

H ypothes is  3

The tu r n o v e r  o f  Michigan p u b l i c  school s u p e r i n t e n d e n t s  was 

Independent  of  t h e  problems e x p e r ie n c e d  1n Commun1cat1ons/Publ1c Rela­

t i o n s .  A c h i - s q u a r e  t e s t  rende red  a l p h a  > .05 f o r  s u p e r i n t e n d e n t s  

e x p e r i e n c in g  a f i r s t  and a second tu r n o v e r .  T h e re fo re ,  t h e  n u l l  

h y p o th e s i s  he ld  w i th  t - t e s t  v a lu e s  o f  .7863 and .0688 f o r  f i r s t  and 

second s u p e r in ten d e n c y  t u r n o v e r s ,  r e s p e c t i v e l y .  However,  t h e  a lpha  = 

.0688 d id  I n d i c a t e  a s t r o n g  t r e n d  to w a rd  s u p e r In te n d en c y  tu rn o v e r  and 

prob lems 1n Commun1cat1ons/Publ1c R e l a t i o n s ,  a t  l e a s t  f o r  s u p e r i n t e n d ­

e n t s  e x p e r i e n c in g  a second tu rn o v e r .

Hypothesis_4

The t u r n o v e r  of  Michigan p u b l i c  school s u p e r i n t e n d e n t s  was 

Independent  of  t h e  problems e x p e r ie n c e d  w i th  P u b l i c  P r e s s u r e  a p p l i e d
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th rough  Spec ia l  I n t e r e s t  Groups. A c h i - s q u a r e  t e s t  r e n d e red  a lpha  

> .05 f o r  s u p e r i n t e n d e n t s  e x p e r i e n c in g  a f i r s t  and a second t u r n o v e r  

w i th  t - t e s t  v a lu e s  o f  .7244 and .0853# r e s p e c t i v e l y .  Therefore# t h e  

n u l l  h y p o th e s i s  he ld .  The a lp h a  = .0853 may I n d i c a t e  an I n c l i n a t i o n  t o  

t h i s  problem a rea  a s  a f f e c t i n g  tu r n o v e r .

Hypo thes is  5

The tu r n o v e r  o f  Michigan p u b l i c  school s u p e r i n t e n d e n t s  was 

Independent  o f  problems e x p e r ie n c e d  In  S t a f f  C o n f l i c t s .  A ch1 -square  

t e s t  rendered  a lp h a  > .05 f o r  s u p e r i n t e n d e n t s  e x p e r i e n c in g  a f i r s t  and 

a second tu rnover#  w i th  t - t e s t  v a lu e s  o f  .2772 and .5800# r e s p e c t i v e l y .  

Therefore#  t h e  n u l l  h y p o th e s i s  h e ld .

Hvpothes1s_-6

The t u r n o v e r  o f  Michigan p u b l i c  school s u p e r i n t e n d e n t s  was 

Independen t  o f  problems e x p e r i e n c e d  In F in a n c ia l  D i f f i c u l t i e s .  A c h i -  

sq u a r e  t e s t  r e n d e red  a lpha  > .05 f o r  s u p e r i n t e n d e n t s  e x p e r i e n c in g  a 

f i r s t  and a second tu rnover#  w i th  t - t e s t  v a lu e s  o f  .5342 and .9069# 

r e s p e c t i v e l y .  Therefore#  t h e  n u l l  h y p o th e s i s  h e ld .

Although no s t a t i s t i c a l l y  s i g n i f i c a n t  r e l a t i o n s h i p  was e s t a b ­

l i s h e d  between t u r n o v e r  and prob lem s exp e r ien ced  w i th  F in a n c ia l  D i f f i ­

c u l t i e s #  s u p e r i n t e n d e n t s  overwhelm ingly  s e l e c t e d  t h i s  v a r i a b l e  as  

having t h e  most s i g n i f i c a n t  a d v e r se  e f f e c t  on t h e i r  a b i l i t y  t o  f u l f i l l  

t h e  d u t i e s  o f  t h e i r  o f f ice#  r e g a r d l e s s  o f  e x p e r i e n t i a l  background# as  

I n d i c a t e d  1n t h e  f requency d i s t r i b u t i o n s  shown 1n Table  4.15.  Of t h e  

Michigan p u b l i c  school s u p e r i n t e n d e n t s  re spond ing  t o  t h i s  survey# 49.2%
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p e rc e iv e d  f i n a n c i a l  d i f f i c u l t i e s  as  having t h e  most s i g n i f i c a n t  a d v e r se  

e f f e c t  on t h e i r  a b i l i t y  t o  perform t h e t r  d u t i e s  1n t h i s  a d m i n i s t r a t i v e  

p o s i t i o n .

T ab le  4 . 1 5 . — S u p e r i n t e n d e n t s '  p e r c e p t i o n s  o f  f i n a n c i a l  d i f f i c u l t i e s .

F in a n c ia l  D i f f i c u l t i e s
Absolu te

Freq.
Rel a t l v e  

Freq .  (35)
Adjusted 
Freq .  {%)

No s i g n i f i c a n t  e f f e c t 42 11.5 3 5 .6
L e a s t  a d v e r se  e f f e c t 10 2 .7 8 .5
Undeclded 8 2 .2 6 .8
S i g n i f i c a n t  a d v e r se  e f f e c t 21 5 .7 17.8
Most s l g n l f .  a d v e r s e  e f f e c t 37 10.1 3 1 .4
Out o f  range 248 67.8 m iss l  ng

Tota l 366 100.0 100.0

H ypothes is  7

The t u r n o v e r  o f  Michigan p u b l i c  school s u p e r i n t e n d e n t s  was 

Independen t  o f  problems ex p e r ien c e d  w i th  Management Problems. A c h i -  

s q u a r e  t e s t  r ende red  a lp h a  > .05 f o r  s u p e r i n t e n d e n t s  e x p e r ie n c in g  a 

f i r s t  and a second tu rnover*  w i th  t - t e s t  v a lu e s  o f  .1332 and .1008# 

r e s p e c t i v e l y .  Therefore# t h i s  n u l l  h y p o th e s i s  he ld .  No s i g n i f i c a n t  

r e l a t i o n s h i p  was e s t a b l i s h e d  between tu r n o v e r  and management problems.

Demo.qcapMc_Data_Besearch Quest l  on 

I s  t h e r e  a s i g n i f i c a n t  r e l a t i o n s h i p  between p re v io u s  s u p e r i n ­

tendency e x p e r ien ce  o f  Michigan p u b l i c  school s u p e r i n t e n d e n t s  and t h e  

p e r c e p t i o n s  of  t h e  v a r i a b l e s  o f  b o a r d - s u p e r l n t e n d e n t  r e l a t i o n s *  newly
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e l e c t e d  board members# communicat ions /pub!  1c r e l a t i o n s #  p u b l i c  p r e s s u r e  

a p p l i e d  by s p e c i a l  I n t e r e s t  groups# s t a f f  c o n f l i c t s #  f i n a n c i a l  d i f f i ­

c u l t i e s #  o r  management problems?

A two-way MANOVA t e s t  was a p p l i e d  t o  t h r e e  g roups :

Group 0 P p r e s e n t  s u p e r i n t e n d e n t s  

Group 1 = Second supe r In ten d en cy  e x p e r i en c e  

Group 2 = Three o r  more s u p e r in ten d e n c y  e x p e r i e n c e s  

t o  f i n d  o u t  t h e  main e f f e c t  of  t h e  between f a c to r#  group (G)# and t h e  

main e f f e c t  of  t h e  w i t h i n  f a c to r s #  problem (P)# and t h e  I n t e r a c t i o n  

be tween group (G) by problem (P) e f f e c t .  Tab le  4,16 r e p o r t s  t h e  means 

o f  t h e  t h r e e  groups a s  th e y  r e l a t e  t o  each g roup 's  p e r c e p t i o n s  o f  t h e  

seven v a r i a b l e s  (problem a r e a s ) .

Tab le  4 . 1 6 . — C el l  means of  Groups 0# 1# and 2 of  p e r c e p t i o n s  o f  seven  
v a r i a b l e s .

Group 0 Group 1 Group 2
V a r ia b le Mean Mean Mean

B o ard -S u p e r ln te n d e n t  R e l a t i o n s 1.926 2 .287 2.085
Board-Member E l e c t i o n s 1.700 1.969 2.021
Commun1cat1ons/Publ1c R e l a t i o n s 2 .146 2 .136 2 .085
Publ1c  P r e s s u r e / S p e c i a l  I n t e r e s t

Groups 2.661 2 .9 0 9 2 .617
S t a f f  C o n f l i c t s 2.711 2 .818 2 .6 5 9
F in an c ia l  D i f f i c u l t i e s 3 .785 4.151 3.851
Management Problems 2 .152 2 .3 1 8 2 .000
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F ig u r e  4.1 p ro v id e s  a more v i s u a l  u n d e rs tan d in g  o f  how each 

group p e rc e iv e d  t h e  seven v a r i a b l e s .  (Refer t o  Appendix B f o r  

c o r r e sp o n d in g  s t a t i s t i c a l  c o m p u ta t io n s . )

4 .5

3 .5

2 .5

6 73 4 51 2

Group 0

V a r i a b l e s  (Seven Problem Areas)

Group 1 — - -----     Group 2

T e s t  o f  S i g n i f i c a n c e :  Source  of V a r i a t i o n

Sum_o_f_Squares

Within c e l l s
C o n s tan t
Group

849.41
1237.54

15.75

Mean

2 . 9
12637.5

7 . 8

S1gn1f.  o f  F

.071

F igu re  4 . 1 :  Group 0* 1, and 2 means o f  p e rc e iv e d  v a r i a b l e s .
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As shown 1n F1 g u r e  4 . 1 ,  F = .071 was g r e a t e r  t h a n  a l  pha  -  .05 ;  

th e r e f o r e *  no s t a t i s t i c a l l y  s i g n i f i c a n t  r e l a t i o n s h i p  was found between 

Groups 0# 1* and 2 as  t o  t h e i r  p e r c e p t i o n s  o f  t h e  seven  problem a r e a s  

( v a r i a b l e s )  and how they  a f f e c t  t h e i r  a b i l i t y  t o  pe r fo rm  t h e  d u t i e s  a t  

t h e i r  a d m i n i s t r a t i v e  l e v e l .  An F = .071 I n d ic a te d  a s t r o n g  d i r e c t i o n a l  

approach t o  a s i g n i f i c a n c e  l e v e l  o f  .05* and a c o n c lu s io n  o r  argument  

can be made t h a t  each group may have pe rce iv ed  t h e  seven  problem a r e a s  

( v a r i a b l e s )  d i f f e r e n t l y .  Thus* t h e  q u e s t i o n  abou t  a r e l a t i o n s h i p  

e x i s t i n g  between p re v io u s  su p e r in ten d e n c y  e x p e r ien c e  and p e r c e p t i o n s  o f  

t h e  seven problem a r e a s  ( v a r i a b l e s )  was answered w i th  no s t a t i s t i c a l l y  

s i g n i f i c a n t  r e l a t i o n s h i p  being found. However* an F = .071 s i g n i f i ­

cance  d id  I n d i c a t e  a c l o s e  t o  s i g n i f i c a n t  l e v e l  o f  r e l a t i o n s h i p  t h a t  

each group may have pe rce ived  t h e  seven problem a r e a s  d i f f e r e n t l y .  

Therefore* p rev ious  su p e r in ten d e n c y  e x p e r i e n c e  may have a f f e c t e d  pe r ­

c e p t i o n s  t o  a degree  (though n o t  s i g n i f i c a n t )  of  t h e  seven  v a r i a b l e s  

i d e n t i f i e d  1n t h i s  s tudy  which a d v e r se ly  a f f e c t  t h e i r  a b i l i t y  t o  p e r ­

form t h e  d u t i e s  o f  t h e i r  a d m i n i s t r a t i v e  p o s i t i o n .  F u r th e r  c o n c lu s io n s  

can be drawn from F ig u r e  4.1 r e g a r d in g  su p e r in ten d e n c y  e x p e r i e n c e  a s  

1t  r e l a t e s  t o  t h e i r  p e r c e p t i o n s  o f  t h e  seven problem a r e a s  ( v a r i a b l e s ) :

1. Except  f o r  V a r i a b l e  2 (Board-Member E lec t io n s )*  Group 1 

s u p e r i n t e n d e n t s  a lw ays  responded h i g h e r  1n t h e i r  a s s e s s m e n t  o f  t h e  

degree  o f  e f f e c t  on t h e i r  f u n c t i o n i n g  a s  a s u p e r i n t e n d e n t  and d e a l in g  

w i th  t h e  seven problem a re as .  This  may have been due t o  va ry in g  

rea so n s ,  such as (1) th e y  were  1n t h e i r  second s u p e r in ten d e n c y  and may 

have been l e s s  l i k e l y  t o  have made t h e  move from t h e i r  f i r s t
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s u p e r in ten d e n c y  f o r  r e a so n s  o t h e r  t h a n  advancement;  (2) t h e  s o - c a l l e d  

"honeymoon” p e r io d  was ove r  1n t h e  second super In tendency#  and more may 

be ex p ec ted  o f  a pe rson  In t h i s  s i t u a t i o n  than  In a f i r s t  s u p e r l n t e n d -  

ency exper ience .  T h e re fo re ,  a l l  p rob lem s  seem s i g n i f i c a n t  1n t e r m s  of  

a p re v io u s  "honeymoon" e x p e r i en c e .

2. Group 2 su p e r in te n d e n t s #  p e r so n s  having  t h r e e  o r  more 

e x p e r i e n c e s  a t  t h i s  a d m i n i s t r a t i v e  leve l#  tended  t o  view t h e  seven 

problem a r e a s  ( v a r i a b l e s )  In a more c o n s t a n t  p a t t e r n .  A calm p e r s p e c ­

t i v e  appeared  e v i d e n t  a f t e r  y e a r s  o f  e x p e r i e n c e  In d e a l i n g  w i th  prob­

lems  a t  t h i s  a d m i n i s t r a t i v e  l e v e l .  V a r i a b l e s  1# 2# and 3 (Board-  

S u p e r ln t e n d e n t  R e la t ions#  Board-Member E lec t ions#  and Communicat ions/  

P u b l i c  R e l a t i o n s )  appeared  t o  have no d i f f e r e n t i a t i o n  o f  p e r c e p t io n  on 

t h e  p a r t  o f  t h e s e  ex p e r ien c e d  s u p e r i n t e n d e n t s .

3.  Problem a r e a s  ( v a r i a b l e s )  4# 5# and 6 (P u b l i c  P r e s s u r e  

a p p l i e d  th rough  S p ec ia l  I n t e r e s t  Groups# S t a f f  C o n f l i c t s #  and F in a n c ia l  

D i f f i c u l t i e s )  a l l  r e c e iv e d  h ig h e r  p e rc e p tu a l  v a lu e s  a s  t o  t h e  s i g n i f i ­

cance  of  e f f e c t  on t h e i r  a b i l i t y  t o  do t h e i r  j o b s  e f f e c t i v e l y  by s u p e r ­

i n t e n d e n t s  r e g a r d l e s s  of  e x p e r i e n t i a l  background. Two of  t h e  t h r e e  

v a r i a b l e s  were p robab ly  viewed 1n t h i s  manner a s  a r e s u l t  o f  t h e  

p o l i t i c a l  a rena  1n which they  su rv ived .

4. V a r i a b l e  6# F in a n c ia l  D i f f i c u l t i e s #  r e c e iv e d  t h e  g r e a t e s t  

s i g n i f i c a n c e  v a lu e  d e s i g n a t i o n  In  t e r m s  o f  a d v e r se  e f f e c t  on s u p e r i n ­

t e n d e n t s 1 a b i l i t y  t o  perform t h e  d u t i e s  o f  t h e i r  o f f i c e .  This  was 

u n d e r s t a n d a b le  1n l i g h t  o f  t h e  l i t e r a t u r e  and d a ta  r e p o r t e d  1n Chapter  

II# which d e s c r ib e d  t h e  Michigan p u b l i c  s c h o o l s '  f i n a n c i a l  s t a t u s  ove r
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a t e n - y e a r  pe r io d .  The r e p o r t s  h i g h l i g h t e d  t h e  d lchotomous economic 

phenomena of  d e c l i n i n g  e n r o l l m e n t s  and su b seq u en t  school c l o s i n g s  

accompanied by I n c r e a s i n g  o p e r a t i o n a l  c o s t s  ex p e r ien c e d  by a l l  s u p e r i n ­

t e n d e n t s  r e g a r d l e s s  o f  e x p e r i e n t i a l  background.

A f i n a l  a n a l y s i s  was made between Group 1 (second s u p e r l n t e n d -  

ency— f i r s t  t u rn o v e r )  and Group 2 ( t h r e e  o r  more s u p e r i n t e n d e n c e s — two 

o r  more t u r n o v e r s )  and t h o s e  r e p o r t i n g  v o l u n ta r y  t u r n o v e r  ( I n v o lu n ta r y  

d a ta  were  no t  used  due t o  so few s u p e r i n t e n d e n t s  r e p o r t i n g  In v o lu n t a r y  

re a so n in g  behind  t h e i r  tu rn o v e r ) .  The means f o r  Groups 1 and 2 a r e  

r e p o r t e d  as  th e y  r e l a t e d  v o lu n ta r y  t u r n o v e r  t o  t h e  seven problem a r e a s  

( v a r i a b l e s )  In Tab le  4.17. (Refer  t o  Appendix B f o r  c o r re sp o n d in g  

s t a t l s t l c a l  c o m p u t a t l o n s . )

T ab le  4 . 1 7 . — Voluntary  t u r n o v e r  and p e r c e p t i o n s  o f  v a r i a b l e s  between 
Groups 1 and 2.

V a r ia b le
Group 1 

Mean 
(N=58)

Group 2 
Mean 

(N=39)

B o a rd -S u p e r ln te n d e n t  R e l a t i o n s 2 .086 1.923
Board-Member E l e c t i o n s 1.655 1.897
Commun1cat1ons/Publ1c R e l a t i o n s 1.810 1.794
P u b l i c  P r e s s u r e / S p e c i a l  I n t e r e s t  Groups 2.241 2 .000
S t a f f  C o n f l i c t s 1 .862 2 .000
F in a n c i a l  D i f f i c u l t i e s 2.940 2 .769
Management Problems 1.706 1.615
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F ig u r e  4.2 p ro v id e s  a v i s u a l  u n d e rs tan d in g  o f  how t h e s e  two 

groups p e rc e iv e d  t h e  seven v a r i a b l e s  (problem a r e a s )  and t h e  r e l a t i o n ­

s h ip  t o  v o lu n ta r y  t u rn o v e r .

4

3

2

1

0 .

JL
“ 2 .  *

1 2 3 4 5 6

V a r i a b l e s  (Seven Problem Areas) 

Group 1 —  -- — * -------  Group 2 * • • • •

T e s t  o f  S i g n i f i c a n c e :  Source  of  V a r i a t i o n — Group 1 (N=58)

Sum o f  Squares  Mean S1gn1f.  o f  F

Within c e l l s  
C o n s tan t  
Vo lun ta ry
Volun ta ry  & problem

282.15
1888.53

28.45

4 .7 8
1888.53

28.45 .01774
.73810

T e s t  o f  S i g n i f i c a n c e :  Source o f  V a r i a t i o n — Group 2 (N=39)

Sum o f  Squares  Mean S1gn1f.  o f  F

Within c e l l s  
C ons tan t  
Vol un ta ry
Volun ta ry  A problem

182.5
1212.8

17.3

4 .68
1212.89

17.39 .06121
.30190

F ig u r e  4 . 2 :  Voluntary  t u r n o v e r  and mean p e r c e p t i o n s  o f
Groups 1 and 2 .



117

As shown 1n F i g u r e  4 . 2 ,  F = .01774  I s  1 e s s  t h a n  a l  pha  = .05 ;  

t h e r e f o r e ,  a s t a t i s t i c a l l y  s i g n i f i c a n t  r e l a t i o n s h i p  was found between 

Group 1, v o lu n ta ry  t u r n o v e r s ,  and t h e i r  p e r c e p t i o n s  a s  t o  t h e  seven 

v a r i a b l e s .  However, F = .7381 I s  g r e a t e r  th a n  .05, which le d  t o  t h e  

c o n c lu s io n  t h a t  no s t a t i s t i c a l l y  s i g n i f i c a n t  r e l a t i o n s h i p  e x i s t e d  

between su b se q u e n t  v o lu n ta r y  t u r n o v e r  and t h e  problem a r e a s  f o r  Group 2 

s u p e r i n t e n d e n t s .

As F = .06121 I s  g r e a t e r  than  a lp h a  = .05, no s t a t i s t i c a l l y  

s i g n i f i c a n t  r e l a t i o n s h i p  was found between Group 2,  v o lu n ta r y  t u r n ­

ov e r s ,  and t h e i r  p e r c e p t i o n s  a s  t o  t h e  seven v a r i a b l e s .  However, were  

t h e  N g r e a t e r ,  .061 would be l i k e l y  t o  I n d i c a t e  a s t r o n g e r  tendency 

to w ard  a c o r r e l a t i o n  between t h e  v a r i a b l e s .  F u r th e r ,  F = .3019 1s 

g r e a t e r  th a n  .05, which l e d  t o  t h e  c o n c lu s io n  t h a t  no s t a t i s t i c a l l y  

s i g n i f i c a n t  r e l a t i o n s h i p  e x i s t e d  between subsequen t  v o l u n ta r y  t u r n o v e r  

and t h e  problem a r e a s  f o r  Group 2 s u p e r i n t e n d e n t s .

D e s c r i p t i v e  Da ta_I--Survev_Responses

D e s c r i p t i v e  r e s e a r c h  d a t a  were  accum ula ted  as  t h e  r e s u l t s  o f  

re sponden ts  t a k i n g  enough t i m e  t o  r e f l e c t  on and reduce  t o  w r i t i n g  

a d d i t i o n a l  I n s i g h t s  ga ined  th rough  t h e i r  e x p e r le n c e ( s )  as  s u p e r i n t e n d ­

e n t s .  A t o t a l  o f  111 essay  re sponses  were  documented o u t  of t h e  t o t a l  

521 s u p e r i n t e n d e n t s  su rveyed ,  f o r  a 20* l e v e l  o f  re sponse  on t h i s  

p a r t i c u l a r  s t a t e m e n t .  As s t a t e d  e a r l i e r ,  366 su rveys  were r e tu r n e d  ou t  

o f  t h e  o r i g i n a l  521 surveyed ,  t o t a l i n g  a 70* r e t u r n  on t h e  o v e ra l l  

survey. Super in tenden ts*  re sp o n se s  r e f l e c t e d  a w e a l th  o f  y e a r s  and 

work In t h e  f i e l d  and prov ided  i n v a l u a b l e  knowledge f o r  p r e s e n t  and
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f u t u r e  s u p e r i n t e n d e n t s .  Respondents  f u r n i s h e d  answ ers  t o  t h e  fo l l o w i n g  

s t a t e m e n t :

I f  you have t h e  time* any f u r t h e r  d e l i n e a t i o n  o f  f a c t o r s  (problems)  
Im p ac t in g  your  p o s i t i o n  a s  a s u p e r i n t e n d e n t  w i l l  be most  h e l p f u l  1n 
r e p o r t i n g  r e l e v a n t  d a ta  r e g a rd in g  t h i s  a r e a  o f  concern  t o  p r e s e n t  
and f u t u r e  s u p e r i n t e n d e n t s .

In t h e  fo l l o w i n g  pages* re sp o n se s  a r e  quo ted  v e rb a t im  from t h e  r e tu rn e d

s u rv e y s .

Respondent A dd i t io n a l  Response

#1 We a r e  t a k i n g  g r e a t  s t r i d e s  f o r  comprehensive  community
Involvement .  The c i t i z e n s *  s t a f f  and b u s in e s s  r e p r e ­
s e n t a t i v e s  have responded In a h ig h ly  p o s i t i v e  manner. 
Our problems a r e  minimal t o  date* and u s u a l l y  Invo lve  a 
few s t a f f  members who a r e  n o t  y e t  ready f o r  t h e  r a p i d  
changes  and Improvements  t h a t  a r e  t a k i n g  p lace .

§2 D e c l in in g  e n r o l l m e n t / f i n a n c i a l  conce rns  o r  community
re t r e n c h m e n t  a r e  t h e  g r e a t e s t  v a r i a b l e s  and to u g h e s t  
problems t o  s o l v e .

§3 Most c i t i z e n s  have no background f o r  making f i n a n c i a l *
le g a l  and somet imes  c u r r i c u lu m  d ec is ions*  and they  do 
no t  make th e m se lv e s  a v a i l a b l e  t o  r e s o u r c e s  and s em in a r s  
t o  become more knowledgeable  which 1s q u i t e  u n f o r t u ­
n a te — In s t e a d  th e y  t e n d  t o  shoo t  from t h e  hip.

#4 I  am co m p le t in g  my f o u r t h  y e a r  In my f i r s t  S u p e r ln t e n d -
ency* and f o r  t h e  p a s t  t h r e e  y e a r s  t h i n g s  have been 
going g r e a t .  The 1979-81 y e a r s  were  very  d i f f i c u l t  
t i m e s  f o r  our D i s t r i c t .  I f  I  was a s s e s s i n g  t h o s e  y e a r s  
I  would have given  a #5 r a t i n g  o r  c e r t a i n l y  a #4 t o  each 
o f  your  c a t e g o r i e s .  With some m l l l a g e  he lp  from t h e  
Community we g o t  o u r  f i n a n c i a l  p rob lems worked ou t .  The 
s i n g l e  and m ost  s i g n i f i c a n t  f a c t o r  which* In my opinion* 
tu r n e d  our  D i s t r i c t  around was a very  p o s i t i v e  and 
s u p p o r t i v e  B o a r d -S u p e r tn te n d e n t  r e l a t i o n s h i p .  Our 
Board wants  and e x p e c t s  t o  s e t  p o l i c y  and s t a y  o u t  of  
t h e  d a y - to -day  a d m i n i s t r a t i o n  o f  t h e  D i s t r i c t .



S t a f f - S u p e r l n t e n d e n t  r e l a t i o n s  a r e  ve ry  Im por tan t .  As I 
o b se rv e  S u p e r in t e n d e n t s  who l o s t  t h e i r  jobs* I  f e e l  most 
n e g a t i v e  f e e l i n g  o f  a S u p e r in t e n d e n t  s t a r t s  from w i th in .  
Follows h i s t o r i c a l  p a t t e r n  o f  empire  d e c l i n e s  a l s o .

Becoming more d i f f i c u l t  g e t t i n g  q u a l i f i e d  members t o  
s e r v e  on Boards o f  Education .  U n w i l l in g n e s s  o f  board 
members t o  a t t e n d  workshops t o  make them more aw are  of 
t h e  problems a f f e c t i n g  s c h o o l s  to d a y .

The problems a r e  fu n d am en ta l ly  a by -p ro d u c t  o f  moving 
from a r e l a t i v e l y  s t a b l e *  p re d ic t a b l e *  b u r e a u c r a t i c  
o r g a n i z a t i o n a l  scheme t o  a v o l a t i l e *  c o n su m e r - o r i e n ted  
p o l i t i c a l  m i l i e u .  One canno t  s u s t a i n  school a l a  Max 
Weber any lo n g e r .

Change 1n board members has  t h e  p o t e n t i a l  of  a s i g n i f i ­
c a n t  ad v e rse  e f f e c t *  bu t  " t o  t h i s  da te"  t h i s  hasn’t  been 
a problem f o r  me. I  d id  n o t  g iv e  a "5" r a t i n g  t o  s t a f f  
c o n f l i c t s *  bu t  some days I  may have g iven  1 t  a "S."

Th i s  1s a ve ry  s p e c i a l  school d i s t r i c t .  Wealth has 
I n c re a se d  f o u r f o l d  1n t h e  p a s t  12 y e a r s .  Suppor t  1s 
s t r o n g  f o r  s c h o o l s — s p e c i a l  I n t e r e s t  groups cause  some 
problem but no t  s e r i o u s .

I  t h i n k  j u s t  t h e  f a c t  t h a t  we have t o  l i v e  up t o  expec­
t a t i o n s  t h a t  p u t  us on a pa r  w i th  " c o r p o r a t e  execu­
t i v e s * "  but what we do has t o  be done In a " f ishbow l*"  
p u t s  us a t  a d i s t i n c t  d i sadvan tage .  1 would guess  most 
s u p e r i n t e n d e n t s  a r e  very c a p a b le  CEO's* but t h a t  s p e c i a l  
1n t e r e s t / p u b l 1 c  p r e s s u r e  a long w i th  f i n a n c i a l  p r e s s u r e s  
g e t s  t o  most  o f  us. The p u b l i c  union  (MEA-MESPA) c e r ­
t a i n l y  changes t h e  t i n t  o f  t h i n g s  a s  w e l l .

Cl) D e s i r e  t o  improve academic  ach ievem ent  ( p r e v io u s ly  
low t e s t  a re a )  and (2) Image of  town and school d i s ­
t r i c t .

Lack o f  r e l e v a n t  and a p p r o p r i a t e  c o l l e g e  and u n i v e r s i t y  
c o u r s e  work t o  p re p a re  f o r  p ro b le m -so lv in g  and d e c i s i o n ­
making 1s a r e a l  problem t o  me. I have found t h a t  a 
s u p e r i n t e n d e n t  1s expec ted  t o  be an Informed e x p e r t  1n 
many d i v e r s e  f i e l d s .  In add i t io n *  d e a l in g  e f f e c t i v e l y  
w i th  employees and c i t i z e n s  I s  v i t a l  f o r  s u r v i v a l .
There  1s no a p p r o p r i a t e  t r a i n i n g  a v a i l a b l e  1n t h i s  
r e s p e c t .  I  f i n d  t h a t  o t h e r  s u p e r i n t e n d e n t s  a r e  t h e  b e s t  
r e s o u rc e .
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#13 I t  1s my b e l i e f  a pe rson  shou ld  move o r  change p o s i t i o n s
every 4 -8  y e a r s .  This  does  a l low f o r  a community t o  seek 
new Ideas  and a l t e r n a t i v e  app roaches  t o  t h e i r  educa­
t i o n a l  system.  Every s u p e r i n t e n d e n t  has  h i s  o r  h e r  
s t r o n g  p o i n t s .  Perhaps  I  would n o t  have t h i s  f e e l i n g  1f 
I  had been t e r m i n a t e d  from a p o s i t i o n .  My e x p e r i e n c e s  
f o r  t h e  most p a r t  have been p o s i t i v e .

#14 Ca) E r n e s t  0. Mel bey— "A S u p e r in t e n d e n t  w i l l  be judged
by t h e  p u b l i c  on h i s / h e r  a b i l i t i e s  a s  f i n a n c i a l  manager 
more th a n  a l l  o t h e r  f a c t o r s  combined.11 (b) Board of 
Educa t ion  members need "1 n s e r v l c e "  . . . e i t h e r  among 
them se lves  o r  from p e e r s  a t  t h e  S t a t e  l e v e l .

#15 Tenure  s t a t u s  of  t e a c h e r s .

#16 The e v e r - i n c r e a s i n g  amount o f  paper-work  ( r e p o r t s ) .
Obviously  t h e  n e g o t i a t i n g  o f  c o n t r a c t s  w i th  t h e  v a r io u s  
union groups  I n c r e a s e s  s u p e r i n t e n d e n t  r e s p o n s i b i l i t i e s .  
However* I do n o t  c o n s l d e r  Pub! 1c Ac t  3 7 9  . . .  a l  1 t h a t  
bad.

#17 C o n f l i c t s  w i th  t e a c h e r  union l e a d e r s h i p ;  recommended t o
Board t o  r e a s s i g n  hometown p r i n c i p a l — Board approved 
5 - 2 ;  n e g o t i a t i o n — t e a c h e r  c o n t r a c t ;  s t r i k e ;  working 
w i t h o u t  a c o n t r a c t  ( t e a c h e r s ) ;  r a i s i n g  e x p e c t a t i o n s  f o r  
s t a f f  and s t u d e n t s .

#10 F inances :  doing more w i th  l e s s  d o l l a r s ;  c u t s  1n s t a f f *
energy  sav ing  p ro je c t s *  t r a n s p o r t a t i o n  cutbacks* need t o  
do more f o r  G i f t e d  and T a le n te d  s tuden ts*  c o s t  of  g e t ­
t i n g  I n t o  computer  e d u c a t io n ;  a t h l e t i c  b o o s t e r  groups— 
p r e s s u r e  t o  wln-wln.

#19 Word o f  a d v ice — A n t i c i p a t e ! I I

#20 The union Im p ac ts  In a n e g a t i v e  way. They p r e s e n t l y
have t o o  much p r o t e c t i o n  f o r  t h o s e  doing In a d e q u a te  j o b s  
y e t  n o t  s u f f i c i e n t l y  bad Jobs  t o  f i r e .  Secondly* they  
have  I n p u t  In a r e a s  where  t h e s e  a r e a s  ought t o  be man­
agement concerns .

#21 Must be a b l e  t o  p ick  own to p  l i n e  a d m i n i s t r a t o r s .  I
l e f t  #2 j o b  because o f  a s s i s t a n t  who had managed t o  g e t  
p r e d e c e s s o r  f i r ed *  bu t  d id  n o t  g e t  job .  More a l l i e s  o f  
t h e  a s s i s t a n t  were e l e c t e d  b e fo re  I t o o k  o ve r .
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#22 The b i g g e s t  a r e a  o f  concern  1s Board o f  Educa t ion  t u r n ­
over.  Rapid board t u r n o v e r  o f t e n  l e a v e s  s u p e r i n t e n d e n t  
w i th  a board  w i th  c o n f l i c t i n g  p h i l o s o p h i e s  o r  w i th  Inex­
p e r ie n ce d  board  members t h a t  demand a d i s p r o p o r t i o n a t e  
amount o f  t im e .

#23 S ince  t h i s  1s my f i r s t  super in tendency#  1 do no t  know
how much h e lp  any answ ers  w i l l  be. 1 have found t h a t  
t h e  most  Im p o r t a n t  t a s k  I s  1n t h e  a r e a  o f  communicat ion.  
Many of t h e  problems s tem from l a c k  o f  o r  t o o  much o f  
I t .  F inances  and management cou ld  e v e n t u a l l y  c r e a t e  
a d v e r s i t y #  b u t  p r e s e n t l y  I'm on t h e  p r o v e r b i a l  
honeymoon.

#24 I am very  concerned  abou t  t h e  q u a l i t y  and purpose  o f
t h o s e  s e r v in g  on Boards o f  Education.  At l e a s t  1n my 
p r e s e n t  p o s i t io n #  lo c a l  p o l i t i c s  hampers t h e  board 1n 
working toward  Improving o u r  s c h o o l s .

#25 I  was a c la s s ro o m  t e a c h e r  In  t h i s  d i s t r i c t  and was asked
t o  apply  f o r  t h e  su p e r in ten d e n c y .  A f t e r  two years#  
seven  m l l l a g e  e l e c t i o n s  and an a n n e x a t io n  e l e c t io n #  I 
asked t o  be r e a s s i g n e d  a s  a t e a c h e r  n e x t  yea r .  The 
board honored my r e q u e s t  even though they  extended my 
c o n t r a c t  t o  1987.

#26 F o r tu n a te ly #  my r e l a t i v e l y  s h o r t  t e n u r e  t o  d a te  1n t h i s
f l r s t  Supe r in tendency  has  been Impacted by few adverse  
v a r i a b l e s .  Will  c o m p le te  one y e a r  1n J u ly .  Most s i g ­
n i f i c a n t  prob lems a r e :  l o c a l  s p e c i a l  i n t e r e s t  groups
and S t a t e  Depar tment  o f  Educa t ion  seek in g  t o  r e o r g a n i z e  
o r  annex d i s t r i c t .

#27 S u f f i c i e n t  money f o r  budget  seems t o  e a se  t h e  t e n s i o n .

#20 Board s t a b i l i t y  h e lp s .  F in a n c i a l  s t a b i l i t y  a l s o  I s  a
b ig  help .  Board l e a d e r s h i p  has  been very  s t r o n g  d u r in g  
t h i s  pe r iod .  Community 1s k e p t  In formed  o f  school 
a c t i v i t i e s #  problems# e t c .  on a r e g u l a r  b a s t s .

#29 I am app roach ing  o r  r e a l l y  have  reached  a r e t i r e m e n t  age
and d o n ' t  g iv e  a damn anymore. But board members r e p r e ­
s e n t i n g  f r i en d s#  e tc .#  have g iven  t h e  most t r o u b l e .  At 
t h e  c o n c lu s io n  o f  one s t a y  a board member v o t in g  "No" 
s a id #  "You 've done  a h e l l  o f  a good jo b #  and I h a t e  t o  
s e e  1 t  end  t h i s  way."  I  s a i d #  " I ' v e  done  a good jo b #  
b u t  you vo ted  t o  t e r m i n a t e  me?" Answer—"Tha t ' s  abou t  
t h e  s i z e  of I t . "  Boards  can be w i th o u t  consc ience .
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#30 The fo l l o w i n g  a r e a s  have posed prob lems t o  me a s  Super­
in t e n d e n t :
1. Some poor p r e p a r a t i o n  o f  t e a c h e r s  by c o l l e g e s  o f  

e d u c a t i o n ;
2 .  Teacher  Tenure  Act;
3 .  N e g o t i a t i o n s ;
4 .  Decl1n1ng e n ro l lm e n t ;
5 .  Board members w i th  v e s t e d  I n t e r e s t s ;
6 . Board members who r e f u s e  t o  be " I n s e r v i c e d " ;
7 .  Non-mot1vated s t u d e n t s .
However# I t ' s  s t i l l  a fun j o b .

#31 Without ques t ion#  t h e  g r e a t e s t  Impac t  upon t h e  o f f i c e  o f
S u p e r in t e n d e n t  In t h e  l a s t  10-15 y e a r s  has been manage­
ment problems a s s o c i a t e d  w i th  l a b o r  r e l a t i o n s .  In  my 
opinion# t h i s  labor-management  c o n f l i c t  o f  I n t e r e s t  has 
r e s u l t e d  In  a g r e a t  d e c l i n e  In t h e  q u a l i t y  o f  e d u ca t io n  
f o r  M ich igan 's  young people .

#32 Unions# p a r t i c u l a r l y  t h e  MEA lo c a l s#  have  a t t e m p te d  t o
Impact  my t e n u r e  when I have ta k e n  a s t r o n g  s t a n d  1n 
n e g o t i a t i o n s  o r  d u r ing  s t r i k e  a c t i o n s .  Focusing  d i s s a t ­
i s f a c t i o n  on t h e  c h i e f  a d m i n i s t r a t o r  t a k e s  p r e s s u r e  and 
focus  o f f  union a c t i v i t i e s .

#33 Have t o  wear " t o o  many h a t s . "

#34 F in a n c ia l  d i f f i c u l t y  I s  t h e  most s i g n i f i c a n t .

#35 The Super!n tendency 1s no lo n g e r  a j o b  f o r  an e duca to r .
The r o l e  should  be f i l l e d  by a person more e x p e r ien ced  
In t h e  p o l i t i c a l  a ren a .

#36 S t a t e  l e g i s l a t u r e  and t h e  changing  economic c l i m a t e  o f
Michigan has  been t h e  b i g g e s t  problem.

#37 Finances# cutbacks# r u l e s  and r e g u la t i o n s #  N a t iona l
rep o r t s#  e t c .

#38 I  am In a very  s u p p o r t i v e  community.  E x c e l l e n t  Board#
good a d m i n i s t r a t i o n #  s t a f f #  very  s u p p o r t i v e  community— 
1 t  makes a d i f f e r e n c e .  I  en joy  my jo b  a s  S u p e r in t e n d ­
e n t .

#39 C u rren t  r e s t r i c t i o n s #  l i m i t a t i o n s  t o  q u a l i t y  ed u ca t io n a l
programming a r e  1n t h e  descending  o r d e r ,
1. Union— m ed io c r i ty  I s  t h e  norm of t e a c h in g .
2 .  Tenure— must be reworked.
3 .  C e r t i f i c a t i o n  o f  t e a c h e r s .
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#40

#41

#42

#43

#44

#45

#46

#47

#48

The b a s i c  problem f o r  any S u p e r in t e n d e n t  1s t h e  change 
o f  q u a l i f i e d  people  on t h e  Board. You a re  beg inn ing  t o  
s ee  s i n g l e  Issue* l i m i t e d  e x p e r i e n c e  (b u s in e s s  o r  educa­
t i o n )  I n d i v i d u a l s  on Boards making m u l t i - m i l l  1 o n - d o l l a r  
d e c i s i o n s  conce rn ing  t h e  f u t u r e  of  k id s .  U n fo r tu n a te ly  
many of  them f o r g e t  t h a t  th e y  a r e  on t h e  Board f o r  k id s .

New Board members a r e  m os t  a p t  t o  cause  prob lems a s  many 
f e e l  they  earn  a degree  a n d / o r  c e r t i f i c a t i o n  In b u s in e s s  
and ed u ca t io n .  Experienced board members have c o n f i ­
dence In t h e  S u p e r in t e n d e n t  they  h i re d .  Board t u r n o v e r s  
r e s u l t  In t u r m o i l .  F in a n c ia l  problems most d e v a s t a t i n g .

Community c r e d i b i l i t y  1s most  i m p o r t a n t — l e t  no one 
down. Be a c c u r a t e  and f a i r — follow th rough .

Have e x p e r t i s e  1n a l l  f u n c t i o n s  o f  t h e  super in tendency*  
e s p e c i a l l y  finance*  p u b l i c  r e l a t i o n s  and c u r r i c u lu m .  Be 
open* committed and work with  peop le .

The union has  ve ry  l i t t l e  m a t u r i t y  and t h e r e f o r e  makes 
1t  d i f f i c u l t  f o r  us t o  p r e d i c t  t h e  f u t u r e  a c t i o n s  they  
may t a k e  because  o f  p o s s i b l e  k n e e - j e r k  r e a c t i o n s .  The 
t e n u r e  I n t e r p r e t a t i o n s  a r e  t e r r i b l e *  and we have p u t  
such a burden on a d m i n i s t r a t o r s  t h a t  we have some poor 
t e a c h e r s  we have  t o  l i v e  w i th .

A f t e r  h i r i n g  a new s u p e r i n t e n d e n t  t h e  Board members do 
n o t  run f o r  r e - e l e c t i o n .  New Board members have d l f f e r -  
e n t  p h i l o s o p h i e s  and r e p r e s e n t  a d i f f e r e n t  p o i n t  o f  
view.

N ego t1a t1ons /A rb1 t ra t1ons /G r1evances /C1v1 l  R igh ts  
ch a rg es .

S a l a r y ;  Boards need t o  keep away from t h e  tendency t o  
p ro v id e  Inad eq u a te  Improvement t o  t h e  S u p e r in t e n d e n t ' s  
s a l a r y .  To have a new person  come In  a t  a h i g h e r  s a l a r y  
than  h i s  p r e d e c e s s o r  Invo lves  t h i s  ty p e  o f  problem. I 
w i l l  no t  s t a y  1f  undercompensated.

1. T eachers '  l a c k  of  concern  w i th  PR* such a s :  home 
con tac t s*  p a r t i c i p a t i n g  1n a f t e r  school hours  
a c t i v i t i e s .

2. Very l i t t l e  vocal [ l o c a l ]  s u p p o r t  f o r  what  t h e  
sch o o l s  "do"  r i g h t .

3. Nobody seems t o  c a r e  abou t  m a j o r i t y  successes*  only 
f a i l u r e s .
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#49 Cont inua l  s t r e s s  f a c t o r s  and amount o f  hours  have a
d i r e c t  Impact on a f a m i l y — per fo rm in g  a p u b l i c  s e r v i c e  
In a p o l i t i c a l  a re n a  a f f e c t s  pe rsona l  l i f e  s t y l e  and 
f i n a n c e s .

#50 School f i n a n c e  and t e a c h e r  unionism probab ly  cause  t h e
most  problem f o r  S u p e r in t e n d e n t s — both i t e m s  cau se  
c o n s i d e r a b l e  s t r e s s  and would be i n s t r u m e n ta l  f a c t o r s  1f 
I  l e f t  my p r e s e n t  p o s i t i o n — Board o f  Education* o t h e r  
employee groups and p a r e n t s  have no t  been d i f f i c u l t  t o  
deal  w i th .  The u n c e r t a i n t y  of  money t o  f i n a n c e  t h e  
e d u c a t io n  from y e a r  t o  y e a r  and m i l i t a n t  s t a f f  a r e  t h e
on ly  rea so n s  I  would l e a v e  e d u c a t io n .

#51 High s e n i o r i t y  t e a c h e r s  w i th d ra w in g  from t o t a l  program
Involvement.

#52 I  r e a l l y  d o n ' t  f e e l  t h a t  any o f  t h e  v a r i a b l e s  l i s t e d
a f f e c t  me a s  much a s  my own s e l f - i n f l i c t e d  p r e s s u r e  t o  
s e e  t h a t  a l l  f u n c t i o n s  o f  t h e  school d i s t r i c t  a r e  
accomplished  on t im e  and s a t i s f a c t o r i l y .

#53 Most l a r g e  c i t y  S u p e r in t e n d e n t s  w i l l  t e l l  you t h a t
a n y t im e  you must I n t e g r a t e  a school  sys tem  your t e n u r e  
1s l i k e l y  t o  be ve ry  short*  mine was 3 - 1 / 2  t o  4 year s .
I t  was a l a r g e  system o f  240*000 s t u d e n t s .

#54 The p o s i t i o n  o f  t h e  s u p e r i n t e n d e n t  1s p e rc e iv e d  d i f f e r ­
e n t l y  by t h e  v a r io u s  groups 1 t  Impac ts .  The Board 
p e r c e i v e s  a s u p e r i n t e n d e n t  t o  do e v e r y th in g  needed 
a lm o s t  Im m edia te ly .  Boards d o n ' t  a lw a y j  want t o  h e a r  
t h a t  a p o l i c y  1 t  has e s t a b l i s h e d  e a r l i e r  may no t  be 
workable .  They a l s o  a t t e m p t  t o  a d m i n i s t r a t e  I n s t e a d  of  
be ing  p o l i c y  s e t t e r s .  Small  to w ns  have a way o f  making 
a smal l  I n c i d e n t  more e a r t h - s h a k i n g  than  1 t  a c t u a l l y  
should  be when 1 t  i n v o lv e s  t h e  school .

#55 The g r e a t e s t  problems today  a r e  t h e  Im pact  o f  unneces­
s a r y  f e d e r a l  and s t a t e  aud i t s*  r e g u la t io n s *  e t c .  These 
seem more n e a r ly  des igned  t o  t a k e  up t im e  o f  t h e  s t a f f  
t h a n  t o  l e a d  t o  any s i g n i f i c a n t  Improvement In e d u ca t io n  
uncover ing  of  non-com pllance  Items* e t c .

#56 Need more e d u c a t io n a l  e x c e l l e n c e  suppor ted  by unions.
Less l a b o r  a t t e n t i o n .  A d m i n i s t r a t o r s  need t o  be 
s t u d e n t s  o f  human m o t iv a t io n .
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#57 Only one Board wanted t o  run t h e  show I n s t e a d  o f  us
working t o g e t h e r .  So I l e f t *  and th e y  were  happy. 
T w e n ty - f iv e  y e a r s  a s  a school a d m i n i s t r a t o r — only  one 
y e a r  o f  t r o u b l e  a s  s t a t e d .

#58 S t a t e  r u l e s  on f i n a n c e  Im pac t  money r e d u c t io n .  Low-
Income h ous ing ;  m o b i l i t y  o f  p o p u l a t i o n s ;  l a c k  o f  j o b s .

#59 I n e p t  Board members make t h e  Jo b  a c h a l l e n g e .

#60 1. D e c l in in g  e n r o l l m e n t  1s our  m a jo r  problem. The
c l o s i n g  o f  b u i ld in g s*  t h e  moving of  s t a f f  from 
c lo se d  b u i l d i n g s  t o  e x i s t i n g  b u i l d i n g s  1n t h e  d i s ­
t r i c t #  t r a n s f e r r i n g  o f  a d m i n i s t r a t o r s  and d e a l i n g  
w i th  p e o p le ' s  l o y a l t i e s  t o  t h e  o ld  neighborhood 
school has  been somewhat d i f f i c u l t .  There  1s# how­
ever# a very  n e g a t i v e  e f f e c t  on t h e  c u r r i c u lu m  t h a t  
t r a n s p i r e s  when you move a te ache r#  from an a re a  
t h a t  h e / s h e  has  been t e a c h i n g  f o r  a number o f  y e a r s  
and 1s q u a l i f i e d  by t r a i n i n g  and e x p e r i e n c e  t o  an 
a r e a  t h a t  h e / s h e  has  n o t  t a u g h t  before# th rough  t h e  
s l o t t i n g  method o f  a r r a n g i n g  t e a c h e r s  by s e n i o r i t y  
t o  p o s i t i o n s  rem a in ing  1n t h e  school d i s t r i c t .  This 
problem 1s p a r t i c u l a r l y  t r u e  In t h e  m idd le  school 
where  t e a c h e r s  had* In t h e  past* r e q u e s te d  t o  t e ach  
a t  t h i s  l e v e l  because  they  en joyed  t h e  s tu d en t s#  and 
they  unders tood  t h e i r  very complex a d o l e s c e n t  behav­
i o r .  We have found t h a t  high school peop le  have  had 
ex t rem e  d i f f i c u l t y  1n a d j u s t i n g  t o  t h e  m idd le  school 
c h i l d .  We have used many methods o f  1nserv1ce  and 
s t a f f  development t o  deal w i th  t h i s  problem.

2 .  The second a re a  o f  concern  1s c l o s e l y  a s s o c i a t e d  
w i th  d e c l i n i n g  e n r o l l m e n t  and 1s t h e  m idd le  school 
problem t h a t  Invo lves  q u a l i f i c a t i o n  v e r s u s  c e r t i f i ­
c a t i o n .  The s t a t e  a l l o w s  anyone w i th  a K-8 c e r t i f i ­
c a t e  t o  t e a c h  In t h e  m idd le  school r e g a r d l e s s  o f  
academic  p r e p a r a t i o n  and anyone w i th  a secondary  
c e r t i f i c a t e  can te ac h  any c l a s s  1n g rades  7 and 8. 
Th is  has  caused us much alarm* and we have had some 
d i f f i c u l t y  In  making s u r e  q u a l i f i e d  people  a r e  
t e a c h i n g  In t h e  a r e a s  o f  t h e i r  e x p e r t i s e .  We 
ach ieved  du r in g  t h i s  p a s t  n e g o t i a t i o n s  sess ion#  
which ended 1n February  f o r  t h e  fo l l o w i n g  school 
year# new language  t h a t  mandates  t e a c h e r s  have two 
y e a r s  t o  a c q u i r e  a s u f f i c i e n t  academic  p r e p a r a t i o n  
1n s u b j e c t s  t h a t  th e y  w i l l  be p laced  1n where they  
have no t  had t r a i n i n g  1n t h e  p as t .  This  was a m a jo r  
b reak th rough  In o u r  n e g o t i a t i o n s  w i th  t h e  MEA-NEA.
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3 .  A f t e r  our  S e n a to r  was r e c a l l e d #  we had an unusua l ly  
w e l l - o r g a n i z e d  c i t i z e n s  r e v o l t  group 1n ou r  school 
d i s t r i c t .  Recently# a t  a t r u t h - 1 n - t a x a t 1 o n  h e a r in g  
we a p p r e c i a t e d  how w el l  t h e  c i t i z e n s  a g a i n s t  t a x e s  
were  o rgan ized .  We have a lw ays  had an o rg an ized  
c i t i z e n  group t h a t  opposes  t a x e s ;  however# t h e  num­
be rs  have In c re a s e d  a f t e r  t h e  s u c c e s s f u l  r e c a l l  o f  
o u r  S t a t e  s e n a to r .  I t  a p p ea r s  t h a t  t h i s  group had 
been lo o k in g  f o r  a new cause  and a p p a r e n t l y  our 
school d i s t r i c t  had been t a r g e t e d .  We have  n o t  
heard  t h e  end o f  t h e  d i s g r u n t l e d  t a x p a y e r  r e v o l t ;  
V o te r s  Choice Amendment and o t h e r  t y p e s  o f  l e g i s l a ­
t i o n  w i l l  emphas ize  t h e  p o p u l a r i t y  of  t h i s  group 1n 
t h e  s t a t e  o f  Michigan# and c e r t a i n l y  1n l o c a l  commu­
n i t i e s .

4 .  F ina l ly#  we cannot  d i s m i s s  t h e  problem t h a t  f a c e s  
o u t - o f - f o r m u l a  school  d i s t r i c t s .  The s t a t e  a id  
fo rm u la  has a very n e g a t i v e  e f f e c t  on a l l  o u t - o f ­
formula  d i s t r i c t s .

#61 I b e l i e v e  t h e  most  I m p o r t a n t  a s p e c t  1s m a i n t a i n i n g  and
promot ing  a p o s i t i v e  o u t look .  Be so  busy head ing  1n 
p o s i t i v e  d i r e c t i o n s  t h a t  you d o n ' t  have t i m e  t o  wallow 
In s e l f - p i t y .

#62 I 'm t o l d  by my s e n i o r  c o l l e a g u e s  t h a t  t h e r e  a r e  t h r e e
"B's" which an a t t e m p t  t o  e l i m i n a t e  w i l l  r e s u l t  In t h e  
demise o f  a p e r f e c t l y  we l1 - f u n c t i o n i n g  S u p e r in t e n d e n t :  

Beans ( h o t  lunch)
Buses ( t r a n s p o r t a t i o n )
B a s k e tb a l l  ( s p o r t s l l )

#63 N e g o t i a t i o n s  w i th  a l l  MEA a f f i l i a t e d  un ions .

#64 U nderf inanced ;  l a c k  of s u f f i c i e n t  a d m i n i s t r a t i v e  s u p p o r t
personnel  has a key In s e v e ra l  d i s t r i c t s .  Management 
In c lu d in g  S u p e r in t e n d e n t s  a r e  caugh t  1n a v i c i o u s  midd le  
p o s i t i o n  a s  a r e s u l t  o f  c o n f l i c t s  between Boards and 
employee g roups .

#65 I  have en joyed my work and t h i s  community s i n c e  1948. I
f i n d  1 t  d i f f i c u l t  t o  c o n s i d e r  l e a v i n g .

#66 Boards o f  Educa t ion  l a c k  u n d e r s t an d in g  o f  e d u c a t io n a l
a rena—t o o  p o l i t i c a l  and s e l f - s e r v i n g — no m is s i o n  tow ard  
k id s  f o r  some— use  Board o f f i c e  f o r  own i n t e r e s t — with  
a l l  e d u c a t io n a l  problems we need e n l i g h t e n e d  c i t i z e n s  t o
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meet  t h e  needs o f  e d u c a t io n — not  own personal#  p o l i t i c a l  
d e s i r e s — could  be more demise  o f  p u b l i c  educa tion#
Boards o b s o l e t e .

?67 [Two d i f f e r e n t  s u p e r i n t e n d e n t s  o f f e r e d  t h e  fo l l o w i n g
p i e c e  o f  d a ta  a s  t h e i r  r e s p o n s e . )
BIG DADDY IS DEAD I

School s u p e r i n t e n d e n t s  a r e  e x p e r i e n c in g  i n c r e a s i n g  
f r u s t r a t i o n  and f a i l u r e  1n r e p r e s e n t i n g  d i s t r i c t  a d m in i s ­
t r a t o r s  1n g a in in g  e q u i t a b l e  and f a i r  t r e a t m e n t  from 
l o c a l  boards  o f  e d u c a t io n  1n a d m i n i s t r a t i v e  c o n t r a c t s .

A d m i n i s t r a t o r s  a r e  b e a r in g  t h e  b r u n t  o f  t h e  f r u s t r a ­
t i o n s  and In e x p e r i e n c e  o f  l o c a l  boards  of  e d u c a t io n  
cau g h t  between t h e  f i s c a l  c o n s t r a i n t s  o f  Inadequa te  
fund ing  and t h e  ha rsh  demands and t a c t i c s  o f  w e l l -  
f in a n c ed  and m i l i t a n t  un ions  r e p r e s e n t i n g  t e a c h e r s  and 
s u p p o r t  pe rsonne l .  Decid ing  t o  "hold  t h e  l i n e "  on 
a d m i n i s t r a t i v e  b e n e f i t s  a s  t h e  only  employee group they  
can s u c c e s s f u l l y  domina te  1s becoming an a l l  t o o  f r e ­
qu e n t  r e a c t i o n  among lo c a l  boards .

Whereas s u p e r i n t e n d e n t s  f o r m e r ly  s e rved  a s  t h e  unof­
f i c i a l  n e g o t i a t o r  f o r  t h e  d i s t r i c t ' s  a d m i n i s t r a t i v e  
pe rsonnel  In c o n t r a c t  conce rns  a s  p a r t  o f  t h e i r  l e a d e r ­
s h ip  r o l e  under t h e  management team concept# an I n c r e a s ­
ing  number o f  s u p e r i n t e n d e n t s  have had t o  f o r s a k e  any 
p r e t e n s e  a s  t o  t h e i r  a b i l i t y  o r  i n t e r e s t  1n p la y in g  such 
a r o l e .  S u p e r in t e n d e n t s  f i n d  1 t  i n c r e a s i n g l y  d i f f i c u l t  
t o  defend th e m s e lv e s  a g a i n s t  a r b i t r a r y  and c a p r i c i o u s  
b e h av io r  on t h e  p a r t  o f  l o c a l  boards  and have l i t t l e  
c l o u t  r em a in in g  t o  a s s u r e  f a i r  t r e a t m e n t  f o r  a d m i n i s t r a ­
t o r s .

In a d d i t i o n  t o  a c t i v e  p o l i t i c a l  Involvement In 
a t t e m p t i n g  t o  a t t r a c t  and s u p p o r t  r e s p o n s i b l e  c i t i z e n s  
t o  seek e l e c t i o n  and s e r v e  on t h e  board# lo c a l  a d m in is ­
t r a t o r s  must rev iew t h e i r  communicat ion o p p o r t u n i t i e s  t o  
advance t h e i r  conce rns  and economic b e n e f i t  demands t o  
t h e  b o a rd .

A d m i n i s t r a t i v e  pe rsonnel  a r e  t h e  e s s e n t i a l  c o n d u i t  
f o r  a c t i o n  f o r  t h e  s u c c e s s  o f  every  d i s t r i c t .  How wel l  
they  meet  t h e i r  I n c r e a s i n g l y  complex demands In meld ing  
t h e  ru les#  r e g u l a t i o n s ,  demands# orders# g r ievances#  
p a r e n t a l  r e q u e s t s  and pup i l  a s p i r a t i o n s  t r a n s m i t t e d  t o  
them by t h e  board# su p e r in ten d e n t#  un ions  and community 
p r e s s u r e  groups  w i l l  d e te r m in e  w he ther  t h a t  d i s t r i c t  
moves to w a rd  e x c e l l e n c e  o r  s tu m b le s  In a morass  o f  
f r u s t r a t i o n .

Good boards  o f  e d u c a t io n  r e c o g n iz e  t h a t  t h e  q u a l i t y  
o f  t h e i r  a d m i n i s t r a t i v e  l e a d e r s h i p  group I s  t h e  p r im ary  
d e t e r m i n a n t  a s  t o  t h e  q u a l i t y  of  I t s  program f o r  k ids .
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Experienced s u p e r i n t e n d e n t s  r e l y  upon t h i s  o r g a n iz a ­
t i o n a l  t r u i s m .  Many c u r r e n t  boards  do no t  have t h e  
e x p e r ie n c e  o r  pe rsona l  backgrounds b rough t  t o  t h e  board 
t o  u n d e rs tan d  o r  a c c e p t  t h i s  e s s e n t i a l  p o s i t i o n .

Local a d m i n i s t r a t i v e  g roups  shou ld  c o n s i d e r  a more 
formal  approach t o  p l a c i n g  t h e i r  economic demands b e fo re  
t h e  board.

I b e l i e v e  t h a t  a d m i n i s t r a t o r s *  boards  o f  e d u ca t io n  
and s u p e r i n t e n d e n t s  would be well  s e rv ed  1f  a d m i n i s t r a ­
t o r s  r e t a i n  t h e  s e r v i c e s  o f  ex p e r ien c e d  and p r o f e s s i o n a l  
personnel  t o  r e p r e s e n t  t h e i r  I n t e r e s t s  1n such d i s c u s ­
s i o n s .

Boards o f  e d u c a t io n  and un ions  r e p r e s e n t i n g  t e a c h e r  
and s u p p o r t  personnel a l l  r e l y  upon pa id  p r o f e s s i o n a l  
a s s i s t a n c e  1n a d d r e s s in g  such q u e s t i o n s .  The educa­
t i o n a l  a r e n a  1s a s p e c i a l i z e d  e n t e r p r i s e  r e q u i r i n g  t h e  
development o f  a c o t e r i e  o f  such p r o f e s s i o n a l  personnel  
t o  r e p r e s e n t  a d m i n i s t r a t i v e  I n t e r e s t s  a s  has  a l r e a d y  
been accom pl ished  by o t h e r  p a r t i e s  Inc luded  w i t h i n  t h e  
e d u c a t io n a l  f a m i ly .  I d e n t i f y i n g  such a p r o f e s s i o n a l  
r e p r e s e n t a t i v e *  w i t h i n  t h e  f i n a n c i a l  r e s o u r c e s  o f  an 
a d m i n i s t r a t i v e  group r a n g in g  in  number from 5 t o  250* 
m ig h t  w e l l  be worth t h e  sea rch .

A d m i n i s t r a t o r s  and boards  o f  e d u c a t io n  must a d d re s s  
t h e  c r i t i c a l  I s su e  of  m a in t a in in g  t h e i r  r e l a t i o n s h i p  on 
a win /w in  b a s i s .  C i rcu m s tan ces  have  p laced  both groups  
In an I n c r e a s i n g l y  a d v e r s a r i a l  p o s t u r e  which must be 
a d d re s sed  1n new ways. N e i th e r  boards  nor a d m i n i s t r a ­
t i v e  c o a l i t i o n s  can win a t  t h e  expense o f  t h e  o t h e r  
p a r ty  f o r  1n doing so  they* 1n fac t*  a r e  t h e  l o s e r s .
The I n t r o d u c t i o n  o f  p r o f e s s i o n a l  management r e p r e s e n t a ­
t i v e s  I n t o  t h e  p ro c e ss  on b e h a l f  o f  a d m i n i s t r a t i v e  pe r ­
sonnel c o n ce rn in g  t h e i r  own economic w e l f a r e  and jo b  
c o n d i t i o n s  should  h e lp  a s s u r e  t h a t  both boards  of educa­
t i o n  and a d m i n i s t r a t o r s  a r e  c o l l e c t i v e  winners .

Why t h e  change  from t h e  p r a c t i c e s  o f  a decade  ago? 
The c o m p o s i t io n  o f  lo c a l  boards  o f  ed u ca t io n  has  changed 
d r a m a t i c a l l y  d u r in g  t h e  decade of  t h e  s e v e n t i e s  and th e  
f i r s t  h a l f  o f  t h e  e i g h t i e s .

C u r r e n t  boards  a r e  I n c r e a s i n g l y  composed o f  w e l l -  
meaning c i t i z e n s  w i th  l i m i t e d  e x p e r i e n c e  In conduc t ing  
m a jo r  e n t e r p r i s e s  and o f t l m e s  com m it ted  t o  s 1 n g le - 1 s s u e  
v i e w p o i n t s  which have swept  them t o  t h e  f o r e f r o n t  w i t h i n  
t h e i r  community. O rd in a r i ly *  a s  t h e  s c e n a r i o  1s e n ac te d  
a c r o s s  o u r  S ta te*  t h e  one p o i n t  t h a t  most such boards  
a g re e  on 1s t h a t  t h e  s u p e r i n t e n d e n t  has  t o  go.

S u p e r in t e n d e n t s  a r e  b a s i c a l l y  c a r p e tb a g g e r s .  W ith in  
t h e  S t a t e  o f  Michigan they  have no l e g a l  r e c o u r s e  t o  
c h a l l e n g e  a r b i t r a r y  and c a p r i c i o u s  a c t i o n s  by govern ing  
boards  o f  ed u ca t ion .  Such r e l a t i o n s h i p s  a r e  based



p r i m a r i l y  upon t r u s t *  f a i rn e s s*  honesty* I n t e g r i t y *  
r e s p e c t  and honorab le  conduct .  Such v a lu e s  have been 
l i t t l e  ev idenced  by a d i s t r e s s i n g l y  I n c r e a s i n g  number o f  
boards  1n m ee t in g  t h e i r  l e g a l  and moral o b l i g a t i o n s  t o  
t h e i r  c h i e f  e x e c u t iv e  o f f i c e r .

I s  1 t  any wonder t h a t  school a d m i n i s t r a t o r s  can no 
lo n g e r  r e l y  upon t h e  s u p e r i n t e n d e n t  t o  r e p r e s e n t  t h e i r  
I n t e r e s t s  w i th  t h e  l o c a l  board?  B1g Daddy 1s Dead!

What o p t i o n s  a r e  a v a i l a b l e  f o r  lo c a l  a d m i n i s t r a t o r s  
t o  a s s u r e  f a i r  t r e a t m e n t  from t h e  board on c o n s i d e r i n g  
t h e i r  economic w e l f a r e  and working c o n d i t i o n s ?

R e a l i s t i c a l l y *  a d m i n i s t r a t i v e  personnel  do n o t  have 
a s t r i k e  a s  a v i a b l e  o p t io n  t o  communicate  t h e i r  f r u s ­
t r a t i o n  and anger  a s  t o  how they  f e e l  th e y  a r e  being 
t r e a t e d  by a lo c a l  board o f  ed u ca t ion .  A d m i n i s t r a t o r s  
do n o t  need t o  s t r i k e .  I f  t h e  a d m i n i s t r a t o r s  o f  a 
d i s t r i c t  reach  t h e  p o i n t  where  th e y  wish they  cou ld  
s t r i k e  t o  communicate  such f e e l i n g s  t o  an I n s e n s i t i v e  o r  
I n e x p e r ie n ce d  board* t h e  l o c a l  board o f  e d u ca t io n  has 
a l r e a d y  l o s t .

I  s u g g e s t  a d m i n i s t r a t o r s  shou ld  t a k e  t h e  I n i t i a t i v e  
t o  a s s u r e  t h a t  communication w i th  t h e i r  board 1s so 
d i r e c t  and s p e c i f i c  t h a t  1 t  r e s u l t s  In a w1n/w1n co n c lu ­
s ion .  I a l s o  s u g g e s t  t h a t  l o c a l  boards  o f  ed u ca t io n  
t a k e  w h a tev e r  a c t i o n  1s a p p r o p r i a t e  t o  a s s u r e  t h a t  such 
p o s i t i v e  I n i t i a t i v e  I s  w e l l  r e c e iv e d .  The k id s  w i l l  be 
t h e  r e a l  w inners .  [ J a c k  A. Mobley* Super in tendent*
Owosso P u b l i c  Schoo ls ,  Michigan School Board J o u r n a l *
May 1984.]

The a p p a r e n t  m i s t r u s t  t h a t  lo c a l  c o n s t i t u e n c i e s  have f o r  
p u b l i c  o f f i c i a l s — s t a r t e d  w i th  W aterga te .

In t h i s  d i s t r i c t  f i n a n c i a l  d i f f i c u l t i e s  would have t o  
be ranked as  a "50" In compar ison  w i th  t h e  o t h e r  4 -3-2-1  
r a n k in g s .

I  h a v e  been  h e r e 3 2  y e a r s ,  14 a s  a p r i n c i p a l *  2 a s  a 
t e a c h e r  and 16 a s  S u p e r in t e n d e n t .  Th is  (1983-84) y e a r  
has  been t h e  most d i f f i c u l t  y e a r .  P l e a s e  read  "B1g 
Daddy's Dead*" Michigan School Board J o u r n a l * May 1984.

Have had a p l e a s a n t  exper ience*  bu t  s t r u g g l i n g  w i th  
f i n a n c i a l  problems In t h e  d i s t r i c t  y e a r ly .  S tu d e n t  
programs s u f f e r .  Taxpayers o rg a n iz e d  t o  keep t a x e s  
down. Many e l d e r l y  r e t i r e d  p e r so n s .

1. D e c l in in g  e n ro l lm e n t— p o s s i b l e  consol 1dat1 on.
2. D e c l in in g  community s u p p o r t— few er  p a r e n t s  o f

s c h o o l - a g e  c h i l d r e n .
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3 .  Change 1n t h e  co m p o s i t io n  o f  t h e  Board r e s u l t i n g  1n 
changes  1n e x p e c ta t io n s *  miss ions*  phi losophy* e t c .

4 .  Burnout— D e s i r e  f o r  g r e a t e r  c h a l l e n g e s .
5 .  Lack of r e s o u r c e s  t o  make t h e  j o b  rew ard in g  and 

a t t a i n m e n t  o f  g o a l s  f e a s i b l e — D e c l in e  In funds* 
people# resources#  f a c i l i t i e s  d e t e r i o r a t i n g #  
t r a n s p o r t a t i o n  c o s t s  e s c a l a t i n g *  e t c .

#73 Should develop e x p e r t i s e  In school  law* n e g o t i a t i o n s #
f in a n c e  a s  well  as  a r e a s  mentioned 1n su rvey .

#74 I  have had 11 y e a r s  of  be ing  t h e  A s s i s t a n t  S u p e r in t e n d ­
e n t  In t h e  same d i s t r i c t  I  am now S u p e r in ten d e n t .  That 
made t h e  j o b  much e a s i e r .

#75 In my opinion# Board o f  Educa t ion  members have d e c l in ed
1n t h e  l a s t  t e n  y e a r s .  Too many want t o  be board mem­
b e r s  f o r  n e g a t i v e  rea so n s  ( c u t  taxes#  t o o  many f r i l l s  1n 
curr icu lum# e tc . ) .  Once th e y  a r e  members# t o o  many do 
n o t  go t o  workshops t h a t  he lp  them become knowledgeable  
board  members. There a r e  a few y e t  t h a t  have  l e a d e r ­
ship# and I  am than k fu l  f o r  t h a t .  I  t h i n k  t h e  s m a l l e r  
number of  s tu d en t s*  and t h e  l a c k  o f  f i n a n c e s  a r e  t h e  
b i g g e s t  problems t h a t  c au se  s u p e r i n t e n d e n t s  d i f f i c u l t y  
1n managing a school  d i s t r i c t .  Hypocrisy I s  ve ry  high 
as  peo p le  acknowledge e d u c a t io n  1s im p o r t a n t  but do no t  
v o t e  f o r  m i l l  age o r  o t h e r  fo rms  o f  monetary re sponse .

#76 F inances  a r e  t h e  most s i g n i f i c a n t  problem 1n an In ­
fo rm ula  school d i s t r i c t  w i th  l e s s  than  a 36 m i l l  o p e ra ­
t i o n a l  budget.  Boards o f  e d u c a t io n  a r e  t h e  second 
g r e a t e s t  problem 1n any school d i s t r i c t .

#77 Tenure  c a s e s  have a l o n g - t e r m  Impact on a d i s t r i c t  and
may r e f l e c t  on t h e  S u p e r i n t e n d e n t ' s  t en u re .  Teacher 
c o n t r a c t  n e g o t i a t i o n s  a r e  a n o t h e r  b a t t l e g r o u n d .  The 
S u p e r in t e n d e n t  1s a lways  a t a r g e t .  The t r i c k  1s t o  no t  
become I d e n t i f i e d  a s  t h e  o b s t a c l e  t o  a s e t t l e m e n t  and a 
s t a t i o n a r y  t a r g e t .  The S u p e r in t e n d e n t  n ev e r  ha s  a 
p o s i t i o n  o t h e r  than  t h e  Board 's  p o s i t i o n .  Big egos  
become b ig  t a r g e t s .  The media  H k e s  b ig  egos.  They 
( r e p o r t e r s )  a r e  very  good a t  d e f l a t i n g  b ig  egos.  Be 
humble and keep your  tw o-yea r  c o n t r a c t  renewed.

#78 The d i s t r i c t  o f  my f i r s t  supe r In tendency  had e x t r e m e ly
d i f f i c u l t  f i n a n c i a l  problems which t h e  board  would n o t  
o r  co u ld  n o t  t a k e  t h e  n e ce s sa ry  s t e p s  t o  c o r r e c t .  The 
board chose  no t  t o  " b i t e  t h e  b u l l e t "  1n hopes t h e  problem 
would somehow j u s t  go away.
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#79 Loss o f  major employer had a s e r i o u s  Impac t  on spendab le
wages In o u r  community.  Th i s ,  1n t u r n ,  r e s u l t e d  1n a 
very  poor f i n a n c i a l  c l i m a t e ,  no t conducive  t o  easy  
m l l l a g e  passage .

#80 The q u a l i t y  o f  c i t i z e n s  w i l l i n g  t o  s e r v e  on e l e c t e d
Boards o f  Educa t ion  has  changed d r a m a t i c a l l y  d u r in g  t h e  
p a s t  decade. I n s t e a d  o f  community l e a d e r s ,  you have 
loud-m outhed community c r i t i c s  coming t o  t h e  f o r e f r o n t .  
R espons ib le  community l e a d e r s  a r e  u n w i l l i n g  t o  s u b j e c t  
t h e m s e lv e s  t o  t h e  o u t ra g e o u s  pe rsona l  and p r o f e s s i o n a l  
abuse  o f  p la y in g  such a v i s i b l e  l e a d e r s h i p  r o l e .  The 
e n t i r e  co ncep t  o f  l o c a l  c o n t r o l  th rough  l o c a l  boards  1s 
a hazard  In  my judgement .

#81 1. S t a t e  economics problems.
2 .  Going o u t  of  formula .
3 .  S tu d e n t  d e c l i n e .
4 .  Board s p l i t s .
5 .  Union g e t t i n g  I n t o  management.

#82 Air  Force began d i s m a n t l i n g  1n 1977, e v e n t u a l l y  r e s u l t ­
ing  In 80 s t u d e n t s  l o s t .  I n i t i a l  m l l l a g e  r e q u e s t  of  4.5 
m i l l s  (new) l o s t  1n June  o f  1980—3.46 new m i l l s  
approved 1n August, 1980. Had one bad y e a r  (1982-83) o f  
r e l a t i o n s h i p  w i th  Board. U nexpla inab le .  R e l a t i o n s h i p  
very  good p r e s e n t l y .

$83 Su rv iva l  1s dependent upon s t r a t e g i c  p l a n n in g — e x c e l l e n t
goal s e t t i n g — keeping  t h e  Board ov e r - in fo rm ed .

#84 Number of  f r i e n d s  d e c r e a s e s  a s  number o f  enemies
I n c r e a s e s .

#85 A d m i n i s t r a t i n g  union  r e l a t i o n s ;  school  c l o s i n g s  a s  a
r e s u l t  o f  d e c l i n i n g  e n r o l l m e n t ;  r e d u c t i o n  o f  f e d e r a l  
funds  t o  e d u c a t io n ;  b a l a n c in g  o f  S t a t e ' s  budget  a t  t h e  
expense  of  K-12 e d u c a t io n .

$86 1. F in a n c ia l  d i f f i c u l t i e s  due t o  t h e  g en e ra l  S t a t e
economy d u r ing  p a s t  f i v e  y e a r s .

2 .  An u l t r a - c o n s e r v a t i v e  community n o t  com m it ted  t o  a 
comprehensive  program o f  q u a l i t y .

3 .  An u n w i l l i n g n e s s  t o  pay f o r  a comprehensive  program.

Union problems have caused a g r e a t  deal  of  u n r e s t .



The b i g g e s t  hang-up 1s d e a l i n g  w i th  a s p e c i a l  I n t e r e s t  
group. In most  I n s t a n c e s  t h e i r  concern  I s  f o r  s a t i s ­
f y in g  t h e i r  needs.  They f a l l  t o  look a t  t h e  o v e r a l l  
e f f e c t  t h e i r  demand could  have on t h e  t o t a l  program.

F in a n c i a l  problems a r e  paramount.  D i f f e r e n t  e x p e c t a ­
t i o n s  between Board and s u p e r i n t e n d e n t s  can be d i s a s ­
t r o u s .  S t a f f  prob lems a r e  g e n e r a l l y  manageable  b u t  t a k e  
c o o p e r a t i v e  a t t i t u d e s  on t h e  p a r t  of  a l l  concerned.

F in an ces  have  had t h e  g r e a t e s t  d i s t r i c t  Impact# and they  
a r e  d i r e c t l y  r e l a t e d  t o  community a t t i t u d e s .

1. Absence of  mutual e v a l u a t i o n  o f  Board by Su p e r in ­
t e n d e n t  and v i c e - v e r s a .

2 .  Absence of  an e f f e c t i v e  PR program.
3 .  S t r e s s .
4 .  Unable t o  p l e a s e  a l l  peop le  a t  a l l  t im e s .

Teacher  un ions  and tenure#  a long w i th  c o u r t  d e c i s i o n s  
a g a i n s t  Board o f  Educa t ion  and t a x p a y e r s  a r e  t h e  g r e a t ­
e s t  f a c t o r  im p a c t in g  e d u c a t io n  today .  Schools  a r e  n o t  
h e r e  f o r  k i d s  bu t  f o r  o t h e r  purposes .  Too bad.

Unreasonable  demands by B o a r d / s t a f f / c o m m u n i ty — 
c o n t i n u a l l y  t o  " c u t  t h e  c o s t "  o f  e d u c a t io n .

D e f i n i t e  d e t e r i o r a t i o n  In Board member q u a l i t y  1n t e r m s  
o f  t h e i r  g o a l s .  There  has been a movement tow ard  
p o l i t i c a l  o r i e n t a t i o n #  s p e c i a l  I n t e r e s t  r e p r e s e n t a t i o n .  
R ep o r t s  such as  "A N a t ion  At Risk" have  hyped-up t h e  
a r c h - c o n s e r v a t l v e s .

I  p lan  t o  move as  o f t e n  a s  1s n ece s sa ry  t o  reach  my 
f i n a n c i a l  g o a l s .  This  does no t  e l i m i n a t e  going o u t s i d e  
of  e d u ca t io n .  I  made t h i s  d e c i s i o n  f i v e  y e a r s  ago when 
I  was a t e a c h e r .  I  have been an a t h l e t i c  d i r e c t o r #  
a s s i s t a n t  p r in c ip a l#  p r i n c i p a l #  and now a s u p e r i n t e n d e n t  
t o  a ch ie v e  my goa ls .  You must  be w i l l i n g  t o  be nomadic 
t o  g e t  where you w i l l  e v e n t u a l l y  be c o m fo r ta b le .

In t h e  urban s e t t i n g #  c r i m e  and v i o l e n c e  1n t h e  a r e a  of  
t h e  s ch o o l s  and 1n t h e  s ch o o l s  have an a d v e r se  e f f e c t .  
Schoo ls  l i k e  o t h e r  r e s i d e n t s  o f  urban a r e a s  a r e  t h e  
v i c t im s  o f  urban pove r ty  and I t s  m a n i f e s t a t i o n s .

The n i g h t  m ee t ings  r e a l l y  c u t  I n t o  my fam i ly  H f e .
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#98

#99

#100

#101

#102

#103

#104

The e n t i r e  a r e a  of  school f i n a n c in g  needs some a t t e n t i o n .  
S choo ls  must be run b a s i c a l l y  as  d i c t a t e d  by t h e  commu­
n i t y  because  o f  t h e  m l l l a g e  e l e c t i o n  p rocess .  The S t a t e  
should  s e t  a b a s i c  m l l l a g e  ra te»  t h e n  l e t  each community 
ask  f o r  a d d i t i o n a l  1 f  th e y  wish t o  have an e n r i c h e d  
sys tem.

We have buzz words l i k e  "Qual i ty* P u b l i c  Rela t ions*  
Communicat ions"  which mean very  l i t t l e  t o  g e t t i n g  t h e  
j o b  done. Most school d i s t r i c t s  do a f i n e  jo b  1 n t h i s  
a r e a ;  however* t h e  PRESS has  g iven  us  a bum ra p  and t h e  
p u b l i c  b e l i e v e s  them. The bottom l i n e  1s and a lw ays  w i l l  
be, Can o u r  p ro d u c t  s u r v i v e  1n t h i s  s o c i e t y ?

Time needed t o  g e t  t h e  f i n a n c e s  needed and n e g o t i a t i o n s  
a r e  my problem a r e a s .

S u p e r in t e n d e n t s  need t o  p lan  t o  s t a y  In a school d i s ­
t r i c t  long  enough t o  g e t  t h e  j o b  done. Some p lan  t o  
s t a y  only  a s h o r t  w h i l e  and th e n  move on. Some p l a c e ­
ment d i r e c t o r s  s t a r t  a sk in g  s u p e r i n t e n d e n t s  1 f  t h e y 'v e  
decided  t o  look f o r  a n o th e r  Job  a l m o s t  b e f o r e  they  know 
som eth ing  ab o u t  t h e  j o b  a t  hand. A school d i s t r i c t  
needs c o n t i n u i t y  In I t s  to p  a d m i n i s t r a t i v e  p o s i t i o n .  
Longer t e rm  c o n t r a c t s  should  be p e r m i t t e d  and th e n  
S u p e r in t e n d e n t s  should  n o t  l e a v e  u n t i l  y e a r s  o f  c o n t r a c t  
a r e  comple ted .

I  b e l i e v e  many d i s t r i c t s  say they  want le ad e rsh ip *  but  
t o o  few know what 1 t  1 s and a re  u n c o m fo r ta b le  w i th  1 t  1 f 
they  make such a d i sco v e ry .  "Main tenance" seems t o  be 
t h e  r e a l  o r d e r  o f  t h e  day. U n fo r t u n a t e ly  any people  
b u s in e s s  I n e v i t a b l y  d i s a l l o w s  m a in tenance— p r o g r e s s  o r  
r e g r e s s i o n  a r e  t h e  on ly  two a v a i l a b l e  o p t i o n s  one can 
pursue .  Most school boards  do no t  seem t o  be a b l e  t o  
g ra s p  t h i s  c o n cep t .

The lo n g e r  a pe rson  s e r v e s  a s  a Super in tenden t*  t h e  more 
d e c i s i o n s  t h a t  I n d iv i d u a l  has  t o  make t h a t  a f f e c t  o t h e r s  
a d v e r se ly .  A Board o f  Educa tion  which has  a h igh t u r n ­
over  a l s o  w i l l  c au se  a S u p e r in t e n d e n t  t o  have  a s h o r t  
t e n u re i  Every Board w an ts  " t h e i r  own p e r so n ,"  e s p e c i ­
a l l y  when t h e  m a j o r i t y  o f  members a r e  gone who o r i g i ­
n a l l y  s e l e c t e d  t h e  S u p e r in t en d e n t .

1. D i s t r i c t  f i n a n c i a l  problems ( s e v e r e ) .
2 . All a d m i n i s t r a t o r s *  in c lu d in g  Super in ten d en t*  new t o  

p o s i t i o n s .
3. Severe* n e g a t i v e  c o n t r a c t  problems r e s u l t i n g  In  a 

t e a c h e r  s t r i k e .
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4 .  R es ig n a t io n  o f  two exp er ien ced  Board members.
5. Newly e l e c t e d  Board members (3) wanted t o  manage t h e  

d i s t r i c t .
6 . Dec!1n1ng e n r o l lm e n t .
7 .  S t a t e  w i th h e ld  premised funding  (1981-83) .
8 . S u c c e s s f u l l y  passed  n e ce s sa ry  m l l l a g e  1n '83 a g a i n s t  

t h r e e  Board members'  w i sh es ;  s p l i t  Board; o t h e r  
problems r e s u l t e d  In my non-renewal  o f  c o n t rac t#  
which was okay w i th  me! Second s u p e r in ten d e n c y  
B o a r d -S u p e r ln te n d e n t  r e l a t i o n s  and f i n a n c i a l  problems 
a r e  s t i l l  two m a jo r  problems.

#105 Lack o f  good peop le  t o  be e l e c t e d  t o  Board o f  Education.
M l l la g e  i s s u e s .  U n io n iz a t io n .

#106 My conce rns  a r e  a lw ays  c e n t e r e d  around e x t e r n a l  " c rap"—
cour ts#  l e g i s l a t i o n #  f inances#  community# Board and 
s t a f f  g ive  me few (1 f  any) problems I  c a n ' t  manage 
e f f e c t i v e l y .

#107 My g r e a t e s t  problem has been w i th  Board members who
s i n c e r e l y  th o u g h t  they  knew t h i n g s  they  d id  no t  know. I 
have worked w i th  s u p e r i o r  board members— had a few who 
were  ve ry  poor. I t  t a k e s  g r e a t  e f f o r t  t o  be a q u a l i t y  
Board member— only  a few w i l l  e x e r t  1 t .

#108 1. Time s p e n t  f i g h t i n g  c o u r t  s u i t s  In s p e c i a l  e d u c a t io n
has h in d e red  my a b i l i t y  t o  work In o t h e r  a re as .  
S p ec ia l  Educat ion  laws  a r e  very  open f o r  
I n t e r p r e t a t i o n  and l e g a l  b a t t l e s .

2 .  N e g o t i a t i o n s  w i th  c e r t l f l e d / n o n c e r t l f l e d  un ions  have 
t a k e n  c o n s i d e r a b l e  t i m e  away from o t h e r  h ig h e r  p r i ­
o r i t y  e d u c a t io n a l  a r e a s .  (F inances  r e s t r i c t e d —  
l o n g e r / h a r d e r  n e g o t i a t i o n s ) .

#109 I  en joy  my work# b u t  t h e  s t r e s s  1s d i f f i c u l t  t o  deal
w i th .

#110 Newspaper r e p o r t i n g .  They a lways  look f o r  and r e p o r t
t h e  n e g a t i v e .

#111 The most d i f f i c u l t  t a s k  1s m ain tenance  o f  p o l i t i c a l
e q u i l i b r i u m  w h i l e  p ro v id in g  t h e  b e s t  p o s s i b l e  educa­
t i o n a l  program f o r  k ids .

The p reced ing  d e s c r i p t i v e  r e s e a rc h  d a ta  were  accum ula ted  a s  t h e  

r e s u l t  o f  r e sp o n d en t s  t a k i n g  enough t im e  t o  r e f l e c t  on and reduce  t o  

w r i t i n g  a d d i t i o n a l  I n s i g h t s  ga ined  th rough  t h e i r  e x p e r le n c e ( s )  as
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su p e r in te n d e n ts . A ll 521 su p e r in te n d e n ts  w ere asked t o  respond t o  th e

fo l l o w in g  s t a t e m e n t :

I f  you have t h e  time# any f u r t h e r  d e l i n e a t i o n  o f  f a c t o r s  (problems) 
im p a c t in g  your  p o s i t i o n  a s  a s u p e r i n t e n d e n t  w i l l  be most  h e l p f u l  1 n 
r e p o r t i n g  r e l e v a n t  d a ta  r e g a r d in g  t h i s  a r e a  of  concern  t o  p r e s e n t  
and f u t u r e  s u p e r i n t e n d e n t s .

An a t t e m p t  t o  f i n d  commonali ty  from t h e  comments o f f e r e d  by t h e  

1 1 1  r e sponden ts  answ er ing  t h e  above I n q u i r y  was d i f f i c u l t  due t o  t h e i r  

"cove r ing  t h e  w a t e r f r o n t "  1n t h e i r  responses .  Many re sponses  high­

l i g h t e d  s e v e ra l  o f  t h e  seven j o b - r e l a t e d  f a c t o r s  I d e n t i f i e d  In t h i s  

s tudy .  However# 1 t  was p o s s i b l e  t o  f i n d  p r e v a i l i n g  Im p r e s s io n s  t h a t  

were  s t r o n g l y  phrased  th ro u g h o u t  a l l  re sp o n d en t  comments. F in an c ia l  

D i f f i c u l t i e s #  o v e r a l l  Management Problems# B oard -Su p e r ln ten d en t  Rela­

t io n s#  and Board-Member E l e c t i o n s  a s  a r e a s  add ressed  by t h e  re sponden ts  

were more f r e q u e n t l y  mentioned th a n  any o f  t h e  o t h e r  seven p r o b le m a t i c  

a r e a s  used 1n t h i s  s tudy. S t a f f  C o n f l i c t s  1n t e r m s  o f  unionism# nego­

t i a t i o n s #  and t e n u r e  r e g u l a t i o n s  were  a l s o  f r e q u e n t l y  mentioned by t h e  

s u p e r i n t e n d e n t s  r e spond ing  t o  t h i s  q u e s t io n .

D e s c r i p t i v e  Data I I — Michigan A ss o c i a t i o n  of  
School A d m in i s t r a to r s

The purpose  of t h i s  s tudy  was t o  d e te rm in e  t h e  a d m i n i s t r a t i v e  

problems exp e r ien ced  by s u p e r i n t e n d e n t s  1n Michigan between 1972 and 

1984 t h a t  a d v e r s e ly  a f f e c t e d  t h e i r  a b i l i t y  t o  d i r e c t  t h e  b u s in e s s  o f  

t h e i r  school d i s t r i c t s  and t h e  co n co m i tan t  t u r n o v e r  r a t e  a t  t h i s  admln-  

1 s t r a t l v e  l e v e l .
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The 63 f i l e s  documenting t h e  d e s c r i p t i v e  r e s e a rc h  f o r  t h i s  

s e c t i o n  o f  t h e  s tu d y  were  found w i t h i n  t h e  a c t i v e  f i l e s  o f  t h e  Michigan 

A s s o c i a t i o n  of  School A d m in i s t r a to r s .  D e te r m in a t io n  t o  use  t h e  d a t a  

c o n ta in e d  1 n a p a r t i c u l a r  f i l e  and t h e  development o f  a v i g n e t t e  were  

based s o l e l y  on t h e  a v a i l a b i l i t y  o f  adequa te  i n f o r m a t i o n  c o n ta in e d  

w i t h i n  t h e  f i l e  1 n o r d e r  t o  r e l a t e  one of  t h e  seven I d e n t i f i e d  problem 

a r e a s  ex p e r ien c e d  by s u p e r i n t e n d e n t s  1 n t h e  pe r form ance  of  t h e i r  

p r e s c r i b e d  d u t i e s .  In t h e  v i g n e t t e s  repor ted*  fo l lo w - u p  I n f o rm a t io n  

l e a d i n g  t o  c l o s u r e  may no t  have been a v a i l a b l e  due t o  a v a r i e t y  o f  

c i r c u m s ta n c e s ;

1. The s i t u a t i o n  may have been r e s o lv e d  I n t e r n a l l y *

2 .  A c a s e  may n o t  have gone t o  c o u r t  f o r  a v a r i e t y  o f  reasons*

3 .  A compromise was s t r u c k  between t h e  p a r t i e s *  o r

4 . Hie  s u p e r i n t e n d e n t  a cc e p ted  a p o s i t i o n  1 n a n o th e r  d i s t r i c t *  

t o  name a few.

The d e s c r i p t i v e  r e s e a rc h  prov ided  h e r e  1n t h e  form o f  v i g n e t t e s  

1 s f o r  t h e  purpose  o f  I d e n t i f y i n g  th o s e  problem a r e a s  hav ing  t h e  

g r e a t e s t  f requency  of o ccu r rence  1n c o n t a c t s  w i th  MASA f o r  p r a c t i c i n g  

s u p e r i n t e n d e n t s .  S i x t y - t h r e e  c a s e s  were de te rm ined  by t h e  r e s e a r c h e r  

t o  be r e p r e s e n t a t i v e  1 n t e r m s  o f  e s t a b l i s h i n g  f requency o f  occu r ren ce  of 

t h e  seven problem a r e a s  by v i r t u e  o f  t h e  d a ta  c o n ta i n e d  w i t h i n  t h e  

f i l e .  A f t e r  r e v ie w in g  an In d iv i d u a l  case* a d e t e r m i n a t i o n  based on 

d e f i n i t i o n  was made a s  t o  t h e  problem a r e a  I d e n t i f i e d  a s  w e l l  a s  t h e  

major t h r u s t  o r  focus  o f  a v a i l a b l e  In f o r m a t io n  c o n ta in ed  w i t h i n  t h e  

f i l e .  The v i g n e t t e  was th e n  l a b e l e d  acco rd in g  t o  t h e  fo l lo w in g  code:
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B/SR = B oard -S u p erln ten d en t R e la t io n s

BE = Board-Member E l e c t i o n s

C/PR = Communicat ions/Public  R e l a t i o n s

PP/SpI = P u b l i c  P r e s s u r e / S p e c i a l  I n t e r e s t  Groups

SC = S t a f f  C o n f l i c t s

FD = F in a n c ia l  D i f f i c u l t i e s

HP = Management Problems

For rea sons  o f  c o n f i d e n t i a l i t y *  re sp o n d en ts '  names* names o f  school 

d i s t r i c t s *  l o c a t i o n s *  s p e c i f i c  dates*  etc.* were  e l i m i n a t e d .  All 63 

c a s e s  r e f l e c t  a t e n - y e a r  t im e  frame from 1972 t o  1982.

V ig n e t t e s

Board-Super1n te n d e n t  R e l a t i o n s ;

Case 1 B o a r d - s u p e r l n t e n d e n t  r e l a t i o n s  t r o u b l e s  began w i th  t h i s

s u p e r i n t e n d e n t  a s  a r e s u l t  o f  a budget  d e f i c i t  found by t h e  

S t a t e  a u d i t o r  when 1 t  was b e l i e v ed  t h a t  t h e r e  was no p o s s i ­

b i l i t y  o f  a d e f i c i t .  As p a r t  o f  a c o s t - c u t t i n g  measure  t h e  

p re v io u s  y e a r  t o  e l i m i n a t e  a $50*000 debt* t h e  board c u t  

funds  f o r  t h e i r  m id -y ea r  a u d i t i n g  s e r v i c e s .  Consequently* 

t h e  d i s t r i c t  used I n c o r r e c t  f i g u r e s  t h ro u g h o u t  t h e  year .  

Charges  o f  m a l feasance  were  f i r e d  a t  t h e  s u p e r i n t e n d e n t  

from members o f  t h e  community a t  s e v e r a l  subsequen t  school 

board m ee t ings  a s  w e l l  as  from board members th e m s e lv e s  

over  t h e  nex t  s e v e r a l  months.  Subsequently* a move was 

unde r taken  t o  t e r m i n a t e  t h e  s u p e r i n t e n d e n t  a s  a r e s u l t  o f  

t h e  numerous a l l e g a t i o n s  o f  Incompetence  r e s u l t i n g  from
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Case 2

problems a r i s i n g  a f t e r  t h e  budget d e f i c i t  was d iscovered# 

t h e  Improper l a y o f f  o f  t h r e e  t e a c h e r s  who were  s u b se q u e n t ly  

r e i n s t a t e d #  and a l e s s  t h a n  " p a s s in g  g rade"  on t h e  s u p e r i n ­

t e n d e n t ' s  e v a l u a t i o n  1 n t h e  a r e a s  o f  budge t  planning# con­

f l i c t  management# o r g a n iz a t io n #  and p u b l i c  r e l a t i o n s .  

Seve ra l  months l a t e r #  t h e  s u p e r i n t e n d e n t ' s  c o n t r a c t  was 

renewed by a 4-3  board  v o te  f o r  one y e a r .  School board 

members b e l i e v e d  a person should  be g iven  t h e  o p p o r tu n i ty  

t o  Improve# and t h e  " t im in g "  was n o t  r i g h t  f o r  changing  

a d m i n i s t r a t o r s .

Tenure  h e a r in g s  and a Supreme C o u r t  d e c i s i o n  f i n a l l y  

r e s o lv e d  t h e  c o n f l i c t  be tween t h i s  s u p e r i n t e n d e n t  and t h e  

school board. Upon f i r i n g  t h e  su p e r in te n d e n t#  t h e  board 

denied t h e  s u p e r i n t e n d e n t  any r i g h t  t o  be ing  a s s ig n e d  a 

t e a c h i n g  p o s i t i o n .  The Tenure  Commission upheld t h e  a p p e l ­

l a n t  t h a t  a t e a c h i n g  p o s i t i o n  was a r i g h t  t o  which ap p e l ­

l a n t  had been denied .  The Michigan Supreme C our t  r u l e d  

t h a t  t h e  t e rm  " t e a c h e r "  under t h e  t e a c h e r  t e n u r e  a c t  can 

In c lu d e  a s u p e r i n t e n d e n t  who 1 s c e r t i f i e d  a s  a t e a c h e r .  

Therefore#  work as  a s u p e r i n t e n d e n t  can q u a l i f y  a person  

f o r  t e n u r e  a s  a t e a c h e r .  However# t h e  work a s  a t e a c h e r  

was t o  have been f u l f i l l e d  w i t h i n  t h e  same d i s t r i c t  a s  any 

su b se q u e n t  a d m i n i s t r a t i v e  p o s l t l o n ( s )  h e ld  s i n c e  a t e a c h e r  

needs  t o  be e v a lu a t e d  as  a t e a c h e r  In a p a r t i c u l a r  d i s t r i c t
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Case 3

Case A

Case 5

f o r  two  y e a r s  s a t i s f a c t o r i l y  t o  a ch ie v e  t en u re .  The super ­

i n t e n d e n t  l o s t  a l l  a p p ea l s  due t o  h i s / h e r  t e a c h i n g  e x p e r i ­

ence  having  been f u l f i l l e d  1n a n o t h e r  d i s t r i c t .  The Tenure  

Commission 's  r u l i n g  was t h e r e f o r e  r e v e r se d .

S u p e r in t e n d e n t  r e q u e s te d  a s s i s t a n c e  from MASA due t o  I n d i ­

c a t i o n s  t h a t  t h e r e  would be a "blow-up" on h i s / h e r  c o n t r a c t  

renewal a t  t h e  nex t  school board meet ing .  A pparen t ly ,  1 t  

was t h e  f i r s t  t i m e  t h e  board would deal  w i th  an a c t u a l  

w r i t t e n  c o n t r a c t .  The f i l e  I n d i c a t e d  t h e  s i t u a t i o n  was 

r e s o lv e d  t o  t h e  a p p a r e n t  s a t i s f a c t i o n  o f  t h e  s u p e r i n t e n d ­

e n t .

S u p e r in t e n d e n t  r e q u e s te d  a l e g a l  I n t e r p r e t a t i o n  o f  h i s / h e r  

c o n t r a c t  w i th  t h i s  p a r t i c u l a r  board 1 n t e r m s  o f  e v a l u a t i o n ,  

r e n e w a l /n o n ren e w a l ,  and compensa t ion .  In e ssen ce ,  t h e  

board d id  no t  fo l lo w  any o f  I t s  t i m e l i n e s  f o r  a d d re s s in g  

t h e  above a r e a s  o f  concern ,  and a m eet ing  was scheduled  t o  

" d ea l"  w i th  t h e  s u p e r i n t e n d e n t ' s  c o n t r a c t  1 n t h e  ve ry  n ea r  

f u t u r e .  No fo l low -up  was a v a i l a b l e  on f i l e .

A r e q u e s t  f o r  a s s i s t a n c e  came t o  MASA r e l a t i v e  t o  t h e  

development  of  an e v a l u a t i o n  I n s t r u m e n t  f o r  t h e  p o s i t i o n  o f  

s u p e r i n t e n d e n t  and su b se q u e n t ly  r e s u l t e d  1 n t h e  development 

o f  t h i s  case .  Over a tw o - y e a r  p e r io d ,  a t e a c h e r - e v a l u a t i v e  

I n s t r u m e n t  was r e v i s e d  by t h e  a d m i n i s t r a t i v e  counc i l  o f  t h e  

d i s t r i c t  in q u e s t io n .  (The n o te s  do n o t  i n d i c a t e  1f
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t e a c h e r s  were  Involved  tn  t h i s  p rocess . )  Numerous I t e m s  of  

t h e  r e v i s e d  t e a c h e r - e v a l u a t l o n  form were g r i e v e d  and went 

t o  a r b i t r a t i o n .  The s u p e r i n t e n d e n t  q u e s t i o n e d  w he ther  o r  

n o t  a r e a s  deemed "wrongfu l"  by t h e  a r b i t r a t o r  In t h e  

t e a c h e r - e v a l u a t i v e  I n s t r u m e n t  cou ld  1 n f a c t  be a p p l i c a b l e  

In a d m i n i s t r a t i v e  e v a lu a t io n s*  s p e c i f i c a l l y  t h e  s u p e r i n ­

t e n d e n t ' s ,  The Board p r e s i d e n t  I n d i c a t e d  t o  t h e  s u p e r i n ­

t e n d e n t  t h a t  a m eet ing  h e ld  w i th  a "com mit tee"  of  t h e  board 

could  probab ly  r e s o l v e  " t h e  m a t te r#"  and 1 t  would n o t  

become an agenda Item. The s u p e r i n t e n d e n t  r e fu s e d  t o  fo l lo w  

t h e  board I n c l i n a t i o n  on t h e  b a s i s  t h a t  h i s / h e r  e v a l u a t i v e  

g u i d e l i n e s  c a l l e d  f o r  e v a l u a t i o n  b e f o r e  t h e  e n t i r e  board; 

and second* t h e  p ro c e s s  would most l i k e l y  be viewed a s  a 

c i r c u m v en t io n  of  t h e  Open Meet ings  Act. Areas covered by 

t h e  board  1 n t e r m s  o f  t h e i r  concern  ove r  t h e  s u p e r i n t e n d ­

e n t ' s  pe r form ance  were:  board no t  being Informed* board

being  maneuvered* some a d m i n i s t r a t o r s  n o t  being h e ld  

accountab le*  p r i o r i t i e s  o f  i n d iv id u a l  board members no t  

followed* and a "gap" between a d m i n i s t r a t i o n  and t h e  t e a c h ­

ing  s t a f f  1n g e n e r a l .  Apparen t ly  t h e  s i t u a t i o n  was 

r e s o lv e d  a s  t h e  f i l e  I n d i c a t e d  t h e  same person  was c o n t i n ­

u ing  1 n t h e  p o s i t i o n  of  s u p e r i n t e n d e n t  a f t e r  s e v e r a l  y e a r s  

had passed .
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Case 6

Case 7

With in  one y e a r  t h i s  p a r t i c u l a r  school d i s t r i c t  ex p er ienced  

a t e a c h e r  s t r i k e *  h e a te d  d e b a te  over a d i s p u te d  t e a c h e r  

c o n t ra c t*  t h e  r e c a l l  o f  t h e  board p re s id en t*  an a t t e m p t  t o  

r e c a l l  t h e  s e c r e t a r y  and t r e a s u r e r *  and t h e  d i s m i s s a l  o f  

t h e  s u p e r in t e n d e n t .  The d i s m is s a l  o f  t h e  s u p e r i n t e n d e n t  

was t h e  r e s u l t  o f  c h a rg es  b rough t  a g a i n s t  t h e  s u p e r i n t e n d ­

e n t  by t h e  board t r e a s u r e r  a c t i n g  a s  a " p r i v a t e  c i t i z e n . "  

However* t h e  board vo ted  t o  f i n a n c e  t h e  f i n a n c i a l  c o s t  o f  

t h e  c h a rg es  b rough t  a g a i n s t  t h e  s u p e r in t e n d e n t .  The 

c h a r g e s  f i l e d  a g a i n s t  t h e  s u p e r i n t e n d e n t  c i t e d  f a i l u r e  t o  

a d e q u a te ly  Inform t h e  board r e g a r d in g  t e a c h e r  n e g o t i a t i o n s  

and f i n a n c i a l  d i s c r e p a n c i e s  In t h e  d i s t r i c t  budget p roces ­

ses .  In a subsequen t  e l e c t i o n  f o l l o w i n g  t h e  s u p e r i n t e n d ­

e n t ' s  suspension* t h r e e  new board members were  e l e c t e d .  As 

a r e s u l t  o f  t h e  t h r e e  new board members being  e lec ted *  t h e  

s u p e r i n t e n d e n t  was r e i n s t a t e d  pending r e s o l u t i o n  o f  t h e  

c h a r g es  f i l e d .  By f a l l  o f  t h e  nex t  school year# a com p le te  

a u d i t  was conducted and t h e  s u p e r i n t e n d e n t  was v i n d i c a t e d  

o f  any m a l feasance  1 n t h e  pe r form ance  of  t h e  d u t i e s  o f  

h i s / h e r  o f f i c e .

Three  new board members d e fe a t e d  a t r i o  of  incumbents  and 

a l ig n e d  th e m s e lv e s  w i th  a s t r o n g  Incumbent* t h e  school 

board p r e s i d e n t .  A pparen t ly  what took p la c e  In t h i s  d i s ­

t r i c t  was a power s t r u g g l e  between t h e  board p r e s i d e n t  and 

t h e  s u p e r in t e n d e n t .  A com m it tee  of  t h r e e  board members and
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t h e  s u p e r i n t e n d e n t  dev ised  a proposal t o  come t o  t h e  t o t a l  

board  re g a rd in g  s a l a r y  I n c r e a s e s  and c o n t r a c t  c o n d i t i o n s  

f o r  c e n t r a l  o f f i c e  a d m i n i s t r a t o r s .  An argument e r u p te d  

between t h e  s u p e r i n t e n d e n t  and t h e  board p r e s i d e n t  r e s u l t ­

i n g  1 n t h e  board p r e s i d e n t  s t a t i n g  p u b l i c l y  a l l  t h a t  was 

needed was t h r e e  more v o te s  t o  t e r m i n a t e  t h e  s u p e r i n t e n d ­

e n t ' s  c o n t r a c t .  Also p a r t  o f  t h e  hidden agenda Involved  

b laming t h e  s u p e r i n t e n d e n t  f o r  a r e c e n t  t e a c h e r  s t r i k e .

With c o n s i d e r a b l e  community Involvement* t h e  m eet ing  t o  

"axe" t h e  s u p e r i n t e n d e n t  t u r n e d  I n t o  a s t a t e m e n t  o f  r e b u f f  

f o r  t h e  school  board p r e s i d e n t .  P e t i t i o n s  w i th  ove r  1*000 

s i g n a t u r e s  by community members and v a r io u s  employee groups  

shed new l i g h t  1 n t e r m s  o f  s u p p o r t  f o r  t h e  s u p e r in t e n d e n t .  

The s u p e r i n t e n d e n t  d id  p r e v a i l  and was g ra n te d  a t h r e e - y e a r  

e x t e n s i o n  on h i s / h e r  c o n t r a c t .

Case 8  The s u p e r i n t e n d e n t  had decided  t o  t e n d e r  h i s / h e r  r e s i g n a ­

t i o n  e f f e c t i v e  t h e  end o f  h i s / h e r  c o n t r a c t*  which had one 

y e a r  t o  run. In a s u r p r i s e  move* t h e  board decided  t o  

r e l i e v e  t h e  s u p e r i n t e n d e n t  o f  h i s / h e r  d u t i e s  and a p p o i n t  an 

a c t i n g  s u p e r i n t e n d e n t  w h i l e  th e y  conducted  an a l l - o u t  

s u p e r i n t e n d e n t  s ea rch .  The board bought t h e  r em a in d e r  o f  

t h e  s u p e r i n t e n d e n t ' s  c o n t r a c t  t o  a ch ie v e  t h e i r  goal.  Fur­

t h e r  c o n ce s s io n s  were  g ra n te d  by t h e  board 1 n t h i s  buy-out :  

f r i n g e s  f o r  t h e  f o l l o w i n g  y e a r  I f  no new p o s i t i o n  was
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found* no r e c r im in a t io n *  t e n u r e  a s  a teacher*  and r e l e a s e  

a t  any t im e  from t h e  a ppo in ted  I n t e r im  p o s i t i o n .  Under­

l y i n g  t h i s  ca se  was a touchy s i t u a t i o n  d e a l in g  w i th  t h e  

I s s u e  of  s u p e r i n t e n d e n t  r e s id en cy .  The board was desi rous*  

b u t  no r e s l d e n c y - r e q u l r e m e n t  language  was p r e s e n t  1 n t h e  

s u p e r i n t e n d e n t ' s  c o n t r a c t .

Case 3 Prob lem s such as  " l a c k  o f  communicating between t h e  su p e r ­

i n t e n d e n t  and some board members and d i f f e r e n c e s  In  manage­

ment s t y l e "  were  I d e n t i f i e d  a s  being t h e  causa l  f a c t o r s  1 n 

nonrenewal o f  t h i s  s u p e r i n t e n d e n t ' s  c o n t r a c t .  Th is  a c t i o n  

was ta k e n  1 n t h e  l a s t  y e a r  o f  t h e  c o n t r a c t  wel l  b e f o r e  t h e  

usua l  90-day r e q u i r e d  t i m e l i n e  f o r  n o t i c e  of  t e r m i n a t i o n .

Case 1 0  Renewal o f  c o n t r a c t  was denied f o r  t h e  s u p e r i n t e n d e n t  1n

t h i s  d i s t r i c t .  Even though t h e  re a so n s  were  kep t  o u t  of 

t h e  p re s s ,  t h e  s u p e r i n t e n d e n t ' s  e v a l u a t i o n  was conducted 1 n 

p u b l i c .  Gleaning  from t h o s e  proceedings* t h e  r a t i o n a l e  f o r  

t h e  nonrenewal a c t i o n  stemmed from a low e v a l u a t i v e  r a t i n g  

c i t i n g  t h e  s u p e r i n t e n d e n t ' s  I n a b i l i t y  t o  "promote  harmony 

among board  members by re c o g n iz in g  h o n e s t  and o b j e c t i v e  

d i f f e r e n c e s  o f  o p in io n  and h i s / h e r  I n a b i l i t y  t o  r e s o l v e  

d i f f e r e n c e s  by reach ing  consensus  th rough  e f f e c t i v e  compro­

mise ."  Legal q u e s t i o n s  a r o s e  a s  t o  t h e  end ing  d a t e  o f  t h e  

e f f e c t i v e  c o n t r a c t .  A l a w s u i t  was Imminent;  however* t h e
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Case 1 ]

Case 12

Case 13

s u p e r i n t e n d e n t  found a n o th e r  p o s i t i o n  o u t  o f  s t a t e #  l e a v in g  

t h e  c o n t r a c t - 1 eng th  q u e s t i o n  a moot p o in t .

A 4-3 vo te  n o t  t o  renew t h e  c o n t r a c t  o f  t h i s  s u p e r i n t e n d e n t  

r e s u l t e d  1n a r e c a l l  d r i v e  of  s e v e r a l  board members. The 

s u p e r i n t e n d e n t  was adv ised  t o  t a k e  a l o w - p r o f i l e  p o s t u r e  1 n 

any and a l l  r e c a l l  p roceed ings .  One board member s t a t e d  1 n 

a p u b l i c  m eet ing  t h a t  t h e  r e a so n s  f o r  nonrenewal cou ld  n o t  

be made p u b l i c  because  t h e  s u p e r i n t e n d e n t  would never  be 

a b l e  t o  s e c u re  a n o th e r  p o s i t i o n  anywhere (pa raph rased ) .  No 

f i l e  In f o r m a t io n  was prov ided  a s  t o  t h e  outcome o f  t h i s  

c a s e .

A swing board member proved t o  be a nem es is  f o r  a s u p e r i n ­

t e n d e n t  1n a n o th e r  4-3 v o t e  f o r  nonrenewal o f  c o n t r a c t  due 

t o  I n a b i l i t y  t o  l e a d  t h e  d i s t r i c t  w i th  "sound judgement# 

p o s i t i v e  p r o j e c t i o n  and c o n s i s ten cy # "  a s  s t a t e d  by a m a jo r -  

1 t y  o f  t h e  b o a rd .

Board e l e c t i o n s  worked f a v o ra b ly  t o  r e t a i n  t h i s  s u p e r i n ­

tenden t#  who was f i r e d  e a r l i e r  f o r  being an " In ad eq u a te  

l e a d e r . "  As a r e s u l t  o f  t h e  f i r i n g #  a r e c a l l  p e t i t i o n  was 

h e ld  s u c c e s s f u l ly #  and a su b seq u en t  e l e c t i o n  r e p l a c e d  a l l  

f o u r  board members who o r i g i n a l l y  voted t o  f i r e  t h e  su p e r ­

i n t e n d e n t .
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Case 14 Another s p l i t  board c a l l e d  t h i s  s u p e r i n t e n d e n t  I n t o  an

e x e c u t i v e  s e s s i o n  f o r  purposes  o f  d i s c u s s i n g  h i s / h e r  

e v a lu a t io n .  By a 4-3 v o t e  t h e  board  d id  n o t  e v a l u a t e  b u t  

I n s t e a d  c a l l e d  f o r  t h e  r e s i g n a t i o n  o f  t h e  s u p e r i n t e n d e n t  

based on t h e  l e a d e r s h i p  s t y l e  o f  "managing th rough  I n t i m i d a ­

t i o n . "  Three  d i s s e n t i n g  board  members b e l i e v e d  a power 

s t r u c t u r e  had been e s t a b l i s h e d  In t h e  school system f o r  

some t im e ,  and t h e  s u p e r i n t e n d e n t  ran  I n t o  t r o u b l e  when 

h e / s h e  managed t o  work around t h a t  s t r u c t u r e  r a t h e r  th a n  

manage w i t h i n  t h e  s t r u c t u r e ,  o r  go th rough  t h e  board.

Case 15 The s u p e r i n t e n d e n t  i n i t i a t e d  l i t i g a t i o n  a g a i n s t  h i s / h e r

school board a f t e r  I t  had become known t h a t  t h e  board had 

he ld  I l l e g a l  m e e t in g s  w i t h o u t  t h e  s u p e r i n t e n d e n t  p r e s e n t  t o  

d i s c u s s  t e r m i n a t i o n  of  h i s / h e r  c o n t r a c t .  Apparen t ly ,  t h e  

s u p e r i n t e n d e n t  was made aware  a t  a su b seq u en t  m eet ing  by a 

board  r e s o l u t i o n  no t  t o  renew h i s / h e r  c o n t r a c t .  However, 

t h e  s u p e r i n t e n d e n t  d id  no t  r e c e i v e  w r i t t e n  n o t i c e  from t h e  

board 90 days p r i o r  t o  t h e  end o f  t h e  c o n t r a c t ;  t h e r e f o r e ,  

t h e  l e g a l  r e q u i r e m e n t s  were n o t  met.  Th is  s i t u a t i o n  

r e s o l v e d  I t s e l f  a s  t h e  s u p e r i n t e n d e n t  se rved  o u t  t h e  l i f e  

o f  h i s / h e r  c o n t r a c t .

Case 16 S p l i t  d e c i s i o n s  and s p l i t  boards  can be n ig h tm a r i s h  f o r  

l o c a l  s u p e r i n t e n d e n t s .  On a 4 -3  s p l i t  d e c i s i o n  t h i s  

s u p e r i n t e n d e n t  was t e r m i n a t e d  due t o  " l a ck  o f  l e a d e r s h i p
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and l a c k  o f  communication.” T h i s  pe rson  had been s u p e r i n ­

t e n d e n t  f o r  s e v e r a l  y e a r s  and a t e a c h e r  In t h e  d i s t r i c t  f o r  

over  two decades.  Board members who voted  n o t  t o  renew t h e  

s u p e r i n t e n d e n t ' s  c o n t r a c t  s a i d  th e y  wanted t o  be " k ep t  more 

aw are  o f  t h e  d ay - to -d a y  I n s t a n c e s "  t h a t  happened 1 n t h e  

school d i s t r i c t .

Case 17 At a board m ee t in g  a d m i n i s t r a t i v e  c o n t r a c t s  were d iscussed* 

In c lu d in g  t h e  s u p e r i n t e n d e n t ' s .  The s u p e r i n t e n d e n t  had a 

t h r e e - y e a r  r o l l - o v e r  c o n t r a c t .  The board t o l d  t h e  s u p e r i n ­

t e n d e n t  h e / s h e  was doing a good job* bu t  m ot ions  were  made 

a s  f o l l o w s :

Extend c o n t r a c t  a n o t h e r  y e a r  ( th u s  a n o t h e r  t h r e e - y e a r  

run) b u t  reduce  s a l a r y  f a c t o r i n g .  L o s t  3 -4 .

P rov ide  a r a i s e  under t h e  p r e s e n t  s a l a r y  f a c t o r i n g  

fo rm u la  b u t  n o t  renew f o r  t h e  a d d i t i o n a l  y e a r  ( thus  l e a v i n g  

a t w o - y e a r  run on t h e  p r e s e n t  c o n t r a c t ) .  Passed 7-0 .  Now 

came t h e  t a s k  of  t h e  s u p e r i n t e n d e n t  t o  d e te r m in e  1 f  t h e  

board wanted h im /h e r  gone in two y e a r s  o r  1 f  t h e  d i f f e r ­

e n ces  could  be re so lv ed .

Case 1 8  A f t e r  s e r v in g  as  s u p e r i n t e n d e n t  f o r  ove r  11 years# t h e

board n o t i f i e d  t h i s  s u p e r i n t e n d e n t  t h a t  h i s / h e r  pe r form ance  

1 n t h e  l a s t  fou r  t o  s i x  months had been viewed a s  l e s s  th a n  

s a t i s f a c t o r y .  The board c i t e d  la ck  of  c o n f id e n ce  by some 

board members and p rom inen t  c i t i z e n s ,  " S u r p r i s e "  d e c i s i o n s
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made by t h e  s u p e r i n t e n d e n t  " w i th o u t  p o l l i n g  board members* 

l a c k  of s u b s t a n t i a t i n g  ev idence  1 n making c o n t r o v e r s i a l  

dec i s ions*"  and an o v e r a l l  " l a ck  o f  t r u s t  1 n t h e  s u p e r i n ­

t e n d e n t ' s  a b i l i t y  t o  run t h e  d i s t r i c t "  were c i t e d  a l so .

Th is  board a c t i o n  took  p la c e  s i x  months p r i o r  t o  t h e  su p e r ­

i n t e n d e n t ' s  c o n t r a c t  e x p i r i n g .

Case 19 A s u p e r i n t e n d e n t  asked f o r  a s s i s t a n c e  from MASA when h e / s h e

was n o t i f i e d  o f  an e x e c u t i v e  s e s s i o n  h e ld  by t h e  board and 

t h e i r  a t t o r n e y  w i th  t h e  s u p e r i n t e n d e n t  In a b s e n t i a .  The 

board asked t h e  s u p e r i n t e n d e n t  t o  t e n d e r  h i s / h e r  r e s i g n a ­

t i o n  e f f e c t i v e  t h e  end o f  t h e  s u p e r i n t e n d e n t ' s  co n t ra c t*  

which was one y e a r  hence.  In  exchange* t h e  board would no t  

e v a l u a t e  t h e  s u p e r i n t e n d e n t  t h e  l a s t  y e a r  o f  t h e  c o n t r a c t .  

No r e a so n s  a v a i l a b l e  f o r  r e s i g n a t i o n  demands on f i l e .

Case 20 At a r e g u l a r l y  schedu led  board m e e t in g  1n March* a 4 -12

v o t e  was ta k en  no t  t o  renew t h e  s u p e r i n t e n d e n t ' s  c o n t r a c t*  

which came a s  a t o t a l  s u r p r i s e .  The s u p e r i n t e n d e n t  had no 

Idea  t h e  board was even c o n s id e r in g  nonrenewal o f  h i s / h e r  

c o n t r a c t .  The s u p e r i n t e n d e n t  was quo ted  1 n t h e  media  a s  

s ay ing  t h a t  had t h e  board met w i th  h im /h e r  and e x p re s sed  

where t h e r e  were  problems* h e / s h e  would have been open t o  

t h e i r  c r i t i c i s m  and would have done h i s / h e r  b e s t  t o  r e c t i f y  

t h e  s i t u a t i o n .  In t h e  absence  of  any I n d i c a t i o n  t h a t  t h e r e  

were problems* t h e  a ssum pt ion  was t h a t  t h e  j o b  was be ing
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done a c c e p tab ly .  The s u p e r i n t e n d e n t  had he ld  t h e  to p  p o s t  

1n t h i s  d i s t r i c t  f o r  app rox im a te ly  seven  y e a r s .  Board 

members who voted  n o t  t o  renew h i s / h e r  c o n t r a c t  f e l t  " 1 t  

was t i m e  f o r  a change." Eventually* t h e  s u p e r i n t e n d e n t ' s  

c o n t r a c t  was renewed f o r  one y e a r  o n ly .

Case 21 B efo re  t h e  second y e a r  o f  a tw o -y e a r  c o n t r a c t*  t h e  board 1n

t h i s  d i s t r i c t  asked f o r  t h e  s u p e r i n t e n d e n t ' s  r e s i g n a t i o n .

No e v a l u a t i o n  o f  t h e  s u p e r i n t e n d e n t  had been conducted  as  

s e t  down 1 n t h e  t e rm s  o f  t h e  c o n t r a c t  be tween t h e  s u p e r i n ­

t e n d e n t  and t h e  board. The s u p e r i n t e n d e n t  a cq u i r ed  l e g a l  

ad v ice  from MASA and a r r i v e d  a t  a m u tu a l ly  a g r e e a b le  s e t ­

t l e m e n t  w i th  t h e  board.  No re a so n s  were s t a t e d  1 n t h e  

p r e s s  o r  board m in u te s  a s  t o  t h e  c a u s a l i t y  behind  t h e  

bo a rd ' s  r e q u e s t  t h a t  t h e  s u p e r i n t e n d e n t  r e s ig n .

Case 22 A poor r e l a t i o n s h i p  w i th  one or  two board members can

r e s u l t  In an e q u a l l y  d e v a s t a t i n g  e x p e r i e n c e  a s  1 f  a m a jo r ­

i t y  o f  t h e  board were  a t  odds w i th  I t s  s u p e r in t e n d e n t .

Such was t h e  c a s e  1n t h i s  d i s t r i c t *  where two board mem­

bers* forming a pe rsonnel  committee* were  t o  recommend t o  

t h e  rem a in ing  board e x t e n s io n  o r  nonrenewal o f  t h e  s u p e r i n ­

t e n d e n t ' s  c o n t r a c t .  S ince  t h e  two members on t h e  personnel  

c o m m it te e  were  h o s t i l e  t o  t h e  s u p e r in ten d e n t*  t h e i r  r e p o r t  

was l e s s  t h a n  suppor t ive*  c i t i n g  c h a rg es  t h a t  a d d re s sed  t h e  

s u p e r i n t e n d e n t  a c t i n g  " w i th o u t  board  approval on f i n a n c i a l
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m atte rs*  f a i l i n g  t o  in form t h e  board r e g a r d in g  m a t t e r s  

d e a l i n g  w i th  m l l l a g e  Issues*  f a i l u r e  t o  fo l lo w  th rough  on 

board d i r e c t i v e s  and c onduc t ing  i l l e g a l  e x e c u t i v e  s e s ­

s io n s . "  I r o n i c a l l y *  one o f  t h e s e  two board members a l s o  

reco rd ed  t h e  m inu tes  o f  t h e  board m ee t in g s  which a p p a r e n t l y  

were no t  perused by t h e  s u p e r i n t e n d e n t  b e fo re  d u p l i c a t i o n  

and d i s p e r s a l  and d id  n o t  show t h e  s u p e r i n t e n d e n t  1 n a 

f a v o r a b l e  l i g h t  1n t h e  eyes  o f  t h e  board  1n t o t a l .  How­

ever* a s  t i m e  passed* t h e  rem a in ing  board members "took 

on" t h e  m i n o r i t y  f a c t i o n  o f  t h e  board.  In t h e  meantime* 

c o n s i d e r a b l e  d u re s s  was f e l t  by t h i s  p a r t i c u l a r  s u p e r i n ­

t e n d e n t .

Case 23 Nonrenewal was vo ted  on by t h e  board and passed  In January* 

a f f e c t i n g  t h e  s u p e r i n t e n d e n t ' s  c o n t r a c t  which would e x p i r e  

t h e  fo l l o w i n g  June.  The s u p e r i n t e n d e n t  had been 1n t h i s  

p o s i t i o n  f o r  a p p ro x im a te ly  18 y e a r s .  Repor tedly* h e / s h e  

was d i sm is se d  a f t e r  s c o r in g  p o o r ly  on an e v a l u a t i o n  con­

ducted by t h e  board.  Poor s c o r e s  were  r a t e d  1n t h e  a r e a s  

o f  " l e a d e r s h i p  a b i l i t y  and r e l a t i o n s  w i th  t h e  board* commu­

n i t y  and school s t a f f . "  The s u p e r i n t e n d e n t  s u b se q u e n t ly  

th rough  MASA a c q u i r e d  l e g a l  adv ice  and fo r m u la t e d  a s t a t e ­

ment t o  t h e  board* s t a t i n g  " t e n u r e  1 n p o s i t i o n "  was a 

g ua ran teed  r i g h t  s i n c e  1 t  had n o t  been den ied  h i m / h e r  1 n 

t h e  s p e c i f i c  t e r m s  o f  t h e  c o n t r a c t .  Eventually* t h e  s u p e r ­

i n t e n d e n t ' s  c o n t r a c t  was renewed f o r  one year .
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Case 2k

Case 25

Case 26

A c o n t r a c t  b uy -ou t  of over $50#000 was In c u r r e d  by t h i s  

school board 1 n o r d e r  t o  t e r m i n a t e  t h e  s e r v i c e s  o f  t h e t r  

s u p e r i n t e n d e n t .  Reasons c i t e d  f o r  w ant ing  t o  t e r m i n a t e  t h e  

s u p e r i n t e n d e n t  c e n t e r e d  on " d i f f e r e n c e s  o f  o p in io n  and 

ph i losophy  w i th  r e s p e c t  t o  t h e  a d m i n i s t r a t i o n "  of t h e  

d i s t r i c t .  These d i f f e r e n c e s  were  a p p a r e n t l y  I r r e c o n c i l a b l e  

t o  t h e  p o i n t  t h e  board  was w i l l i n g  t o  pay f o r  e l i m i n a t i n g  

them. A m u tu a l ly  a g r e e a b l e  c o n c lu s io n  was a r r i v e d  a t  In 

t h i s  c a s e  between t h e  board and t h e  s u p e r i n t e n d e n t .

A f t e r  s e r v i n g  a s  a s u p e r i n t e n d e n t  f o r  ove r  e i g h t  years# t h e  

board c i t e d  a " d e t e r i o r a t i o n  of  c o n f id e n c e  In t h e  s u p e r i n ­

t e n d e n t ' s  l e a d e r s h i p  a s  w e l l  a s  s t a f f  and s t u d e n t  d i r e c t i o n  

and moral a "  The board asked f o r  a l e t t e r  o f  n o t i c e  t o  

r e t i r e  a t  t h e  end o f  t h e  s u p e r i n t e n d e n t ' s  c o n t r a c t  s i n c e  

they  had no l e g a l  grounds  t o  t e r m i n a t e  h im /h e r  b e fo re  t h e  

end ing  d a t e  o f  t h e  c o n t r a c t .

" W i l l f u l  v i o l a t i o n "  o f  t h e  t e r m s  of  t h e  c o n t r a c t  was c i t e d  

a s  cause  f o r  nonrenewal of  t h i s  s u p e r i n t e n d e n t ' s  c o n t r a c t .  

Apparently# t h e r e  had been a ve rb a l  ag reem en t  t h a t  t h e  

su p e r in ten d e n t#  when hired# would move I n t o  t h e  d i s t r i c t  as 

soon a s  h i s / h e r  home was so ld .  By t h e  end o f  t h e  second 

y e a r  t h e  move had s t i l l  n o t  been accomplished .  D isc repan ­

c i e s  e x i s t e d  between t h e  s u p e r i n t e n d e n t  and t h e  board a s  t o  

t h e  l e n g th  o f  t h e  c o n t r a c t .  The y e a r  p r i o r  t o  board a c t i o n



151

t a k e n  1 n nonrenewal of  t h e  s u p e r i n t e n d e n t ' s  c o n t r a c t*  t h e  

board moved t o  ex ten d  a l l  a d m i n i s t r a t o r s '  c o n t r a c t s  f o r  two 

y e a r s .  This  meant t h e  s u p e r i n t e n d e n t  b e l i e v e d  h i s / h e r  

c o n t r a c t  would c o n t i n u e  f o r  one more y e a r  p a s t  t h e  boa rd ' s  

d e c i s i o n  t o  t e r m i n a t e .  No fo l l o w - u p  was a v a i l a b l e  on f i l e .

Case 27 In t h e  second y e a r  s e r v in g  a s  t h e  s u p e r i n t e n d e n t  1n t h i s

d i s t r i c t *  t h e  board renewed h i s / h e r  c o n t r a c t  f o r  one y e a r  

1n Ju ly .  By t h e  f o l l o w i n g  October* t h e  s u p e r i n t e n d e n t  had 

s t i l l  n o t  r e c e iv e d  a w r i t t e n  c o n t r a c t .  He/she  c a l l e d  MASA 

q u e s t i o n i n g  w he ther  o r  no t  t e n u r e  was now g r a n t e d  1 n t h e  

s u p e r i n t e n d e n t ' s  p o s i t i o n  s i n c e  t e n u r e  had been denied 

v e r b a l l y  only  by board a c t i o n  t o  renew t h e  c o n t r a c t  f o r  one 

y e a r .  The s u p e r i n t e n d e n t  was a d v ise d  t h a t  t h e  t e n u r e  

d e n ia l  was s t i l l  c a r r i e d  over  from t h e  p re v io u s  y e a r ' s  con­

t r a c t  th rough  I n t e n t .  Fur ther*  1 t  1s t h e  s u p e r i n t e n d e n t ' s  

r e s p o n s i b i l i t y  t o  see  t o  1 t  t h a t  a c o n t r a c t  1 s developed 

and p re s e n te d  t o  t h e  board f o r  t h e i r  approval  o r  d i s a p ­

prova l  .

Case 2 8  In March* t h e  board vo ted  t o  ex tend  t h e  s u p e r i n t e n d e n t ' s

c o n t r a c t*  l e a v i n g  h im /h e r  t h r e e  y e a r s  t o  run on t h e  

e x i s t i n g  c o n t r a c t .  The s u p e r i n t e n d e n t  a p p a r e n t l y  d id  n o t  

reduce  t h e  board  a c t i o n  t o  w r i t i n g  1 n t e r m s  o f  a formal 

c o n t r a c t  f o r  t h e i r  approva l .  (MASA a t t o r n e y  I n t e r p r e t e d  

t h e  o f f e r  o f  a c o n t r a c t  needed t o  be responded t o  by t h e
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s u p e r i n t e n d e n t  1 n t e r m s  o f  a w r i t t e n  agreement  p r e s e n te d  t o  

them* t h e  board.) Subsequently*  t h e  board vo ted  In J u l y  t o  

r e s c i n d  t h e i r  a c t i o n  o f  t h e  March m eet ing  f o r  a t h r e e - y e a r  

e x t e n s i o n  of  t h e  c o n t r a c t  and v o te d  I n s t e a d  t o  d i r e c t  t h e  

s u p e r i n t e n d e n t  t o  p r e s e n t  a w r i t t e n  c o n t r a c t  f o r  t h e i r  

p e rusa l  f o r  a tw o -y ea r  e x t e n s i o n  o f  t h e  c o n t r a c t .

Board-Member E l e c t i o n s ;

Case 29 As a r e s u l t  o f  a change 1n t h e  make-up o f  t h e  school board 

a f t e r  board e l e c t i o n s *  t h e  s u p e r i n t e n d e n t  was e x p e r i e n c in g  

new d i f f i c u l t i e s  c e n t e r i n g  on an a p p a r e n t  new board p o s t u r e  

t o  t e r m i n a t e  h i s / h e r  c o n t r a c t .  Three board  members (newly 

e l e c t e d )  and one "swing" board  member p rov ided  o v e r t u r e s  as  

t o  t h e i r  I n c l i n a t i o n  t o  " f in d  a way ou t"  of  t h e  p r e s e n t  

s u p e r i n t e n d e n t ' s  c o n t r a c t .  Opin ions  from t h e  school board 

a t t o r n e y  were  r e q u e s t e d  by s e v e r a l  board members. They 

were  a d v ise d  th e y  were  bound by t h e  t e rm s  o f  t h e  s u p e r i n ­

t e n d e n t ' s  co n t ra c t*  and* f u r t h e r ,  they  were o v e r s t ep p in g  

t h e i r  po l icy -m ak in g  r o l e .  C o n s id e ra b le  b o a r d - s u p e r ln t e n d ­

e n t  s t r i f e  ensued: The a s s i s t a n t  s u p e r i n t e n d e n t  r e s ig n ed

due t o  h e a l t h  r e a so n s ;  a c o m m it te e  o f  "The 3" was formed t o  

look  a t  a p o s s i b l e  a p p o in te e  f o r  t h e  a s s i s t a n t ' s  p o s i t i o n ;  

and a log o f  d i s t r i c t  a d m i n i s t r a t i v e  a c t i v i t y  was req u e s te d  

by t h e  board 1 n v i o l a t i o n  o f  t h e  a d m i n i s t r a t i v e  m a s t e r  

agreement* t o  name a few.
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Case 30

P u b l i c  

Case 31

Case 32

B o a r d - s u p e r l n te n d e n t  r e l a t i o n s  can change d r a m a t i c a l l y  a s  a 

r e s u l t  o f  board  e l e c t i o n s  hav ing  t h e  t o t a l  e f f e c t  o f  

c o m p le t e ly  changing  t h e  complexion and p o s t u r e  o f  a board. 

In t h i s  ca se  t h e  e l e c t i o n  o f  two new board members and a 

change 1 n t h e  o f f i c e r  s t r u c t u r e  on t h e  board worked t o  t h e  

co n t in u a n ce  and enhancement o f  t h e  s u p e r i n t e n d e n t ’s 

c o n t r a c t  r a t h e r  than  t h e  t e r m i n a t i o n  o f  same, a s  was t h e  

i n d i c a t i o n  b e fo re  t h e  e l e c t i o n .

P r e s s u r e / S p e d a l  _ I n t e r e s t  Groups ;

All seven school board members a s  well  a s  t h e  s u p e r i n t e n d ­

e n t  1 n t h i s  d i s t r i c t  were  d e fe n d a n t s  and sued I n d i v i d u a l l y  

f o r  $1 , 0 0 0 , 0 0 0  each,  due t o  c h a r g e s  they  knowingly and 

w i l l f u l l y  denied  a c c e s s  o f  t h r e e  c h i l d r e n ,  from t h e  same 

f a m i ly ,  t o  s p e c i a l  e d u ca t io n  programs f o r  l e a r n i n g  d i s a ­

b i l i t i e s ,  No fo l lo w - u p  I n f o rm a t io n  was a v a i l a b l e  1n t h e  

f i l e .

I n j u n c t i v e  r e l i e f  was sought  by t h e  l o c a l  c i t i z e n r y  from 

t h e  c o u r t s  a g a i n s t  t h e  s u p e r i n t e n d e n t  o f  t h i s  d i s t r i c t ,  who 

recommended t h e  board e l i m i n a t e  t r a n s p o r t a t i o n  a s  a r e s u l t  

o f  two m l l l a g e  d e f e a t s .  I n j u n c t i v e  r e l i e f  was denied.  A 

subsequen t  m l l l a g e  was upheld s o l e l y  f o r  t h e  purpose  of  

r a i s i n g  revenue t o  fund t r a n s p o r t a t i o n  of  school  c h i l d r e n  

1n t h e  d i s t r i c t .  The m l l l a g e  passed.  A r e c a l l  e l e c t i o n  

was he ld  t o  r e c a l l  f i v e  board members who vo ted  t o
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e l i m i n a t e  busing. The r e c a l l  move f a i l e d  by a 2 t o  1 

margin .

Case 33 A t h l e t i c  funds  can become a very em ot iona l  I s sue /  as hap­

pened 1 n t h i s  s i t u a t i o n  w i th  a f u l l - b l o w n  I n v e s t i g a t i o n  

I n i t i a t e d  by community members# which 1 n t u r n  prompted a 

board I n v e s t i g a t i o n .  D i s c r e p a n c i e s  were  a l s o  found 1n 

candy sa les#  which were  conducted  by t h e  a t h l e t i c  d e p a r t ­

ment. The s u p e r i n t e n d e n t  came under a t t a c k  as  a r e s u l t  o f  

be ing  p e rc e iv e d  a s  ho ld in g  s u p e r v i s o r s  and a d m i n i s t r a t o r s  

l e s s  than  accoun tab le .

Case 3^ Apparently# a t  many board m ee t in g s  on-go ing  a t t a c k s  were

be ing  made by c i t i z e n s  upon t h e  s u p e r in t e n d e n t .  T h i s  

env i ronm en t  can o f t e n  cau se  board  members t o  p e r c e i v e  t h e i r  

s u p e r i n t e n d e n t  1 n a n e g a t i v e  l i g h t  and may I n t e n s i f y  a s  t h e  

a t t a c k s  con t in u e .  MASA adv ised  t h e  s u p e r i n t e n d e n t  o f  sev­

e r a l  o p t i o n s  t o  Implement 1 n an e f f o r t  t o  n e u t r a l i z e  t h e  

h e a t  from c e r t a i n  segments  of t h e  community.

Advise board p r e s i d e n t  a s  t o  h i s / h e r  o p t i o n s  in  d e a l i n g

w i th  t h i s  ty p e  of c o n f r o n t a t i o n  a t  board m eet ings  by:

a.  hav ing  c i t i z e n s  w r i t e  t h e i r  c o m p la in t s  and s u b m i t  

them t o  t h e  s u p e r i n t e n d e n t  so h e / s h e  cou ld  p r e p a re  

r e s p o n se s ;

b. board members cou ld  l i s t e n  and no t  respond In  a 

p u b l i c  meet ing ;
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c .  only  t h e  board p r e s i d e n t  cou ld  re spond;

d. 1 t  would be h e l p f u l  t o  have c i t i z e n s  make s u p p o r t ­

iv e  comments t o  t h e  board ab o u t  t h e  s u p e r in t e n d e n t .

This  would no t  be o rg a n iz ed  by t h e  s u p e r i n t e n d e n t .  No 

fo l low-up  was a v a i l a b l e  on t h i s  f i l e .

Case 35 P u b l i c  p r e s s u r e  r e s u l t i n g  from n e g a t i v e  media coverage

b ro u g h t  about a qu ick  d e c l i n e  1 n t h e  con f id en ce  t h e  board 

had 1n i t s  s u p e r i n t e n d e n t .  F o l low ing  media coverage  of  a 

s tudy  conducted by t h e  t o t a l  school d i s t r i c t  by an o u t s i d e  

agency* t h e  s u p e r i n t e n d e n t  was asked t o  r e s ig n .  T h is  was 

w i t h i n  t h e  same month t h e  s tudy f i n d i n g s  were  p r i n t e d  1 n 

t h e  l o c a l  newspaper.  C i t e d  a s  r e a so n s  f o r  a sk in g  f o r  t h e  

s u p e r i n t e n d e n t ' s  r e s i g n a t i o n  were  l a c k  o f  l e a d e r s h i p  s k i l l  

and an I n a b i l i t y  t o  make d e c i s io n s .

Staff..  C o n f l ic t s ;
Case 36 A l a w s u i t  was f i l e d  a g a i n s t  t h e  s u p e r i n t e n d e n t  1n t h i s

d i s t r i c t  f o r  $1 0 0 , 0 0 0  I n d i v i d u a l l y  on two coun ts  ( th u s  

$2 0 0 , 0 0 0  p lu s  damages),  and h e / s h e  was named as  a co­

d e fe n d an t  w i th  t h e  l o c a l  I n t e r n a t i o n a l  Union o f  O pera t ing  

Engineers  f o r  a l l e g e d l y  v i o l a t i n g  t h e  school d i s t r i c t ' s  

c o l l e c t i v e - b a r g a i n i n g  agreem ent  due t o  t h e  t e r m i n a t i n g  o f  a 

m ain tenance  employee who was a b s e n t  from work f o r  app ro x i ­

m a te ly  one year .  There  appeared t o  be some d i sc rep an cy  1n 

t h e  c a s e  as  t o  w he ther  an a c c i d e n t  s u s t a i n e d  cau s in g  t h e
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maintenance  employee t o  be a b s e n t  from work f o r  app rox i ­

m a te ly  one y e a r  was Job r e l a t e d .

Case 37 A te n u re d  t e a c h e r  r e q u e s te d  a d i s a b i l i t y  l e a v e  f o r  t h r e e

months. H i s / h e r  l e a v e  was den ied ,  and h i s / h e r  l e t t e r  t o  

t h e  board viewed and acc e p ted  a s  a l e t t e r  o f  r e s i g n a t i o n .  

Whereupon t h e  t e n u re d  t e a c h e r  r e t u r n e d  a f t e r  t h r e e  months 

and was denied  r e - e n t r y  In to  t h e  d i s t r i c t  as  an employee.

A s u i t  was f i l e d  by t h e  t e a c h e r ,  naming a s  pr im ary  defend­

a n t  t h e  s u p e r i n t e n d e n t  o f  t h e  d i s t r i c t .  The Tenure  Commis­

s io n  denied t h e  appeal on t h e  b a s i s  t h e  p l a i n t i f f  ( tenured  

t e a c h e r )  f a i l e d  t o  f i l e  t h e  c o m p la in t  w i t h i n  30 days of  t h e  

d e c i s io n  by t h e  c o n t r o l l i n g  board.  In f a c t ,  t h e  c o m p la in t  

was n o t  f i l e d  u n t i l  seven  months a f t e r  t h e  a l l e g e d  v i o l a ­

t i o n  of t h e  t e a c h e r ' s  t e n u r e  r i g h t s  by t h e  s u p e r i n t e n d e n t .  

C i v i l  s u i t  a c t i o n  was t h r e a t e n e d  by t h e  t e n u re d  t e a c h e r ' s  

a t t o r n e y .  The f i l e  does no t  c o n ta i n  any d a ta  p e r t a i n i n g  t o  

a c 1 v 1 l  s u i t .

Case 38 In t h e  mid-1970s,  a s u p e r i n t e n d e n t  was accused  by s e v e r a l

coaches  o f  be ing  i n t o x i c a t e d  w h i l e  conduc t ing  a meet ing.  

T h i s  a l l e g a t i o n  was p laced  1 n w r i t i n g  t o  t h i s  s u p e r i n t e n d ­

e n t  w i th  c o p ie s  t o  each board member. Counsel was so u g h t  

from MASA b e f o r e  t h e  s p e c i a l  e x e c u t i v e  board meet ing  

r e q u e s te d  by t h e  s u p e r in t e n d e n t .  A pparen t ly ,  t h e r e  was a 

h idden agenda. No fo l lo w - u p  on t h i s  s i t u a t i o n  was
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a v a i l a b l e  1n t h e  f i l e .  Next In f o r m a t io n  c e n t e r s  on t h e  

s u p e r i n t e n d e n t ' s  recommendation f o r  r e l e a s e  o f  an e lemen­

t a r y  p r i n c i p a l  and being  named a s  t h e  p r im ary  de fen d an t  1 n 

a su b se q u e n t  d v l l - a c t i o n  l a w s u i t .  Many months l a t e r #  

a f t e r  be ing  " to rpedoed"  by t h e  board a t  every  meeting# a 

cash s e t t l e m e n t  was agreed  t o  f o r  t h e  r em a in d e r  o f  t h e  

s u p e r i n t e n d e n t ' s  c o n t r a c t .

Case 39 C1v1l s u i t  was b ro u g h t  a g a i n s t  t h i s  s u p e r i n t e n d e n t  f o r  no t

r e i n s t a t i n g  an employee t o  h i s / h e r  o r i g i n a l  p o s i t i o n  a f t e r  

r e t u r n  from a medica l  (pregnancy) leave .  C our t  found no 

b a s i s  f o r  t h e  s u i t .

F i n a n c i a l _D i f f i c u l t i e s :

Case 40 R es ig n a t io n  o f  t h e  s u p e r i n t e n d e n t  o f  t h i s  d i s t r i c t  was

p r i m a r i l y  t h e  r e s u l t  o f  l o c a l  media hounding fo l l o w i n g  

" l e a k s "  from an unknown s o u rce  re g a rd in g  q u e s t i o n a b l e  

f i n a n c i a l  d e c i s i o n s  1 n t e r m s  of  s u p e r i n t e n d e n t  expense  

accoun t ing .  L a te r  media coverage  a l l  bu t v i n d i c a t e d  t h e  

s u p e r i n t e n d e n t  f o r  no t  much more th a n  " e x c e s s iv e  poor 

judgm en t ."

Case 41 The s u p e r i n t e n d e n t ' s  c o n t r a c t  was n o t  renewed due t o  t h e

board " e x e r c i s i n g  a l l  I t s  economic o p t io n s "  1n look ing  a t  

a d m i n i s t r a t i v e  r e o r g a n i z a t i o n .  I t  appeared  t h e  board was 

lo o k in g  a t  combin ing a p r i n c i p a l  p o s i t i o n  w i th  t h e
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supe r in tendency .  The p r e s e n t  s u p e r i n t e n d e n t  was no t  

q u e s t i o n e d  abou t  h i s / h e r  l i k e l i h o o d  o f  a c c e p t i n g  such a 

p o s i t i o n ,  nor was t h e  s u p e r i n t e n d e n t  Involved  1 n t h e  

p o t e n t i a l  r e o r g a n i z a t i o n .

Case k l  S u p e r in t e n d e n t s ,  more and more, f ace  c h a l l e n g e s  t h a t

focus  upon t h e  budgetary  p rocedures  and p o l i c i e s  Imple ­

mented 1n t h e i r  d i s t r i c t s .  The lo c a l  p r o s e c u t in g  a t t o r n e y  

conducted  an I n v e s t i g a t i o n  of  p o s s i b l e  i r r e g u l a r i t i e s  In 

t h e  d i s t r i c t ' s  f i n a n c i a l  p ro c e s se s .  The s u p e r i n t e n d e n t  was 

ex o n e ra te d  o f  any c r i m i n a l  I n t e n t ;  however,  s ev e ra l  

s t a t u t e s  were Invo lved  1 n t h e  " i r r e g u l a r i t i e s "  o f  t h i s  

s i t u a t i o n :

1.  MSA 28.758 (1) "No o f f i c e r  o r  employee of any govern­
menta l  agency a s  d e f in e d  In t h i s  s e c t i o n  s h a l l  p u rch ase  
o r  cause  t o  be purchased  any goods, wares ,  o r  merchan­
d i s e  o f  any d e s c r i p t i o n  wha tsoever  1 n t h e  name o f  o r  on 
t h e  c r e d i t  o f  such governmental  agency f o r  any o t h e r  
purpose  th a n  f o r  use  o r  r e s a l e  In t h e  r e g u l a r  cou rse  of  
t h e  o f f i c i a l  b u s in e s s  o f  such governmental  agency; o r  
s e l l  o r  o f f e r  f o r  s a l e  goods, w ares ,  o r  m erchand ise  
purchased 1 n t h e  name o f  o r  on t h e  c r e d i t  o f  such 
governmental  agency, a t  any p r i c e  o t h e r  th a n  t h e  p r i c e  
a t  which such goods a r e  o f f e r e d  g e n e r a l l y  t o  t h e  p u b l i c  
by such governmental  agency.

"For t h e  purposes  o f  t h i s  a c t i o n ,  'governmenta l  
agency '  s h a l l  be d e f in ed  t o  mean any and a l l  b ranches  
o r  d e p a r tm en t s  o f  t h e  s t a t e  government;  any and a l l  
b ranches  o r  d e p a r tm en t s  o f  t h e  government o f  any 
county ,  c i t y ,  v i l l a g e ,  school d i s t r i c t ,  townsh ip ,  o r  
o t h e r  munic ipa l  c o r p o r a t i o n  1 n t h e  s t a t e ;  and any com­
m is s io n ,  board,  o r  o t h e r  s i m i l a r  body o rg an ized  t o  
a s s i s t  1 n t h e  conduct o f  t h e  governmental  o r  p r o p r i e ­
t a r y  f u n c t io n s  o f  t h e  s t a t e  o r  lo c a l  government.

"Any person who s h a l l  v i o l a t e  any o f  t h e  p r o v i s i o n s  
o f  t h i s  s e c t i o n ,  s h a l l  be g u i l t y  of  a misdemeanor,  
p u n i s h a b le  by Im pr isonm ent  1 n t h e  county  J a i l  n o t  more 
t h a n  90 days o r  by a f i n e  of  no t  more th a n  J 1 0 0 , o r  by
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both such f i n e  and Im pr isonm ent  1 n t h e  d i s c r e t i o n  of 
t h e  c o u r t . ”

2 .  MSA 28.759 "All  o f f i c i a l  books, p apers ,  o r  r e c o rd s  
c r e a t e d  by o r  r e c e i v e d  In any o f f i c e  o r  agency o f  t h e  
S t a t e  o f  Michigan o r  I t s  p o l i t i c a l  s u b d i v i s i o n s ,  a r e  
d e c la re d  t o  be p u b l i c  p ro p e r ty ,  be long ing  t o  t h e  people  
o f  t h e  S t a t e  o f  M ic h i g a n .  . . . Any p e r s o n  who s h a l l  
w i l l f u l l y  c a r r y  away, m u t i l a t e  o r  d e s t r o y  any of such 
books, paper ,  r e co rd s ,  o r  any p a r t  o f  t h e  same, and any 
person who s h a l l  r e t a i n  and c o n t in u e  t o  hold p o s se s s io n  
o f  any books, papers  o r  r e c o r d s ,  o r  p a r t s  t h e r e o f ,  
be long ing  t o  t h e  a f o r e s a i d  o f f i c e s  and s h a l l  r e f u s e  t o  
d e l i v e r  up such books, p apers ,  r e c o rd s ,  o r  p a r t s  
t h e r e o f  t o  t h e  p ro p e r  o f f i c e r  having charge  of  t h e  
o f f i c e  t o  which such books, p apers ,  o r  r e c o r d s  belong 
upon demand be ing  made by such o f f i c e r  o r ,  1 n t h e  c a s e  
o f  t h e  d e fu n c t  o f f i c e ,  t h e  Michigan H i s t o r i c a l  Commis­
s i o n ,  s h a l l  be g u i l t y  o f  a misdemeanor,  p u n i s h a b le  by 
Im pr isonm ent  1 n t h e  s t a t e  p r i s o n  n o t  more than  two 
y e a r s  o r  by a f i n e  of  n o t  more th a n  $1 , 0 0 0 . 0 0 :

3 .  MSA 7.545 " I t  s h a l l  be unlawful f o r  any pe rson  t o  
r e f u s e  t o  make t h e  r e t u r n  r e q u i r e d  by t h i s  a c t ;  o r  t o  
make, o r  t o  a id ,  a b e t  o r  a s s i s t  a n o th e r  In making, any 
f a l s e  o r  f r a u d u l e n t  r e t u r n  o r  f a l s e  s t a t e m e n t  1 n any 
r e t u r n  r e q u i r e d  by t h i s  a c t ,  w i th  t h e  I n t e n t  t o  de f raud  
t h e  s t a t e  o r  t o  evade t h e  payment o f  t h e  t a x ,  o r  any 
p a r t  t h e r e o f ,  imposed by t h i s  a c t ;  o r  f o r  any person  t o  
a id ,  a b e t  o r  a s s i s t  a n o th e r  1 n any a t t e m p t  t o  evade t h e  
payment of t h e  t a x ,  o r  any p a r t  t h e r e o f ,  Imposed by 
t h i s  a c t ;  . . . .  Any p e r s o n  v i o l a t i n g  any  o f  t h e  
p r o v i s i o n s  o f  t h i s  a c t  s h a l l  be g u i l t y  o f  a misdemeanor 
and, on c o n v ic t i o n  t h e r e o f ,  s h a l l  be f i n e d  n o t  more 
than  $1 , 0 0 0 . 0 0  o r  im pr isoned  no t  exceeding  one y e a r  1 n 
t h e  county  j a i l  o r  punished  by both f i n e  and Im pr ison ­
ment,  a t  t h e  d i s c r e t i o n  o f  t h e  c o u r t  f o r  each and every 
v i o l a t i o n  o f  t h e  a c t .  . . . ”

Apparen t ly ,  t h e  e n t i r e  p ro c e s s  began as  a "w i tch  hunt"  on

t h e  p a r t  o f  two board members who were  s ee k in g  t e r m i n a t i o n

of t h i s  s u p e r in t e n d e n t .  In a subsequen t  board m ee t ing ,  a

5-2  v o te  was c a s t  t o  e x o n e r a te  t h e  s u p e r i n t e n d e n t ,  r e t a i n

h im /h e r  In t h e  same p o s i t i o n ,  and e s t a b l i s h  t i g h t e r

budge t ing  p r a c t i c e s  In l i n e  w i th  Michigan School Accounting

s t a t u t e s .
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Case 43 F in a n c i a l  problems proved t o  be a nemes is  f o r  t h i s  s u p e r in ­

t e n d e n t .  The s u p e r i n t e n d e n t  was suspended and then  subse ­

q u e n t ly  f i r e d  due t o  c h a r g es  by t h e  board o f  s e l f - d e a l i n g  

and f i n a n c i a l  I r r e g u l a r i t i e s  1 n t e r m s  o f  budge tary  p ro ce ­

dures .  The s u p e r i n t e n d e n t  f i l e d  a c i v i l  s u i t  cha rg in g  t h e  

board w i th  noncompllance  w i th  h i s / h e r  c o n t r a c t  t e r m s  t h a t  

d e a l t  w i th  due p ro c e s s  r i g h t s  1 n t h e  s i t u a t i o n  o f  r e l e a s e  

o r  t e r m i n a t i o n  o f  t h e  s e r v i c e s  o f  t h e  s u p e r in t e n d e n t .  The 

s u i t  a l s o  asked f o r  a c o n s i d e r a b l e  p u n i t i v e  damage s e t t l e ­

ment t o  be a s s e s s e d  a g a i n s t  each In d iv i d u a l  board member.

Management P rob lem s;

Case 44 The s u p e r i n t e n d e n t  in  t h i s  d i s t r i c t  was named as  a co­

de fen d an t  1 n an a c c l d e n t a l - d e a t h  c a s e  o f  a c h i l d  who dashed 

from t h e  driveway o f  h i s / h e r  home I n t o  t h e  path  of  an on­

coming t r u c k  t h a t  was schoo l -d1  s t r i c t  p rope r ty .  No f o l l o w -  

up was a v a i l a b l e  on f i l e .

Case 45 Students were charged by school personnel with drinking

w h i le  members o f  an i n t e r s c h o l a s t i c  a t h l e t i c  team and were 

s u b se q u e n t ly  suspended from t h e  team and a l l  s t a t e  and 

lo c a l  c o m p e t i t i o n s .  As a r e s u l t*  t h e  s u p e r i n t e n d e n t  was 

named as  c o -d e f e n d a n t  In a l a w s u i t  f i l e d  by t h e  p a r e n t s  of  

t h e  s t u d e n t s  In ques t ion*  c o n t e s t i n g  t h e  susp en s io n  which 

r e s u l t e d  1 n t h e i r  removal from t h e  team* c i t i n g  I r r e p a r a b l e  

damage t o  t h e i r  a t h l e t i c  c a r e e r s .  The s u i t  c la im ed  damages
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o f  $500,000 p lu s  $25,000 fo r  I n te r e s t  and a tto r n e y  f e e s .

An I n j u n c t i o n  was sought  by t h e  f a m i l i e s  and was ob ta in ed .  

According t o  t h e  f i l e ,  s i n c e  t h e  end o f  t h e  p a r t i c u l a r  

a t h l e t i c  season in  q u e s t i o n  had come and gone, t h e  l a w s u i t  

became a moot i s s u e .

Case A6  The s u p e r i n t e n d e n t  1n t h i s  d i s t r i c t  was charged  In a

l a w s u i t  w i th  a s s a u l t  and b a t t e r y  o f  a c h i l d  o f  t h e  school 

d i s t r i c t .  He/she  was 1n t h e  f i r s t  y e a r  of  a tw o -y e a r  

c o n t r a c t .  Within  t h e  n e x t  s e v e r a l  months t h e  s u p e r i n t e n d ­

e n t ' s  Job d e s c r i p t i o n  was changed d r a s t i c a l l y .  The admin­

i s t r a t i v e  a s s i s t a n t  was r e a s s ig n e d  by t h e  board  and given  

a l l  o f  t h e  s u p e r i n t e n d e n t ' s  d u t i e s  w i th  no change 1 n t i t l e .  

The s u p e r i n t e n d e n t  s u b m i t t e d  h i s / h e r  r e s i g n a t i o n  e f f e c t i v e  

a t  t h e  end o f  t h e  tw o - y e a r  c o n t r a c t .

Case ^7 Named 1n a summons from a U.S. D i s t r i c t  Cour t ,  t h i s  s u p e r ­

i n t e n d e n t  was charged  w i th  d i s c r i m i n a t i o n .  C our t  a c t i o n  

was d e c l in e d  by t h e  Michigan C1v1l R igh ts  Commission and 

t h e  Equal Employment O ppor tun i ty  Commission. D is c r im in a ­

t i o n  charges  c e n t e r e d  on a m a t e r n i t y  l e a v e  and t h e  "Board's  

a r b i t r a r y  d e c i s io n  no t  t o  award s i c k - l e a v e  b e n e f i t s " ;  

t h e r e f o r e ,  t h e  d i s c r i m i n a t i o n  s u i t  was f i l e d .  No fo l lo w - u p  

In f o r m a t io n  was a v a i l a b l e .
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Case ^ 8

Case *̂9

Case 50

Case 51

The s u p e r i n t e n d e n t  was named a c o -d e f e n d a n t  1n a l e g a l  s u i t  

s temming from an I n j u r y  s u s t a i n e d  by a c h i l d  In an e lemen­

t a r y  ph y s ica l  e d u c a t io n  c l a s s .  No f o l l o w - u p  I n f o rm a t io n  

was a v a i l a b l e  1 n t h e  f i l e .

The s u p e r i n t e n d e n t  was charged  as  a c o - d e f e n d a n t  1n a 

l a w s u i t  r e s u l t i n g  from “a c u t e  and s e r i o u s  p sy ch o lo g ica l  

d i s o r d e r  and I l l n e s s "  s u f f e r e d  by a s t u d e n t  who was In a 

c la s s ro o m  where t h e  t e a c h e r  was s h o t  by h i s / h e r  e s t r a n g e d  

spouse.  No f o l l o w - u p  I n f o rm a t io n  was a v a i l a b l e  In t h e  

f i l e .

C1v1l r i g h t s  c o m p la in t s  c e n t e r  on t h e  c a r e e r  of  t h e  su p e r ­

i n t e n d e n t  from t h i s  d i s t r i c t .  Charges  o f  sexua l  h a ra s sm e n t  

were  b rough t  a g a i n s t  t h e  s u p e r i n t e n d e n t  by an employee 1 n 

t h e  c e n t r a l  a d m i n i s t r a t i o n  o f f i c e .  The employee was seek ­

ing  j o b  s e c u r i t y  and a monetary  remedy from t h e  s u i t .  

Subsequently* over  t h e  n e x t  y e a r  t h e  board and t h e  s u p e r i n ­

t e n d e n t  cou ld  no t  come t o  agreement  on t h e  t e r m s  o f  h i s / h e r  

upcoming c o n t r a c t .  The s u p e r i n t e n d e n t  s o u g h t  employment 

e l se w h e re .

A l i b e l  s u i t  was b rough t  a g a i n s t  a community member by t h e  

s u p e r i n t e n d e n t  and school  board In t h i s  d i s t r i c t .  A 

c i t i z e n  had made c e r t a i n  a l l e g a t i o n s  r e g a rd in g  t h e  

c h a r a c t e r  o f  t h e  su p e r in ten d e n t*  a s  w e l l  a s  ch a rg es  

r e g a r d in g  budget  I n c o n s i s t e n c i e s  which r e f l e c t e d  a d v e r se ly
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on t h e  s u p e r i n t e n d e n t ' s  a b i l i t y  t o  run t h e  d i s t r i c t .  Also, 

c a u s in g  t h i s  a c t i o n  was t h e  community members'  d i s p e r s a l  o f  

l i t e r a t u r e  t o  t h e  community t h a t  was v iewed a s  " s c u r r i l o u s "  

t o  board  members and t h e  s u p e r i n t e n d e n t .  The s u p e r i n t e n d ­

e n t  and members o f  t h e  board viewed t h e  f H e r ( s )  as  d e l e t e ­

r i o u s  t o  t h e i r  m 111 age e l e c t i o n  e f f o r t s .  The c o u r t  ru le d  

a g a i n s t  t h e  s u p e r i n t e n d e n t  and t h e  board bu t  d id  n o t  hold 

them l i a b l e  f o r  r e im b u r s in g  c o s t s  t o  t h e  d i s t r i c t  I n c u r r e d  

1n l e g a l  f e e s  pa id  f o r  by t a x p a y e r  monies.

Case 52 A l a w s u i t  f i l e d  named t h e  s u p e r i n t e n d e n t  a c o -d e f e n d a n t  a s

t h e  r e s u l t  o f  I n j u r i e s  s u s t a i n e d  by an e l em en ta ry  c h i l d  

w h i l e  p la y in g  on p a r t i c u l a r  playground equipment.  The c a se  

was d i sm is sed  as  no n e g l ig e n c e  was proven.

Case 53 SuperIn tendency  problems# though they  may r e s u l t  1n con­

f l i c t  w i th  s c h o o l - b o a r d  members# can begin  th rough  t h e  

p e rc e iv e d  use of  budget  p rocedures .  Such 1s t h e  c a s e  1n 

t h i s  In s ta n ce .  The s u p e r i n t e n d e n t  a l low ed  and s igned  

checks  from an "un lawfu l  fund ($10#000)" t o  buy lun ch es  f o r  

h im /h e r s e l f #  f e l lo w  a d m i n i s t r a t o r s #  t o  buy f lo w e r s  f o r  

pe rsona l  f r i en d s#  s p e c i a l  r e c o g n i t io n s #  and fu n e r a l  f l o w e r  

expenses  as  w e l l .  The s u p e r i n t e n d e n t  was a l s o  charged  by 

t h e  a t t o r n e y  f o r  t h e  school  d i s t r i c t #  c l a i m i n g  t h e  s u p e r i n ­

t e n d e n t  was ove rp a id  f o r  s e v e ra l  y e a r s  due t o  an e r r o r  1n 

t h e  use  of  a co m p u ta t io n a l  fo rm ula  t o  e s t a b l i s h  s a l a r y
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Case 5k

Case 55

Case 56

Case 57

ranges. The su p e r in te n d e n t 's  c o n tr a c t  was n o t  renewed.

The s u p e r i n t e n d e n t  found new employment.

L i t i g a t i o n  posed a problem f o r  t h i s  s u p e r i n t e n d e n t  in  being 

named as  a d e fen d an t  1n a c 1 v 1 l - r 1 g h t s  s u i t  c l a i m i n g  t h e  

s u p e r i n t e n d e n t  I n t e r f e r e d  w i th  t h e  c i v i l  r i g h t s  o f  a 

t e a c h e r  who was on a medical  l e a v e  and was seek in g  r e i n ­

s t a t e m e n t  I n t o  t h e  t e a c h i n g  ranks  o f  t h e  d i s t r i c t .  Rein­

s t a t e m e n t  was denied pending r e q u i r e d  p s y c h i a t r i c  examina­

t i o n  by a p s y c h i a t r i s t  d e s ig n a te d  by t h e  d i s t r i c t .  No 

f o l l o w - u p  I n f o r m a t io n  was a v a i l a b l e  on f i l e .

In t h e  e a r l y  and mid-1970s* l a w s u i t s  were  being  f i l e d  In 

s e v e r a l  d i s t r i c t s  c e n t e r i n g  on t h e  m a t e r n 1 t y / s 1 c k - l e a v e  

I s su e .  The s u p e r i n t e n d e n t  In t h i s  d i s t r i c t  was Invo lved  1n 

one such c a s e .

L i t i g a t i o n  was b rough t  a g a i n s t  t h e  s u p e r i n t e n d e n t  a s  t h e  

r e s u l t  o f  an I n j u r y  s u s t a i n e d  by a h igh school  youth  who# 

as a r e s u l t  o f  be long ing  t o  an e x t r a c u r r i c u l a r  club# was 

asked t o  do some work norm al ly  performed by a m ain tenance  

employee.  The s t u d e n t  s u s t a i n e d  an I n j u r y  c au s in g  l o s s  o f  

s i g h t .  Follow-up In fo rm a t io n  was n o t  a v a i l a b l e  on f i l e .

A p r i n c i p a l  who was demoted and r e a s s i g n e d  a s  a c lass room  

t e a c h e r  f i l e d  s u i t  a g a i n s t  t h e  school  board and s u p e r i n ­

t e n d e n t  1n t h i s  d i s t r i c t .  The s u i t  charged  t h e  p r i n c i p a l
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had n o t  been se rv ed  w i th  any w r i t t e n  s t a t e m e n t s  conce rn ing  

s p e c i f i c  a c t s  o f  m a l fe a sa n ce  o r  misconduct.  The p r i n c i p a l  

so u g h t  and r e c e iv e d  I n j u n c t i v e  r e l i e f .  The s u p e r i n t e n d e n t  

and board were  o rde red  t o  comply w i th  p rocedura l  r e q u i r e ­

ments  as  e s t a b l i s h e d  by law and were  f u r t h e r  o rd e re d  t o  

appea r  b e fo re  t h e  c o u r t  t o  show cause.  Apparently* t h i s  

p r i n c i p a l  sp re ad  d e l e t e r i o u s  i n f o r m a t io n  abou t  t h e  s u p e r i n ­

t e n d e n t  around t h e  community. Subsequently* t h e  p r i n c i p a l  

was demoted bu t  won I n j u n c t i v e  r e l i e f  a s  s t a t e d .

Case 5 8  Two l a w s u i t s  had been f i l e d  a g a i n s t  t h i s  s u p e r in t e n d e n t .

The f i r s t  a l l e g e d  a c i v 1 l - r 1 g h t s  v i o l a t i o n  by t h e  s u p e r i n ­

tendent*  who r e f u s e d  t o  r e t a i n  a 7 0 - y e a r - o l d  t e a c h e r  whose 

c e r t i f i c a t i o n  was n o t  cu r ren t*  and a c e r t i f i e d  t e a c h e r  was 

appo in ted  t o  t h e  p o s i t i o n .  The second s u i t  r e s u l t e d  1n an 

I n j u r y  c a s e  o f  a h igh school s t u d e n t  who s u f f e r e d  damage t o  

a hand 1n an I n d u s t r i a l  a r t s  c l a s s .  No f u r t h e r  i n f o r m a t i o n  

was a v a i l a b l e  1n t h e  f i l e  as  t o  t h e  outcome o f  t h e s e  two 

c a s e s .

Case 59 This  s u p e r i n t e n d e n t  sough t  he lp  and a s s i s t a n c e  from MASA as

t h e  r e s u l t  o f  peremptory  n o t i f i c a t i o n  o f  p o s s i b l e  l i t i g a ­

t i o n  due t o  a problem 1n a fo rm er  d i s t r i c t  o f  which h e / s h e  

was fo rm er ly  t h e  s u p e r i n t e n d e n t .  Apparently* t h e  s u p e r i n ­

t e n d e n t ' s  p re v io u s  board took  a c t i o n  f o r  t e r m i n a t i o n  o f  a 

t e a c h e r ' s  s e r v i c e s .  However* t h e  s u p e r i n t e n d e n t  was 1n
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e r r o r  In fo l l o w i n g  e s t a b l i s h e d  p ro c e d u re  by f a l l i n g  t o  

p ro p e r ly  n o t i f y  t h e  t e a c h e r  w i t h i n  t h e  s t a t u t o r y  t i m e  l i m ­

i t s .  The board was o rd e re d  t o  pay t e n s  o f  thousands  o f  

d o l l a r s  1n back pay and was c o n te m p la t in g  s u in g  t h i s  su p e r ­

i n t e n d e n t  f o r  t h a t  amount o r  any amount a r r i v e d  a t  th rough 

a n e g o t i a t e d  s e t t l e m e n t .  No f o l l o w - u p  was a v a i l a b l e  on 

f i l e .

Case 60 As a r e s u l t  o f  a s e n i o r  sk ip  day* a f e m a le  s t u d e n t  was

raped  when s e v e r a l  o f  t h e  group l e f t  t h e  o r i g i n a l  p a r ty .

The s u p e r i n t e n d e n t  a long  w i th  s e v e ra l  s t a f f  members were 

charged  w i th  n e g l ig e n c e  In  no t  p re v e n t in g  harm t o  t h e  

f e m a le  s tu d e n t .  No f u r t h e r  I n f o rm a t io n  was a v a i l a b l e  on 

f i l e  a s  t o  t h e  outcome o f  t h e  s u i t .

Case 61 In  a n o th e r  l i t i g a t i o n  s u i t*  t h i s  s u p e r i n t e n d e n t  was sued as

a c o -d e f e n d a n t  1n t h e  c a s e  o f  a s t u d e n t  who was m o r t a l l y  

wounded by being  s t r u c k  by a c a r  a f t e r  be ing  dropped o f f  

from t h e  school bus. The s u i t  charged  n e g l ig e n c e  1n t h e  

s e l e c t i o n  o f  t h i s  p a r t i c u l a r  s i t e  f o r  d isem bark ing  s t u ­

den ts .  The s u i t  f i l e d  asked $1*000*000 1n damages p lu s  

c o u r t  c o s t s .

Case 62 Another l a w s u i t  naming t h e  s u p e r i n d e n t  as  a c o -d e fen d a n t  

stemmed from an I n j u r y  s u s t a i n e d  by an e lem en ta ry  s t u d e n t  

w h i l e  be ing  " fo rced "  t o  f u l f i l l  an e x e r c i s e  r e q u i r e m e n t  1n
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a p hys ica l  e d u ca t io n  c l a s s .  Negligence  and Improper  

a s s ig n m e n t  o f  a t e a c h e r  who was n o t  "com peten t” 1n t h i s  

a r e a  of I n s t r u c t i o n  w ere  d t e d  a l l e g a t i o n s  1n t h e  l a w s u i t .  

No fo l low -up  was a v a i l a b l e  on f i l e .

Case 6 3  A l a w s u i t  was f i l e d  naming t h e  s u p e r i n t e n d e n t  a s  co­

d e fe n d an t  In an I n j u r y  s u s t a i n e d  by an e lem en ta ry  s t u d e n t  

p a r t i c i p a t i n g  In a gym a c t i v i t y  on a gym bar.  Charges 

c e n t e r e d  on u n re a so n a b le  r i s k  o f  harm and n e g l ig e n c e  1n 

p r o v id in g  Inad eq u a te  s u p e r v i s io n .  No fo l lo w -u p  was a v a l l -  

a b l e  on f  11 e.

The d e s c r i p t i v e  r e s e a rc h  prov ided  h e r e  1n t h e  form of  v i g n e t t e s  

was f o r  t h e  purpose  of  I d e n t i f y i n g  t h o s e  problem a r e a s  hav ing  t h e  

g r e a t e s t  f requency  of occu r ren ce  1n c o n t a c t s  w i th  MASA f o r  p r a c t i c i n g  

s u p e r i n t e n d e n t s .  Tab le  4.18 p ro v id e s  t h e  f r equency  d i s t r i b u t i o n  of 

problem a r e a s  I d e n t i f i e d  1n t h e  63 c a s e s  from t h e  a c t i v e  f i l e s  o f  MASA.

Tab le  4 . 1 8 , — Frequency of problems r e p o r t e d .

I d e n t i f i e d  Problem Area
Number of  

Cases
Frequency

D i s t r i b u t i o n

B o a rd -S u p e r ln te n d e n t  R e l a t i o n s 28/63 463
Board-Member E l e c t i o n s 2/63 33
Commun1cat1ons/Publ1c R e l a t i o n s 0/63 —
P u b l i c  P r e s s u r e / S p e c i a l  I n t e r e s t  Groups 5/63 83a
S t a f f  C o n f l i c t s 4/63 63 a
F in an c ia l  D i f f i c u l t i e s 4/63 53 a
Management Problems 20/63 333

P e r c e n t a g e  has  been rounded o f f .
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The d e s c r i p t i v e  da ta  r e p o r t e d  from t h e  two sources* (1) survey 

r e sp o n se s  and (2) t h e  v i g n e t t e s  developed from t h e  MASA f i l e s *  sup­

p o r ted  t h e  s t a t i s t i c a l  ev idence  r e p o r t e d  1n t h i s  chap te r#  p a r t i c u l a r l y  

1n t h e  a r e a  o f  B o a r d -S u p e r ln te n d e n t  R e l a t i o n s .  Most f r e q u e n t l y  (46%)# 

c o n t a c t s  were  made t o  MASA f o r  a s s i s t a n c e  1n t h e  a r e a  o f  Board- 

S u p e r ln t en d e n t  R e l a t i o n s .  Management Problems were  mentioned a lm o s t  as  

f r e q u e n t l y  1n re sp o n se s  from t h e  survey  Inq u i ry  as  were  comments on 

B o a r d -S u p e r ln te n d e n t  R e l a t i o n s .  The second most f r e q u e n t  need of 

s u p e r i n t e n d e n t s  f o r  c o n s u l t i v e  s e r v i c e s  from MASA appeared  t o  be 1n t h e  

a rea  o f  Management Problems (20%).

.Summary
In t h i s  c h a p t e r  seven hypo theses  and a demographic d a ta  

q u e s t i o n  s t a t e d  1n Chapter  I were  reexamined and s t a t e d  1n t h e  form of  

n u l l  hypo theses  f o r  t e s t i n g .  Seven r e s e a r c h  hypotheses  were p re s e n te d  

and analyzed# as w e l l  as  t h e  demographic  d a ta  q u e s t i o n  by t h i s  w r i t e r  

1n l i g h t  o f  t h e  ev idence  c o l l e c t e d .  Demographic da ta  c o l l e c t e d  from a 

survey  of  521 Michigan p u b l i c  school s u p e r i n t e n d e n t s  were  a l s o  p re ­

s en ted ,  These d a t a  r e p r e s e n t e d  r e sp o n se s  from 366 s u p e r i n t e n d e n t  who 

r e t u r n e d  t h e  survey.

A c h 1 - s q u a re  compar ison  was used t o  I n v e s t i g a t e  t h e  seven 

hypotheses .  The s t a t i s t i c  used t o  measure  t h e  s i g n i f i c a n c e  o f  t h e  da ta  

was t h e  t - t e s t  of  s i g n i f i c a n c e .  Hypotheses 1 and 2 were r e j e c te d #  

based on t h e  da ta  ga thered .  Hypotheses  3 th ro u g h  7 were accepted* 

based on t h e  r e s u l t s  o f  t h e  f i n d i n g s .  While no s i g n i f i c a n t
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r e l a t i o n s h i p  was e s t a b l i s h e d  In t e s t i n g  Hypothes is  6# s u p e r i n t e n d e n t s  

overw helm ing ly  s e l e c t e d  t h e  v a r i a b l e  1n t h i s  h y p o th e s i s  a s  having t h e  

most s i g n i f i c a n t  a d v e r se  e f f e c t  on t h e i r  a b i l i t y  t o  f u l f i l l  t h e  d u t i e s  

o f  t h e i r  o f f i c e .

A two-way MANOVA t e s t  was used t o  I n v e s t i g a t e  t h e  demographic  

d a t a  q u e s t i o n .  The s t a t i s t i c  used t o  measure  t h e  s i g n i f i c a n c e  of  t h e  

d a ta  was t h e  F - t e s t  of  s i g n i f i c a n c e .  The q u e s t i o n  a s  t o  p rev ious  

s u p e r in te n d e n c y  e x p e r i e n c e  changing p e r c e p t i o n s  o f  t h e  problems 

ex p e r ien c e d  w h i l e  1n o f f i c e  was r e j e c t e d  with  F = .071 .

D e s c r i p t i v e  d a ta  were  r e p o r t e d  from t h e  fo l l o w i n g  two s o u rc e s :  

(1) 111 survey re s p o n d e n t s '  answers  t o  an e s sa y  q u e s t i o n  and (2) 63 

c a s e s  c i t e d  from t h e  a c t i v e  f i l e s  of  MASA r e p o r t e d  1n t h e  form o f  

v i g n e t t e s .

C hap te r  V 1s devoted t o  a c o n c i s e  summary of  t h e  r e s e a rc h  

c o n c lu s io n s ,  I m p l i c a t i o n s ,  and s u g g e s t i o n s  o f  q u e s t i o n s  f o r  f u r t h e r  

s tu d y .



CHAPTER V

SUMMARY, CONCLUSIONS, AND RECOMMENDATIONS

This  f i n a l  c h a p t e r  1s devoted t o  a summary of  t h e  s tu d y ,  a 

d i s c u s s i o n  of  t h e  c o n c lu s io n s  drawn from t h e  da ta  c o l l e c t e d ,  and 

recommendations and I m p l i c a t i o n s  f o r  f u t u r e  r e s e a r c h .

Summary

Purpose  o f  t h e  Study

1. The purpose  of  t h i s  s tudy  was t o  d e te r m in e  t h o s e  ad m in is ­

t r a t i v e  problems ex p e r ien c e d  by s u p e r i n t e n d e n t s  In  Michigan between 

1972 and 1984 t h a t  a d v e r s e ly  a f f e c t e d  t h e i r  a b i l i t y  t o  e f f e c t i v e l y  

d i r e c t  t h e  b u s in e s s  o f  t h e i r  school d i s t r i c t s  t h a t  r e s u l t e d  1n t u r n o v e r  

(v o lu n ta ry  or I n v o lu n ta ry )  a t  t h i s  a d m i n i s t r a t i v e  l e v e l .

2. Seven v a r i a b l e s  (problem a re a s )  were  I d e n t i f i e d  a f t e r  a 

p r e l i m i n a r y  review o f  p re v io u s  s t u d i e s  as  w e l l  as  from d i s c u s s i o n s  w i th  

s u p e r i n t e n d e n t s  p r e s e n t l y  in  t h e  f i e l d .  The s e l e c t e d  f a c t o r s  a r e :

B o a r d -S u p e r ln te n d e n t  R e l a t i o n s  

Board-Member E l e c t i o n s  

Commun1cat1ons/Publ1c R e l a t i o n s  

P u b l i c  P r e s s u r e / S p e d a l  I n t e r e s t  Groups 

S t a f f  Conf1 l e t s

170
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F in a n c ia l  D i f f i c u l t i e s

Management Problems

3. C lo se ly  a l l i e d  w i th  t h e  purpose  of t h i s  s tudy  was t o  

a s c e r t a i n  1f any one o r  more o f  t h e  problem a r e a s  could  be s i n g l e d  o u t  

a s  t h e  c o n s t a n t  f a c t o r  which co u ld  be c o n s id e re d  o f  pr im ary  c a u s a l i t y  

1n t h e  t u r n o v e r  r a t e  a t  t h i s  a d m i n i s t r a t i v e  l e v e l .

4. The s tudy a d d i t i o n a l l y  sough t  t o  d e te r m in e  1 f  s i g n i f i c a n t  

d i f f e r e n c e s  could  be found In s u p e r i n t e n d e n t  p e r c e p t i o n s  o f  t h e  degree  

o f  ad v e rse  e f f e c t  o f  t h e  problem a r e a s  due t o  p re v io u s  su p e r in te n d e n c e  

e x p e r i e n c e .

5. D e s c r i p t i v e  d a ta  were  documented from two so u rc e s ;  (a) t h e  

su rvey  m a i led  t o  521 Michigan p u b l i c  school  s u p e r i n t e n d e n t s  In May 1984 

( see  Appendix A) and (b) 63 c a s e s  p u l l e d  from t h e  a c t i v e  f i l e s  o f  t h e  

Michigan A ss o c ia t io n  o f  School A d m i n i s t r a t o r s  (MASA), r e p o r t e d  1n t h e  

form o f  v i g n e t t e s .  The purpose  h e re  was t o  p rov ide  r e c e n t  s u p e r i n t e n d ­

e n t  r e a c t i o n s  t o  t h e  I d e n t i f i e d  problem a r e a s  a s  wel l  a s  t r y i n g  t o  

a s c e r t a i n  t h e  p r im ary  problem a re a ( s )  I d e n t i f i e d  by s u p e r i n t e n d e n t s  1n 

t h e i r  p u r s u i t  o f  p r o f e s s i o n a l  a s s i s t a n c e  from MASA personnel  a n d / o r  

l e g a l  c o u n se l .

L i m i t a t i o n s o f  t h e  Study

1. Th is  s tudy was l i m i t e d  t o  c o n s i d e r a t i o n  o f  Michigan p u b l i c  

school s u p e r i n t e n d e n t s  d u r in g  t h e  pe r iod  1972 th rough  1984 a s  r e p o r t e d  

by t h e  MASA as  w e l l  as  d a ta  g a th e r e d  th rough  su rv ey in g  521 s u p e r i n t e n d ­

e n t s  1n Michigan In May 1984.
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2. The v a l i d i t y  of  t h e  s tudy was a f f e c t e d  by t h e  m ajor  so u rc e s  

o f  t h e  d a t a .

3.  This  s tudy  d e a l t  w i th  s e l e c t e d  demographic  f a c t o r s  t h a t  

could  be s t a t i s t i c a l l y  ana lyzed  and compared.

4. Th is  s tudy d e a l t  w i th  s e l e c t e d  p ro b le m a t i c  ( J o b - r e l a t e d )  

f a c t o r s  common t o  a l l  s u p e r i n t e n d e n t s  t h a t  could  be s t a t i s t i c a l l y  

ana lyzed  and compared.

5. This  s tudy  assumed t h e  s u p e r i n t e n d e n t s  responded t o  da ta  

c o l l e c t i o n  by t h e  MASA as  well  a s  t h e  survey  conducted f o r  t h i s  s tudy  

w i th  a c c u r a t e  p e r c e p t i o n s  1n t e r m s  o f  I d e n t i f y i n g  problem a r e a s  having 

s i g n i f i c a n t  a d v e r se  e f f e c t s  on t h e i r  e f f e c t i v e n e s s  a s  w e l l  as  cause  and 

e f f e c t  r e l a t i o n s h i p s ,  w i th  rega rd  t o  t h e i r  v o lu n ta ry  o r  In v o lu n t a ry  

t u r n o v e r .

Review o f  t h e  L i t e r a t u r e

A review o f  l i t e r a t u r e  f o r  t h i s  s tudy  c o n s i s t e d  o f  an a n a l y s i s  

of  t h e  a d m i n i s t r a t i v e  problems e x p e r ien ced  by Michigan p u b l i c  school 

s u p e r i n t e n d e n t s  r e l a t e d  t o  a d m i n i s t r a t i v e  e f f e c t i v e n e s s  and subsequen t  

t u r n o v e r  a t  t h i s  a d m i n i s t r a t i v e  l e v e l .  Most i n v e s t i g a t o r s  have ag reed  

t h a t  what 1s happening t o  s u p e r i n t e n d e n t s  today  1s t h a t  t h e  I m p o ss ib le  

1s be ing  expec ted  o f  them. Role  e x p e c t a t i o n s  f o r  t h e  p u b l i c  school 

s u p e r i n t e n d e n t  have o u t s t r i p p e d  t h e  c a p a c i t y  of  most I n d i v i d u a l s  t o  

f i l l  them. Demands of  t h e  j o b  of  t h e  su p e r in ten d e n c y  were  found t o  be 

l e s s  manager ia l  and more p o l i t i c a l  1n n a tu re .  T r a d i t i o n ,  1n t e r m s  of  

t h e  r o l e  o f  t h e  su p e r  In tendency ,  was found t o  be d e c l i n i n g  1n Impor­

tan ce .  O v e r a l l ,  I n d iv id u a l  l e a d e r s h i p  was found t o  be d im in ish in g .
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Many I n v e s t i g a t o r s  ag reed  t h a t  s u p e r i n t e n d e n t s  a re  under s i e g e  from 

m 1 l1 t a n t ly  compet ing  groups  encroach ing  on I n t e r n a l  a f f a i r s  o f  school 

d i s t r i c t s .  Due t o  t h e  c osm opo l i t an  n a t u r e  o f  t h e  su p e r in ten d e n c y  

today# s u p e r i n t e n d e n t s  a r e  viewed as  o u t s i d e r s  and a r e  hav ing  t o  work 

c o n sc io u s ly  and d i l i g e n t l y  1n e s t a b l i s h i n g  loya l  c o a l i t i o n s  w i t h i n  

t h e i r  d i s t r i c t s .  The l i t e r a t u r e  was r e p l e t e  1n t h e  p o s i t i o n  t h a t  

p r a c t i c a l l y  humanly I m p o ss ib le  demands a r e  being p laced  on contemporary  

s u p e r i n t e n d e n t s .

Major f i n d i n g s  from p rev ious  s t u d i e s  o f  p r o b le m a t i c  ( jo b -  

r e l a t e d )  f a c t o r s  I n f l u e n c i n g  a d m i n i s t r a t i v e  e f f e c t i v e n e s s  and t u r n o v e r  

a t  t h i s  a d m i n i s t r a t i v e  l e v e l  a r e  d i s c u s s e d  1n t h e  fo l lo w in g  p a ra g rap h s .

B o a r d - s u o e r l n t e n d e n t  r e l a t i o n s :

1. The q u a l i t y  of  t h e  school board  I s  a p redom inan t  f a c t o r  1n 

de te rm in ing  t h e  s u c c e s s  and e f f e c t i v e n e s s  o f  t h e  s u p e r i n t e n d e n t .

2. School boards  a r e  becoming I n c r e a s i n g l y  p o l i t i c a l  and a r e  

becoming more Involved  1n a d m i n i s t r a t i v e  m a t te r s#  t r a d i t i o n a l l y  viewed.

3. S u p e r in t e n d e n t s  must  become s c h o l a r s  of  t h e  a s p e c t s  of 

p o l i t i c a l  I n f l u e n c e  and maneuvering.

4. A d e f i n i t e  s h i f t  in power and In f lu e n c e  I s  t a k i n g  p l a c e  1n 

t h e  r o l e  o f  t h e  s u p e r i n t e n d e n t .

Board-member e l e c t i o n s ;

1. I n v o lu n ta ry  depar tu res#  1n compar ison  t o  v o l u n t a r y  ones# 

were found t o  be s i g n i f i c a n t l y  accompanied by e l e c t o r a l  "h ea t . "

2. I n v o lu n ta ry  d e p a r t u r e s  w ere  found t o  be s i g n i f i c a n t l y  

r e l a t e d  t o  board- incumbent d e f e a t s .
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C om m unications/public  r e l a t i o n s ;

1. S u p e r in t en d in g  was found t o  be communicating.

2. Communication a t  t h i s  a d m i n i s t r a t i v e  l e v e l  was found t o  be 

c h a r a c t e r i z e d  by b re v i ty #  v a r i e ty #  and f r a g m e n ta t io n .

3.  I t  was found t h a t  s u p e r i n t e n d e n t s  a r e  u n s k i l l e d  and 

u n t r a i n e d  1n c u l t i v a t i n g  and I d e n t i f y i n g  communicat ion  ne tworks  and 

power s t r u c t u r e s  w i th in  t h e i r  d i s t r i c t s .

4. Today's s u p e r i n t e n d e n t s  a r e  expec ted  t o  be s k i l l e d  p o l i t i ­

c a l  n e g o t i a t o r s  r a t h e r  th a n  t h e  exper t#  t h e  a u th o r i t y #  in  e d u c a t io n a l  

m a t t e r s .

P u b l i c  p r e s s u r e / s p e c l a U n t e r e s t . g r o u p s ;

1. To deal e f f e c t i v e l y  w i th  t h e  I n t e r r e l a t e d n e s s  o f  I n t e r e s t  

groups# subsequen t  p u b l i c  p ressu re#  and o r g a n i z a t i o n a l  I n t e n s i ty #  

s u p e r i n t e n d e n t s  need t o  become a s t u t e  1n t h e o r e t i c a l  knowledge of  how 

l i v i n g  o r g a n i z a t i o n s  e x i s t  and i n t e r a c t .

2. S u p e r in t e n d e n t s  need t o  be more a cc e s s ib le #  v i s i b l e #  and 

w i l l i n g  t o  h e a r  community v o i c e s .

3.  I n c re a s e d  a c c e s s i b i l i t y  and v i s i b i l i t y  w i l l  be accompanied 

by I n c re a s e d  r i s k s .

4. S u p e r in t e n d e n t s  have no c h o ic e ;  they  c o n s c io u s ly  need t o  

become p o l i t i c a l  e n t i t l e s .

5. I f  no power base  can be e s t a b l i s h e d  by s u p e r i n t e n d e n t s  o r  

t h e i r  boards# th e y  need t o  "co n sc io u s ly  choose" t o  c u l t i v a t e  r e l a t i o n ­

s h ip s  w i th  I n f l u e n t i a l  groups I n t e r n a l l y  and w i t h i n  t h e  com m uni ty -a t -  

l a r g e .
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S t a f f  c o n f l i c t s :

1. Of t e n  Issues*  s u p e r i n t e n d e n t s  c i t e d  n e g o t i a t i o n s *  s t r i k e s *  

and t e a c h e r  m i l i t a n c y  a s  t h e  number-one I s s u e  t h a t  would d r i v e  them 

from t h i s  p o s i t i o n .

2. A s i g n i f i c a n t  r e l a t i o n s h i p  was found between s u p e r i n t e n d ­

e n t s '  management s t y l e s  and f requency  o f  formal g r i e v a n c e s .

F i n a n c i a l  d i f f i c u l t i e s ;

1. Two m a jo r  s t u d i e s  conducted by t h e  American A ss o c i a t i o n  of 

School A d m i n i s t r a t o r s  (AASA) In 1971 and 1982 found s u p e r i n t e n d e n t s  

ranked f i n a n c i n g  s ch o o l s  as t h e  most s i g n i f i c a n t  c h a l l e n g e  they  f a c e .

2. In 1982* s u p e r i n t e n d e n t s  c i t e d  In adequa te  f i n a n c i n g  as  t h e  

s i n g l e  f a c t o r  hav ing  t h e  g r e a t e s t  I n f lu e n c e  on t h e i r  e f f e c t i v e n e s s .

3. Over a t e n - y e a r  p e r io d  from 1972 t o  1982* Michigan p u b l i c  

s c h o o l s  s u f f e r e d  s i g n i f i c a n t  e n r o l l m e n t  d e c l i n e  accompanied by 80% t o  

90% I n c r e a s e s  In e x p e n d i t u r e s .

4. S u p e r in t e n d e n t s  need t o  become s t u d e n t s  1n t h e  f i e l d  o f  

economics  In o r d e r  t o  l e g i t i m i z e  t o  t h e  ta x p ay in g  p u b l i c  t h e  d l c h o to -  

mous r e l a t i o n s h i p  between d e c l i n i n g  e n r o l l m e n t s  and I n c r e a s i n g  expend i ­

t u r e s .

Management,problems:

1. S u p e r in t e n d e n t s  view t h e  Job a s  one r e q u i r i n g  e x e c u t iv e  

manager ia l  s k i l l s  p r e v a l e n t  1n l e a d i n g  any complex o r g a n i z a t i o n .

2. S i g n i f i c a n t  r e l a t i o n s h i p s  were  found between p a t t e r n s  o f  

team management 1n school  o r g a n i z a t i o n a l  s t r u c t u r e s  and t h e  degree  and 

q u a l i t y  o f  Involvement in t h e  dec1si  on-making p ro c e s s .
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3. S u p e r in t e n d e n t s  can I n c r e a s e  t h e i r  e f f e c t i v e n e s s  by 

s tu d y in g  and then  u s ing  t h e  s o c i a l  s t r u c t u r e s  ( I n t e r n a l  and e x t e r n a l )  

I n h e r e n t  1n t h e i r  d i s t r i c t s  seek in g  Invo lvement  1n d e c i s io n -m ak in g  

p r o c e s s e s .

r_es1gn_of_ the .  Study

Research d a ta  g a th e r e d  f o r  t h i s  s tudy  were  d e r iv e d  from a two­

pronged approach.  Both t h e  s t a t i s t i c a l  and t h e  d e s c r i p t i v e  r e p o r t i n g  

o f  da ta  be ing  documented* as  a r e s u l t  o f  t h i s  study* were  founded 1n 

e m p i r i c a l  ev idence .  The s tudy  was one 1n which s e l e c t e d  p r o b le m a t i c  

( j o b - r e l a t e d )  f a c t o r s  and t h e i r  deg ree  of r e l a t i o n s h i p  t o  s u p e r l n t e n d -  

ency e f f e c t i v e n e s s  and t u r n o v e r  were  I n v e s t ig a t e d *  In v o lv in g  t h e  pe r iod  

1972 th rough  1984. F u r th e r  demographic  d a ta  were d e l i n e a t e d  and 

compared a s  t o  t h e i r  r e l a t i o n s h i p  w i th  t h e  s e l e c t e d  f a c t o r s .

The p o p u la t i o n  used f o r  t h e  purpose  of g e n e r a t i n g  s t a t i s t i c a l  

a n a ly s e s  Inc luded  t h e  t o t a l  p o p u la t io n  o f  a l l  s u p e r i n t e n d e n t s  surveyed 

(521) 1n Michigan. Of t h e  521 su rv ey s  m a i le d ,  a t o t a l  o f  366 (7035) 

were r e t u r n e d  and used 1n develop ing  t h e  s t a t i s t i c a l  a n a l y s e s .

D e s c r i p t i v e  d a ta  were r e p o r t e d  from two s o u rc e s :  (1) n a r r a t i v e

comments from 111 of  t h e  521 s u p e r i n t e n d e n t s  su rveyed  and (2) a sample  

o f  63 c o n f i d e n t i a l  f i l e s  of  t h e  MASA documented from over 125 a c t i v e  

f i l e s .

To develop  s t a t i s t i c a l  a n a ly s e s  as  w e l l  as  t o  r e c e i v e  feedback 

f o r  d e s c r i p t i v e  r e s e a r c h  from s u p e r i n t e n d e n t s  in  t h e  f i e l d  dur ing  t h e  

p e r io d  1972 th rough  1984* a survey  in s t r u m e n t  was developed and used.
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The I tem s  1n th e  In s t r u m e n t  were c o n s t r u c t e d  from c o n c e p t s  found 1n t h e  

p u b l i s h e d  l i t e r a t u r e #  1n c o n s u l t a t i o n  w i th  co l leagues#  and from conver­

s a t i o n s  w i th  recogn ized  a u t h o r i t i e s  1n t h e  f i e l d .  The I n s t ru m e n t  

c o n s i s t e d  o f  22 I tem s  c o n s t r u c t e d  t o  com pi le  demographic d a t a  f o r  

d e s c r i p t i v e  purposes  and d a t a  f o r  conduc t ing  s t a t i s t i c a l  t e s t s  f o r  

purposes  of s tu d y in g  t h e  p e r c e p t i o n s  of s u p e r i n t e n d e n t s  a s  t o  t h e  

problem a r e a s  having t h e  most  s i g n i f i c a n t  a d v e r se  e f f e c t s  on t h e i r  

e f f e c t i v e n e s s  and any su b seq u en t  t u r n o v e r  a t  t h i s  a d m i n i s t r a t i v e  l e v e l .

F ind ings  and Conclus ions

Hypothes is  1 ; The t u r n o v e r  o f  Michigan p u b l i c  school s u p e r i n ­
t e n d e n t s  1s Independent  o f  t h e  problems ex p e r ien c e d  1n boa rd -  
s u p e r l n t e n d e n t  r e l a t i o n s .

F in d in g s . A c h i - s q u a r e  t e s t  rendered  a lp h a  < .05 w i th  a va lue  

o f  .0482. There fore# t h e  n u l l  h y p o th e s i s  was r e j e c t e d .  There  was a 

s t a t i s t i c a l l y  s i g n i f i c a n t  r e l a t i o n s h i p  between su p e r tn ten d en cy  tu rn o v e r  

1n Michigan p u b l i c  s c h o o l s  and B o a r d -S u p e r ln te n d e n t  R e l a t i o n s  f o r  

s u p e r i n t e n d e n t s  e x p e r ie n c in g  t h e i r  f i r s t  t u rn o v e r .  The n u l l  h y p o th e s i s  

he ld  f o r  s u p e r i n t e n d e n t s  e x p e r i e n c in g  t h e i r  second tu rnover#  w i th  a lpha  

< .05 with a t - t e s t  v a lu e  of .5305.

C o n c lu s io n s . Based on t h e  ev idence  d t e d  above# Hypothesis  1 

was r e j e c t e d  f o r  s u p e r i n t e n d e n t s  e x p e r i e n c in g  t h e i r  f i r s t  tu rnover#  e rg o  

l e s s  e x p e r ien c e  a t  t h i s  a d m i n i s t r a t i v e  l e v e l .  Th is  f i n d i n g  was c o n s i s ­

t e n t  w i th  t h e  l i t e r a t u r e  d t e d  1n Chapter  I I .  According t o  t h e  

l i t e r a t u r e #  t h e  q u a l i t y  of t h e  school board 1s a predominant  f a c t o r  1n 

d e te r m in in g  t h e  s u c c e s s  and e f f e c t i v e n e s s  o f  s u p e r i n t e n d e n t s .  The 

l i t e r a t u r e  f u r t h e r  p o in te d  ou t  t h a t  school boards  a r e  becoming
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I n c r e a s i n g l y  p o l i t i c a l  and more Involved  1n a d m i n i s t r a t i v e  m a t t e r s .  A 

l o g i c a l  e x p l a n a t i o n  f o r  t h i s  c i r c u m s t a n c e  o f  s i g n i f i c a n t  r e l a t i o n s h i p  

found between f 1 r s t - e x p e r 1 e n c e  s u p e r i n t e n d e n t s  and prob lems 1n board -  

s u p e r l n t e n d e n t  r e l a t i o n s  may s im ply  be t h e  r e s u l t  o f  a l a c k  o f  e x p e r i ­

ence  1n working a t  t h i s  a d m i n i s t r a t i v e  l e v e l .  However* t h e  nu l l  

h y p o th e s i s  h e ld  f o r  s u p e r i n t e n d e n t s  e x p e r i e n c in g  a second tu rnover*  

w i th  a lpha  < .05 w i th  a t - t e s t  va lue  of  .5305. Exper ience  may be 

a t t r i b u t a b l e  t o  t h i s  f i n d i n g  1n t h a t  pe rsons  s e r v i n g  In t h e i r  second* 

th i r d *  or f u r t h e r  s u p e r in ten d e n c y  have l e a r n e d  how t o  work th rough  or  

around problems ex p e r ien c e d  1n b o a r d - s u p e r l n t e n d e n t  r e l a t i o n s .

Hypo thes is  2 : The tu r n o v e r  o f  Michigan p u b l i c  school s u p e r i n ­
t e n d e n t s  1s independen t  o f  t h e  problems ex p e r ien c e d  a f t e r  board-  
member e l e c t i o n s .

F in d in g s . A c h 1 - s q u a re  t e s t  rende red  a lp h a  < .05 w i th  a t - t e s t  

v a lu e  o f  .0152. T h e re fo re ,  t h e  n u l l  h y p o th e s i s  was r e j e c t e d .  There  

was a s t a t i s t i c a l l y  s i g n i f i c a n t  r e l a t i o n s h i p  between su p e r in ten d en cy  

tu r n o v e r  and Board-Member E l e c t i o n s  f o r  s u p e r i n t e n d e n t s  e x p e r ie n c in g  

t h e i r  second tu rn o v e r .  The n u l l  h y p o th e s i s  h e ld  f o r  s u p e r i n t e n d e n t s  

e x p e r i e n c in g  t h e i r  f i r s t  tu rnove r*  w i th  a lpha  < .05 w i th  a t - t e s t  va lue  

o f  .2283 .

C onc lus ions . Based on t h e  ev idence  d t e d  above* Hypothes is  2 

was r e j e c t e d  f o r  s u p e r i n t e n d e n t s  e x p e r i e n c in g  t h e i r  second tu rnover*  

e rgo  more exp e r ien ced  s u p e r i n t e n d e n t s .  This  f i n d i n g  was c o n s i s t e n t  

w i th  t h e  l i t e r a t u r e  d t e d  1n Chapter  I I .  According t o  t h e  l i t e r a t u r e *  

In v o lu n ta ry  d e p a r t u r e s  were found t o  be s i g n i f i c a n t l y  accompanied by 

e l e c t o r a l  "heat*"  as  compared t o  v o lu n ta r y  ones.  The l i t e r a t u r e
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fu r th e r  found t h a t  Invo luntary  d ep artu res  w ere s i g n i f i c a n t l y  r e la t e d  t o

board- incum bent  d e f e a t s .  A c o n c lu s io n  may be drawn t h a t  s ch o o l - b o a r d

c a n d i d a t e s  overwhelmingly  run on n e g a t l v e - l s s u e  bases* p o i n t i n g  o u t

d i s p l e a s u r e  w i th  t h e  s t a t u s  o f  th ings*  and a s  C hap te r  I I  c i t ed *  t h e

d i s m is sa l*  removal In some manner* of  t h e  s u p e r i n t e n d e n t  a p p ea rs  t o  be

t h e  qu ick  f i x  t o  p e rc e iv e d  problems by p a r t i c u l a r  segm ents  of  t h e

community. However* t h e  nu l l  h y p o th e s i s  h e ld  f o r  s u p e r i n t e n d e n t s

e x p e r i e n c in g  t h e i r  f i r s t  tu rnover*  w i th  a lpha  < .05 w i th  a t - t e s t

s t a t i s t i c  o f  .2283. Less e x p e r i e n c e  may be t h e  sav ing  g race  f o r

In e x p e r ie n ce d  s u p e r i n t e n d e n t s  1n t h e  manner 1n which they  a r e  p e rc e iv e d

by t h e i r  boards  and t h e  e l e c t o r a t e - a t - l a r g e *  w i th  low er  e x p e c t a t i o n

l e v e l s  f o r  t h e  performance o f  In e x p e r ie n ce d  s u p e r i n t e n d e n t s .

H ypothes is  3 i The tu r n o v e r  o f  Michigan p u b l i c  school s u p e r i n ­
t e n d e n t s  1s Independent  of  t h e  problems e x p e r ien ced  1n communica­
t i o n s / p u b l i c  r e l a t i o n s .

iilnd.1 ngs. A ch 1 -sq u a re  s t a t i s t i c  r ende red  a lp h a  < .05 f o r  

s u p e r i n t e n d e n t s  e x p e r i e n c in g  a f i r s t  o r  second tu rn o v e r .  The t - t e s t  

v a l u e s  o f  .7863 and .0680 were computed* r e s p e c t i v e l y .  Therefore* t h e  

n u l l  h y p o th e s i s  h e ld  f o r  f i r s t  and second su p e r in ten d e n c y  tu rn o v e r .  

However* t h e  c h 1 - s q u a re  s t a t i s t i c  o f  .0688 f o r  s e c o n d - tu r n o v e r  

s u p e r i n t e n d e n t s  d id  I n d i c a t e  a s t r o n g  t r e n d  tow ard  s u p e r in ten d e n c y  

t u r n o v e r  and problems In Commun1cat1ons/Publ1c R e l a t i o n s .

C onc lus ions . Based on t h e  ev idence  d t e d  above* Hypothes is  3 

was accep ted .  Turnover of  Michigan p u b l i c  school s u p e r i n t e n d e n t s  was 

Independent  of problems e n co u n te re d  1n t h e  a rea  o f  Communicat ions/  

P u b l i c  R e l a t i o n s .  Th is  f i n d i n g  ap p ea rs  t o  be c o n s i s t e n t  w i th  t h e
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l i t e r a t u r e  d t e d  1n Chapter  IX. The l i t e r a t u r e  d id  no t  a d d re s s  prob­

lems e x p e r ien ced  1n t h i s  a rea  by s u p e r i n t e n d e n t s  1n t e rm s  o f  s u p e r i n ­

tendency  tu r n o v e r  b u t  r a t h e r  1n t e r m s  o f  o n - t h e - j o b  b e h av io r  o f  

s u p e r i n t e n d e n t s  and r e s u l t i n g  a d m i n i s t r a t i v e  e f f e c t i v e n e s s  1n t h i s  

a rea .  While problems a r e  p r e v a l e n t  1n t h i s  a r e a  1n t e r m s  o f  weaknesses  

found 1n a d m i n i s t r a t i v e  func t io n in g *  they  a r e  not o f  a magnitude  t o  

p r e c i p i t a t e  s u p e r in ten d e n c y  tu rnover*  v o l u n t a r i l y  o r  I n v o l u n t a r i l y .

.Hypothesis 4 : The t u r n o v e r  of  Michigan p u b l i c  school s u p e r i n ­
t e n d e n t s  1s independen t  o f  t h e  problems ex p e r ien c e d  w i th  p u b l i c  
p r e s s u r e  th rough  s p e c i a l  i n t e r e s t  groups.

F in d in g s . A ch 1 -sq u a re  t e s t  ren d e red  a lpha  < .05 f o r  

s u p e r i n t e n d e n t s  e x p e r i e n c in g  a f i r s t  and a second tu rnover*  w i th  t - t e s t  

s t a t i s t i c s  o f  .7244 and .0853* r e s p e c t i v e l y .  Therefore* t h e  n u l l  

h y p o th e s i s  he ld  f o r  f i r s t  and second su p e r in ten d e n c y  tu rn o v e r .  How­

ever* t h e  c h i - s q u a r e  s t a t i s t i c  of  a lpha  = .0853 may I n d i c a t e  an I n c l i ­

n a t i o n  t o  t h i s  problem a rea  as  a f f e c t i n g  t u r n o v e r  f o r  s u p e r i n t e n d e n t s  

e x p e r i e n c in g  a second t u r n o v e r .

C o n c lu s io n s . Based on t h e  ev idence  c i t e d  above* H ypo thes is  4 

was accep ted .  Turnover o f  Michigan p u b l i c  school  s u p e r i n t e n d e n t s  was 

Independent  o f  p rob lem s encoun te red  1n t h e  a r e a  o f  P u b l i c  P r e s s u r e  

a p p l i e d  th rough  S p ec ia l  I n t e r e s t  Groups. T h is  f i n d i n g  a p p ea rs  t o  be 

c o n s i s t e n t  w i th  t h e  l i t e r a t u r e  d t e d  1n Chapter  I I .  The l i t e r a t u r e  d id  

n o t  a d d re s s  prob lems ex p e r ien c e d  1n t h i s  a r e a  by s u p e r i n t e n d e n t s  1n 

t e r m s  of  su p e r in ten d e n c y  tu r n o v e r  but r a t h e r  1n t e r m s  o f  s k i l l s  and 

a t t i t u d e s  needed t o  be developed by s u p e r i n t e n d e n t s  1n d e a l i n g  w i th
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prob lems t h a t  a r i s e  1n t h i s  a r e a  o r  u s ing  c u r r e n t  s k i l l s  a s  a p re v e n ta ­

t i v e  s t r a t e g y  when problems o ccu r  In  t h i s  a rea .

The I n c l i n a t i o n  tow ard  t h i s  problem a re a  and subsequen t

t u r n o v e r  f o r  second s u p e r in ten d e n c y  exper iences*  a s  su p p o r te d  by t h e

t - s t a t 1 s t 1 c  o f  .0853* may be e x p la i n e d  a s  a r e s u l t  o f  s u p e r i n t e n d e n t

moves from one d i s t r i c t  t o  a n o th e r  u s u a l l y  Invo lved  moving t o  a l a r g e r

d i s t r i c t .  Therefore* a more complex o r g a n i z a t i o n a l  env i ronm ent  w i th

concom i tan t  complex power s t r u c t u r e s  would l i k e l y  be t h e  c a s e .

H ypo thes is  5 ; The t u r n o v e r  o f  Michigan p u b l i c  school s u p e r i n ­
t e n d e n t s  1s Independent  of  t h e  problems e x p e r i e n c e d  1n s t a f f  con- 
f l  l e t s .

F in d in g s . A c h 1 - s q u a re  t e s t  r ende red  a lp h a  < .05 f o r  

s u p e r i n t e n d e n t s  e x p e r i e n c in g  a f i r s t  and a second tu rnover*  w i th  

t - s t a t 1  s t i e s  o f  .2772 and .5600* r e s p e c t i v e l y .  Therefore* t h e  n u l l  

h y p o th e s i s  was a cc ep ted  f o r  s u p e r in ten d e n c y  t u r n o v e r .

C o n c lu s io n s . Based on t h e  ev idence  c i t e d  above* Hypothes is  5 

was accep ted .  Turnover  o f  Michigan p u b l i c  school  s u p e r i n t e n d e n t s  was 

Independen t  of  prob lems ex p e r ien c e d  1n s t a f f  c o n f l i c t s .  This  f i n d i n g  

ap p ea rs  t o  be c o n s i s t e n t  w i th  t h e  l i t e r a t u r e  c i t e d  1n Chapter  I I .  The 

l i t e r a t u r e  d id  n o t  a d d r e s s  t h i s  a r e a  1n t e rm s  o f  super in ten d en cy  

tu r n o v e r  bu t  r a t h e r  1n t e rm s  o f  management s t y l e s *  which were  found t o  

a f f e c t  s t a f f  r e l a t i o n s  s i g n i f i c a n t l y .  According t o  t h e  l i t e r a t u r e *  a 

s i g n i f i c a n t  r e l a t i o n s h i p  was found between t h e  management s t y l e s  of  

s u p e r i n t e n d e n t s  and t h e  f requency  of formal g r i e v a n c e s  being  f i l e d .  

While s u p e r i n t e n d e n t s  d id  n o t  s e e  t h i s  problem a re a  being  a c au sa l  

f a c t o r  1n t h e i r  r e a so n s  f o r  t h e i r  turnover*  t h e  l i t e r a t u r e  d id  p o i n t
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o u t  t h a t  t h i s  was t h e  problem a re a  most o f t e n  d t e d  by s u p e r i n t e n d e n t s  

t h a t  would d r i v e  them from t h e i r  o f f i c e .

An o b s e r v a t io n  could  be made h e re  t h a t  w h i l e  a s t a t i s t i c a l l y

s i g n i f i c a n t  c o r r e l a t i o n  cou ld  no t  be found between t h i s  problem a re a

and su p e r in ten d e n c y  tu rnover#  n e g o t i a t io n s#  s t r i k e s #  and t e a c h e r

m i l i t a n c y  a r e  h ig h ly  v o l a t i l e  I s s u e s  hav ing  high p u b l i c  v i s i b i l i t y .  A

q u e s t i o n  comes t o  mind a s  t o  w he ther  problems In b o a r d - s u p e r ln t e n d e n t

r e l a t i o n s  and b o a rd - c a n d l d a t e  n e g a t l v e - l s s u e  p l a t f o r m s  a r e  n o t  t h e

r e s u l t  o f  problems exp e r ien ced  In t h i s  p a r t i c u l a r  a r e a  due t o  I t s

I n t e n s e  p o l i t i c a l  and pub! 1c-v1s1b1l 1ty c i r c u m s ta n c e .  The o ld

"ch icken  o r  t h e  egg" q u e s t i o n  comes t o  mind.

Hypothes is  6 : The tu r n o v e r  o f  Michigan p u b l i c  school  s u p e r i n ­
t e n d e n t s  1s Independent  o f  t h e  problems e x p e r ien ced  1n f i n a n c i a l  
d l f f l c u l  t i e s .

F in d in g s . A c h i - s q u a r e  t e s t  rendered  a lp h a  < .OS f o r  

s u p e r i n t e n d e n t s  e x p e r i e n c in g  a f i r s t  and a second tu rnover#  w i th  

t - s t a t 1 s t i e s  o f  .5342 and .9069# r e s p e c t i v e l y .  Therefore# t h e  n u l l  

h y p o th e s i s  h e ld  and was acc e p ted .

C o n c lu s io n s . Based on t h e  ev idence  d t e d  above# Hypothes is  6 

was accep ted .  Turnover o f  Michigan p u b l i c  school s u p e r i n t e n d e n t s  was 

Independent  of  problems ex p e r ien c e d  1n F in a n c ia l  D i f f i c u l t i e s .  This  

f i n d i n g  a p p ea r s  t o  be c o n s i s t e n t  w i th  t h e  l i t e r a t u r e  1n C hap te r  I I .

The l i t e r a t u r e  did  no t  a d d r e s s  t h i s  problem a re a  1n t e r m s  o f  tu r n o v e r  

o f  s u p e r i n t e n d e n t s  bu t  r a t h e r  In  t e r m s  o f  t h e  I n f l u e n c e  t h a t  f i n a n c i a l  

d i f f i c u l t i e s  had on s u p e r i n t e n d e n t  e f f e c t i v e n e s s .  According t o  t h e  

l i t e r a t u r e #  s u p e r i n t e n d e n t s  a c r o s s  t h e  n a t io n  su rveyed  In  1971 and
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aga in  1n 1982 ranked f i n a n c i n g  s c h o o l s  a s  t h e  most  s i g n i f i c a n t  c h a l ­

lenge  they  faced. In t h e  1982 study* 1n p a r t i c u l a r *  s u p e r i n t e n d e n t s  

c i t e d  i n a d e q u a te  f i n a n c i n g  of s c h o o l s  a s  t h e  s i n g l e  f a c t o r  hav ing  th e  

g r e a t e s t  I n f lu e n c e  on t h e i r  e f f e c t i v e n e s s .  T h i s  f i n d i n g  was c o n s i s t e n t  

w i th  t h e  d a t a  r e p o r t e d  1n Chapter  IV, which s p e c i f i c a l l y  c i t e d  Michigan 

p u b l i c  school  s u p e r i n t e n d e n t s  and t h e i r  co n ce rn s  r e g a rd in g  f i n a n c i a l  

d i f f i c u l t i e s .

While no s i g n i f i c a n t  r e l a t i o n s h i p  was e s t a b l i s h e d  between 

t u r n o v e r  and problems e x p e r i e n c e d  1n f i n a n c i a l  d i f f i c u l t i e s ,  Michigan 

p u b l i c  school s u p e r i n t e n d e n t s  overwhelmingly  s e l e c t e d  t h i s  v a r i a b l e  as 

having t h e  most s i g n i f i c a n t  a d v e r se  e f f e c t  on t h e i r  a b i l i t y  t o  f u l f i l l  

t h e  d u t i e s  o f  t h e i r  o f f i c e *  r e g a r d l e s s  o f  t h e i r  e x p e r i e n t i a l  background 

a s  I n d i c a t e d  1n Table  4.15 of  Chapter  IV. Almost h a l f  (49.2$) o f  t h e  

Michigan p u b l i c  school s u p e r i n t e n d e n t s  respond ing  t o  t h i s  survey 

p e rc e iv e d  f i n a n c i a l  d i f f i c u l t i e s  a s  hav ing  t h e  most s i g n i f i c a n t  a d v e r se  

e f f e c t  on t h e i r  a b i l i t y  t o  perform t h e  d u t i e s  o f  t h i s  a d m i n i s t r a t i v e  

p o s i t i o n .

H ypo thes is  7 ; The t u r n o v e r  of  Michigan p u b l i c  school s u p e r i n ­
t e n d e n t s  I s  Independen t  o f  t h e  problems ex p e r ien c e d  In management 
problems.

F in d in g s . A c h 1 - s q u a re  t e s t  rendered  a lp h a  < .05 f o r  

s u p e r i n t e n d e n t s  e x p e r i e n c in g  a f i r s t  and a second tu rnover*  w i th  

t - s t a t 1 s t i e s  o f  .1332 and .1008* r e s p e c t i v e l y .  Therefore* t h e  n u l l  

h y p o th e s i s  h e ld  and was accep ted .  No s i g n i f i c a n t  r e l a t i o n s h i p  was 

e s t a b l i s h e d  between t u r n o v e r  and management problems.
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C onclus ions . Based on t h e  ev idence  c i t e d  above* H ypothes is  7 

was accep ted .  Turnover o f  Michigan p u b l i c  school  s u p e r i n t e n d e n t s  was 

Independent of  problems ex p e r ien c e d  1n management problems.  This  f i n d ­

ing  ap p ea rs  t o  be c o n s i s t e n t  w i th  t h e  l i t e r a t u r e  1n Chapter  I I .  The 

l i t e r a t u r e  d id  no t  a d d re s s  t h i s  problem 1n t e rm s  o f  super1ntendency 

t u r n o v e r  bu t  r a t h e r  In  t e rm s  o f  management s k i l l s  and s t y l e s  found t o  

be connec ted  w i th  prob lems a r i s i n g  1n t h i s  a rea  and s k i l l s  needed t o  

work e f f e c t i v e l y  1n t h i s  a r e a  of su p e r in ten d e n c y  performance.  In fac t*  

s t a t i s t i c a l l y  s i g n i f i c a n t  r e l a t i o n s h i p s  were  found between p a t t e r n s  of  

team management s t y l e s  In school  o r g a n i z a t i o n a l  s t r u c t u r e s  and t h e  

q u a l i t y  o f  Involvement 1n d e c l s lo n -m ak in g  p ro c e s s e s .  School s u p e r i n ­

t e n d e n t s  need t h e  same m anager ia l  s k i l l s  found p r e v a l e n t  In an execu­

t i v e  p o s i t i o n  1n l e a d i n g  any complex o r g a n i z a t i o n .

Demographic Data Research Q ues t ion : I s  t h e r e  a s i g n i f i c a n t
r e l a t i o n s h i p  between p re v io u s  s u p e r in ten d en cy  e x p e r ie n c e  o f  
Michigan p u b l i c  school s u p e r i n t e n d e n t s  and t h e  p e r c e p t i o n s  o f  t h e  
v a r i a b l e s  o f  b o a r d - s u p e r l n t e n d e n t  r e l a t i o n s *  newly e l e c t e d  board 
members* c o m m u n ic a t io n s /p u b l i c  r e l a t i o n s *  p u b l i c  p r e s s u r e  a p p l i e d  
by s p e c i a l  i n t e r e s t  groups* s t a f f  c o n f l i c t s *  f i n a n c i a l  d i f f i c u l t i e s ,  
o r  management problems?

F in d in g s . A two-way MANOVA t e s t  was a p p l i e d  t o  t h r e e  groups o f  

s u p e r i n t e n d e n t s  (Group 0 = p r e s e n t  s u p e r in te n d e n t s *  Group 1 = second 

supe r In ten d en cy  exper iences#  and Group 2 = t h r e e  o r  more s u p e r i n t e n d ­

ency e x p e r ie n c e s )  t o  f i n d  o u t  I f  p rev io u s  e x p e r i e n c e  had a s i g n i f i c a n t  

e f f e c t  on t h e i r  p e r c e p t i o n s  o f  t h e  seven problem a r e a s  and t h e  i n f l u ­

ence  o f  t h e s e  problems on t h e i r  a b i l i t y  t o  e f f e c t i v e l y  perform t h e  

d u t i e s  a t  t h i s  a d m i n i s t r a t i v e  l e v e l .  Table  4.16 prov ided  t h e  c e l l  

means f o r  t h i s  a n a ly s i s*  and F ig u r e  4.1 I l l u s t r a t e d  t h e s e  r e s u l t s  a s
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r e p o r t e d  1n Chapter  IV. An F - s t a t 1 s t 1 c  o f  .071 was found* which 1s 

g r e a t e r  th a n  a lp h a  = .05. Therefore* t h e  demographic  q u e s t i o n  was 

answered 1n f i n d i n g  no s t a t i s t i c a l l y  s i g n i f i c a n t  r e l a t i o n s h i p  between 

Groups 0* I* and 2 as  t o  t h e i r  p e r c e p t i o n s  o f  t h e  seven problem a r e a s  

( v a r i a b l e s )  and how they  I n f lu e n c e d  t h e i r  a b i l i t y  t o  perform t h e  d u t i e s  

a t  t h e i r  a d m i n i s t r a t i v e  l e v e l ,  r e g a r d l e s s  o f  e x p e r i e n t i a l  background.

Conclusions .  Based on t h e  f i n d i n g s  d t e d  above, t h e  demo­

g ra p h ic  da ta  q u e s t i o n  was answered w i th  no s t a t i s t i c a l l y  s i g n i f i c a n t  

r e l a t i o n s h i p  found between p rev io u s  s u p e r in ten d e n c y  e x p e r i e n c e  and 

p e r c e p t i o n s  o f  t h e  seven problem a r e a s  ( v a r i a b l e s )  I d e n t i f i e d  In  t h i s  

s tudy  f o r  Michigan p u b l i c  school  s u p e r i n t e n d e n t s .  However, an 

F - s t a t 1 s t 1 c  of  .071 I n d i c a t e d ,  1n t h i s  w r i t e r ' s  e s t i m a t i o n ,  a s t r o n g  

d i r e c t i o n a l  approach t o  a s i g n i f i c a n c e  l e v e l  o f  a lpha  = .05, and t h e  

a rgument can be made t h a t  each group may have pe rce ived  t h e  seven 

problem a r e a s  d i f f e r e n t l y .  T h e re fo re ,  e x p e r i e n c e  cou ld  p o s s i b l y  have 

a f f e c t e d  p e r c e p t i o n s  o f  t h e  problem a r e a s  t o  some e x t e n t ,  though no t  

s i g n i f i c a n t l y .  The o ld  adage,  "Exper ience  1s t h e  b e s t  t e a c h e r , "  l o s e s  

ground i f  p r e v io u s  su p e r in ten d e n c y  e x p e r ien c e  1s found t o  have no 

b e a r in g  on p e r c e p t i o n s ,  which su b se q u e n t ly  should  l e a d  t o  a s p e c i f i c  

b ehav io r  or  changed b e h av io r  1n t h e  manner 1n which s u p e r i n t e n d e n t s  

approach d e a l i n g  with problems when they  a r i s e .

F u r t h e r  c o n c lu s io n s  can be drawn from t h e  i l l u s t r a t i o n  p rovided  

1n F ig u r e  4 .1  a s  r e p o r t e d  1n Chapter  IV:

1. Except f o r  V a r i a b l e  2 (Board-Member E l e c t i o n s ) ,  Group 1 

s u p e r i n t e n d e n t s  a lways responded h ig h e r  1n t h e i r  a s s e s s m e n t  a s  t o  t h e
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de g re e  o f  e f f e c t  on t h e i r  f u n c t i o n i n g  1n d e a l i n g  w i th  t h e  seven  problem 

a r e a s .  T h i s  may be due t o  v a ry in g  re a so n s :  (a) they  a r e  1n t h e i r

second supe r In tendency  and may have been l e s s  l i k e l y  t o  have  made t h e  

move from t h e i r  f i r s t  s u p e r in ten d e n c y  f o r  r e a so n s  o t h e r  than  advance-  

m e n t / p r o m o t l o n / l a r g e r  d 1 s t r 1 c t / m o r e  pay* o r  <b> t h e  s o - c a l l e d  "honey­

moon" p e r io d  1s ov e r  1n t h e  second s u p e r in te n d e n c y  and more may be 

expec ted  o f  a person  1n t h i s  s i t u a t i o n  th a n  1n a f i r s t  su p e r in ten d e n c y  

ex p e r ien c e .  Most problems a r e  now seen  a s  s i g n i f i c a n t  In  t e r m s  o f  a 

"honeymoon" e x p e r i e n c e .

2.  Group 2 s u p e r in ten d e n t s*  p e r so n s  having  t h r e e  o r  more 

e x p e r i e n c e s  a t  t h i s  a d m i n i s t r a t i v e  l e v e l ,  t e n d ed  t o  view t h e  seven  

problem a re a s  ( v a r i a b l e s )  1n a more c o n s t a n t  p a t t e r n .  A calm 

p e r s p e c t i v e  appeared  t o  be e v i d e n t  a f t e r  y e a r s  o f  e x p e r i e n c e  1n d e a l in g  

w i th  t h e  problems consonan t  w i th  t h i s  a d m i n i s t r a t i v e  l e v e l .  Th is  

c o n c lu s io n  was suppor ted  by t h e  ev idence ,  which showed t h e i r  r a n k in g  of 

V a r i a b l e s  1, 2 ,  and 3 (B o a rd -S u p e r ln ten d e n t  R e l a t i o n s ,  Board-Member 

E l e c t i o n s ,  and Commun1cat1ons/Publ 1c R e l a t i o n s ) .  They appeared  t o  have  

no d i f f e r e n t i a t i o n  o f  p e r c e p t i o n  on t h e  p a r t  of t h e s e  ex p e r ien c e d  

s u p e r l n t e n d e n t s .

3.  Problem Areas 4 ,  5 ,  and 6 (P u b l i c  P r e s s u r e / S p e d a l  I n t e r e s t  

Groups, S t a f f  C o n f l i c t s ,  and F in a n c i a l  D i f f i c u l t i e s )  a l l  r e c e i v e d  

h ig h e r  p e r c e p tu a l  v a lu e s  as  t o  t h e  s i g n i f i c a n c e  o f  In f lu e n c e  on t h e i r  

a b i l i t y  t o  do t h e i r  j o b s  e f f e c t i v e l y  r e g a r d l e s s  o f  e x p e r i e n t i a l  

background. A c o n c lu s io n  can be argued t h a t  t h i s  I s  p robab ly  due t o  

t h e  p u b l i c ,  and t h e r e f o r e  p o l i t i c a l ,  a re n a  1n which they  s u r v i v e .
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4. V a r i a b l e  6* F in a n c ia l  D i f f i c u l t i e s ,  r e c e iv e d  t h e  h i g h e s t  

s i g n i f i c a n t  v a lu e  r e g a r d l e s s  o f  e x p e r i e n t i a l  background. T h i s  was 

c o n s i s t e n t  w i th  t h e  l i t e r a t u r e  r e p o r t e d  1n Chap te r  I I ,  which d e sc r ib e d  

t h e  Michigan p u b l i c  school f i n a n c i a l  s t a t u s  over  a t e n - y e a r  period* as  

we l l  as  t h e  d a ta  p rov ided  1n Table  4.15 o f  Chapter  IV* which showed 

t h a t  49.25E of  t h e  s u p e r i n t e n d e n t s  r e spond ing  t o  t h e  survey  c i t e d  

f i n a n c i a l  d i f f i c u l t i e s  a s  hav ing  t h e  most s i g n i f i c a n t  a d v e r s e  e f f e c t  on 

t h e i r  a b i l i t y  t o  perform t h e  d u t i e s  o f  t h e i r  p o s i t i o n .

Fina l  A na lys is

As t h e  r e s e a r c h e r  de lved  deeper  i n t o  t h e  s t a t i s t i c a l  r e s u l t s *  

a n o t h e r  q u e s t i o n  was r a i s e d  a s  t o  w he ther  a s i g n i f i c a n t  r e l a t i o n s h i p  

e x i s t e d  between v o lu n t a r y  t u r n o v e r  and su p e r in te n d e n t s *  p e r c e p t i o n s  of 

t h e  seven problem a reas .  T ab le  4.17 and F ig u r e  4.2,  1n Chapter  IV* 

prov ided  t h e  r e s u l t s .

F in d i n g s . No s t a t i s t i c a l l y  s i g n i f i c a n t  r e l a t i o n s h i p  was found 

between Groups 1 and 2 a s  t o  a r e l a t i o n s h i p  between v o lu n ta r y  t u r n o v e r  

and t h e i r  p e rc ep t io n s*  as  a g roup,  o f  t h e  seven problem a r e a s .

C onc lus ions . Th is  f i n a l  a n a l y s i s  was a t t e m p te d  t o  t r y  t o  

uncover  any u n d e r ly in g  cau sa l  f a c t o r s  a c t i n g  a s  p rom pte rs  t o  v o lu n ta ry  

t u r n o v e r .  So few s u p e r i n t e n d e n t s  re sp o n d in g  t o  t h e  su rvey  I n d i c a t e d  

I n v o lu n t a r y  r e a so n s  f o r  t h e i r  tu rnover*  t h i s  l a s t  a n a l y s i s  was 

a t t e m p t e d  In o rd e r  t o  f i n d  one o r  more problem a r e a ( s )  t h a t  cou ld  have 

r e l a t e d  t o  v o lu n ta r y  t u r n o v e r  Iri such a way a s  t o  r a i s e  a doubt o r  

q u e s t i o n  a s  t o  t h e  p e r c e p t i o n  o f  v o l u n t a r y  v e r s u s  In v o lu n t a r y  rea so n s  

f o r  t u rn o v e r .  None was found 1n t h i s  a n a l y s i s .
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I m p l ic a t io n s

The f i n d i n g s  o f  t h e  d a ta  p r e s e n te d  1n t h i s  s tudy  would appear  

t o  have broad I m p l i c a t i o n s  f o r  Michigan p u b l i c  school s u p e r i n t e n d e n t s  

1n t h e i r  a t t e m p t s  t o  deal w i th  prob lems connec ted  w i th  t h i s  a d m i n i s t r a ­

t i v e  l e v e l#  a s  w e l l  a s  1n d e a l i n g  w i th  t h e  demand f o r  pe r fo rm ance  1n 

t h i s  p o s i t i o n  1n school d i s t r i c t s  t h ro u g h o u t  Michigan.

1. S u p e r in t e n d e n t s  1n Michigan need t o  be made aware  of t h e  

Impor tance  of b o a r d - s u p e r l n t e n d e n t  r e l a t i o n s  and t h e  i n f l u e n c e  t h i s  

a r e a  ha s  on s u p e r In te n d en c y  e f f e c t i v e n e s s *  success*  a n d /o r  t u r n o v e r  a t  

t h i s  a d m i n i s t r a t i v e  l e v e l .  Exper ience  does ap p ea r  t o  p lay  a r o l e  1n 

a f f e c t i n g  s u p e r i n t e n d e n t s  a d v e r s e l y  1n t h i s  a r e a  f o r  s e c o n d -e x p e r i en c e  

s u p e r i n t e n d e n t s .

2. E l e c t o r a l  h e a t  a n d /o r  newly e l e c t e d  board members can play 

an Im p o r t a n t  r o l e  1n s u p e r in ten d e n c y  tu rnover*  p a r t i c u l a r l y  f o r  more 

exp e r ien ced  s u p e r i n t e n d e n t s .  I f  they  a r e  t o  s u r v i v e  Incumbent de fea ts*  

s u p e r i n t e n d e n t s  must f i n d  t h e  means t o  I n s u l a t e  th e m s e lv e s  from t h e  

usual n e g a t i v e - I s s u e  p la t fo rm s  c au s in g  board-member t u r n o v e r .

3. The l i t e r a t u r e  s t r o n g l y  su g g es te d  t h e  need f o r  keen 

com m unica t ive  s k i l l s  1n t h e  to p  execu t ives*  su p e r in ten d e n t s*  1n any 

school d i s t r i c t s .

4. S u p e r in t e n d e n t s  a r e  In a v u l n e r a b l e  p o s i t i o n  In most school 

d i s t r i c t s  a s  a r e s u l t  o f  t h e i r  o v e r a l l  s h o r t  d u r a t i o n  1n t h i s  

a d m i n i s t r a t i v e  p o s i t i o n  1n school d i s t r i c t s  th ro u g h o u t  t h e  s t a t e .  Due 

t o  t h i s  v u l n e r a b i l i t y  and viewed a s  an " o u t s id e r * "  s u p e r i n t e n d e n t s  need
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c o n s c io u s ly  t o  choose  t o  e s t a b l i s h  loya l  c o a l i t i o n s  w herever  poss ib le*  

even o u t s i d e  t h e  board s t r u c t u r e *  I f  need be.

5. S t a f f  c o n f l i c t s  cause  s u p e r i n t e n d e n t s  tremendous  g r i e f *  and 

a s  t h e  l i t e r a t u r e  p o in te d  out* t h i s  1s t h e  a r e a  most o f t e n  c i t e d  by 

s u p e r i n t e n d e n t s  a s  what would d r i v e  them from t h e i r  p o s i t i o n s  should  

prob lems 1n t h i s  a r e a  I n t e n s i f y .  Th is  a r e a  1s accompanied by high 

p u b l i c  v i s i b i l i t y  ( n e g o t i a t io n s *  t e a c h e r  s t r i k e s *  t e a c h e r  m i l i t a n c y )  

and may be a c au sa l  f a c t o r  1n t h e  development of  n e g a t i v e  p l a t f o r m  

I s s u e s  which r e g i s t e r  e l e c t o r a l  d i s s a t i s f a c t i o n  w i th  t h e  s t a t u s  quo.

6. F in a n c ia l  d i f f i c u l t i e s  cause  t h e  g r e a t e s t  concern  and 

problem f o r  s u p e r i n t e n d e n t s  th ro u g h o u t  Michigan and t h e  na t ion .

However* t h e  s e v e r i t y  o f  t h e  problem 1s no t  d i r e c t l y  l i n k e d  t o  

supe r In tendency  tu rn o v e r .

7.  S u p e r in t e n d e n t s  need t o  be aw are  t h a t  t h e i r  management 

s t y l e s  and management s k i l l s ,  o r  t h e  l a c k  o f  t h e  l a t t e r *  a r e  s i g n i f i ­

c a n t l y  t i e d  t o  t h e  q u a l i t y  o f  d e c i s io n  making t h a t  goes on w i t h i n  t h e  

o r g a n iz a t io n *  a s  wel l  a s  t h e  l e v e l  of employee d i s s a t i s f a c t i o n  w i t h i n  

t h e  school d i s t r i c t .

8. An o v e r r i d i n g  q u e s t i o n  comes t o  t h i s  w r i t e r ' s  mind— t h a t  

p roblems a r i s i n g  a s  t h e  r e s u l t  o f  p u b l i c  p r e s s u r e / s p e c i a l  I n t e r e s t  

groups,  s t a f f  c o n f l i c t s *  f inances*  management Issues* and communication 

p roblems may be t h e  c a t a l y s t ( s )  f o r  r e s u l t i n g  b o a r d - s u p e r l n t e n d e n t  

r e l a t i o n s  " f a l l - o u t "  a n d / o r  board - incum ben t  de fea ts*  which were  t h e  two 

problem a r e a s  r e s u l t i n g  1n s i g n i f i c a n t  e f f e c t s  on su p e r In te n d en c y
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t u rn o v e r .  The q u e s t i o n  I s  r a i s e d  once a g a in ,  "Which came f i r s t ,  t h e  

c h icken  o r  t h e  egg?"

9. Experience  ap p ea rs  t o  have some e f f e c t  on s u p e r in ten d e n ts*  

p e r c e p t i o n s  o f  t h e  problems th e y  face .  Th is  should  be t h e  c a s e  1f  we 

g a in  knowledge and wisdom from e x p e r i e n t i a l  background. However, t h e r e  

a p p e a r s  t o  be some c au se  f o r  concern  on t h e  p a r t  o f  t h i s  w r i t e r  t h a t  a 

s i g n i f i c a n t  l e v e l  o f  r e l a t i o n s h i p  was n o t  found between e x p e r i e n c e  and 

p e r c e p t i o n s  o f  t h e  problems i n f l u e n c i n g  e f f e c t i v e n e s s  a t  t h i s  a d m in i s ­

t r a t i v e  l e v e l .

10. Of t h e  366 re sponden ts  r e t u r n i n g  t h e  su rvey ,  of  whom 149 

(41%) r e p o r t e d  p re v io u s  e x p e r i e n c e  and 71 o f  t h a t  number (48%) r e p o r t e d  

having s e rved  1n more than  two s u p e r l n t e n d e n d e s ,  a f r a c t i o n  o f  t h e  

t o t a l  of t h e  259 s u p e r i n t e n d e n t s  r e p o r t e d  a rea so n  f o r  t u r n o v e r  a s  

In v o lu n t a r y  as opposed t o  v o lu n ta ry .  Four teen  o f  t h e  259 r e sp o n d en ts  

accoun ted  f o r  In  T a b le s  4.10 th rough  4.12 1n Chapter  IV s a i d  t h e i r  

r e a s o n s  f o r  t u r n o v e r  had been I n v o lu n t a r y ,  f o r  a 5.4% response .  A 

s e r i o u s  q u e s t i o n  1s  r a i s e d  a s  t o  t h e  p e r c e p t io n  o f  s u p e r i n t e n d e n t s  

c o n ce rn in g  causa l  f a c t o r s  a s  they  r e l a t e  t o  v o lu n ta ry  v e r su s  Invo lun­

t a r y  r e a s o n s  f o r  t h e i r  movement from one d i s t r i c t  t o  a n o th e r .

11. This  q u e s t i o n  1s r a i s e d  In l i g h t  o f  t h e  d e s c r i p t i v e  da ta  

found from t h e  n a r r a t i v e  r e s p o n se s  compiled  from t h e  su rvey  and t h e  

c a s e s  r e p o r t e d  1n t h e  form of  v i g n e t t e s  from t h e  f i l e s  o f  MASA.

Su g g es t io n s  f o r  F u tu re  Research 

The f i n d i n g s  o f  t h i s  s tudy  s u g g e s t  a number o f  p o s s i b l e  a r e a s  

f o r  t h e  conduct o f  f u t u r e  r e s e a r c h :
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1. The seven  problem a r e a s  ( v a r i a b l e s )  I d e n t i f i e d  1n t h i s  

s tudy  r e f l e c t  tremendous  co m p lex i ty  and cou ld  probably s u p p o r t  a s tudy 

o f  su p e r in ten d en cy  e f f e c t i v e n e s s  and t u r n o v e r  on an I n d iv i d u a l  basis* 

v a r i a b l e  by v a r i a b l e .

2. The survey can be Improved upon, p a r t i c u l a r l y  1n t h e  a rea  

o f  a match between re a so n s  f o r  tu r n o v e r  and t h e  q u a l i t a t i v e  p e r c e p t io n s  

o f  t h e  problem areas* as  p e rce iv ed  by s u p e r in t e n d e n t s .

3.  Problem Areas ( v a r i a b l e s )  1* 2* 3* and 7 appea r  t o  have 

some commonali ty  o f  pe rcep t ion*  as I l l u s t r a t e d  1n F ig u r e  4.1* and cou ld  

be t h e  b a s i s  o f  f u r t h e r  s tudy  a s  a group.

4. Problem Areas ( v a r i a b l e s )  4,  5* and 6 r e c e iv e d  h ig h e r  

v a lu e s  a c r o s s  a l l  groups  o f  s u p e r i n t e n d e n t s  In t h e i r  p e r c e p t i o n s  of 

a d v e r se  I n f l u e n c e s  on t h e i r  e f f e c t i v e n e s s  a t  t h i s  a d m i n i s t r a t i v e  l e v e l  

and cou ld  be t h e  b a s i s  o f  f u r t h e r  s tudy  ta k e n  a s  a group.

5.  Somehow t h e  "ch icken  o r  t h e  egg" q u e s t i o n  needs t o  be 

a d d re s sed  1n t e r m s  o f  an ana logy  t o  what problem may have s u r f a c e d  

f i r s t  p r i o r  t o  b o a r d - s u p e r l n t e n d e n t  r e l a t i o n s  problems a n d /o r  boa rd -  

incumbent d e f e a t s .

6. S u p e r in t e n d e n t s 1 p e r c e p t i o n s  conce rn ing  t h e i r  r e a so n s  f o r  

t u r n o v e r ,  v o lu n t a r y  o r  Invo lun tary*  need t o  be matched w i th  board-  

members’ p e r c e p t i o n s  o f  t h e  d e s i g n a t i o n  o f  reasons .
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Recommendations

I t  1s t h e  goal o f  t h i s  w r i t e r  t h a t  t h e  f i n d i n g s  o f  t h i s  s tu d y  

can  a s s i s t  1n s e r v i n g  a s  t h e  Impetus  f o r  emphas is  f o r  s u p e r i n t e n d e n t  

t r a i n i n g  programs* be th e y  p r e s e r v i c e  o r  1nserv1ce* a s  fo l l o w s :

1. A t t e n t i o n  should  be g iv en  t o  t h e  development o f  t l m e -  

management s k i l l s  t h a t  r e f l e c t  an aw areness  o f  t h e  Im p or tance  and 

s t r e s s  a s s o c i a t e d  w i th  r e s p o n s i b i l i t i e s  1n t h e  su p e r in ten d e n c y  t h a t  

compete f o r  I n c r e d i b l e  t im e  and energy .

2. Budget p lann ing  and a d m i n i s t r a t i o n  and t h e i r  I n t e r c o n n e c t ­

e d n ess  w i th  t h e  t h e o r i e s  and p r a c t i c e  1n t h e  f i e l d  o f  economics  need t o  

be a major  p a r t  o f  any t r a i n i n g  program* e s p e c i a l l y  a t  t h i s  t ime* when 

u n d e r s t a n d in g s  and s k i l l s  a r e  needed 1n managing e n r o l l m e n t  d e c l i n e s  

and school c l o s i n g s  t h a t  a r e  accompanied by I n c re a se d  o p e r a t io n a l  

c o s t s .

3.  Tremendous emphas is  1n a c o u r se  c a l l e d  ,rThe S u p e r ln t e n d -  

ency" should  be p laced  on o r g a n i z a t i o n a l  and p o l i t i c a l  s k i l l s  n e c e s sa ry  

f o r  e f f e c t i v e  working  r e l a t i o n s h i p s  w i th  boards  o f  ed u ca t io n .

4. Management s k i l l s  and l e a d e r s h i p  s t y l e s  need t o  be 

addressed  In t e r m s  o f  t h e  d e f i n i t e  I n f lu e n c e  they  have on o r g a n i z a ­

t i o n a l  pe r fo rm ance  and employee s a t i s f a c t i o n .

5. S u p e r in t e n d e n t s  need t o  be t a u g h t  t h e  s k i l l s  n e ce s sa ry  f o r  

c u l l i n g  o u t  t h e  s o d a !  and p o l i t i c a l  s t r u c t u r e s  w i t h i n  t h e i r  communi­

t i e s  t h a t  a r e  Impinging  on t h e  c o n t r o l  of  t h e  b u s in e s s  o f  t h e  d i s t r i c t .

6. I f  s u p e r i n t e n d e n t s  a r e  t o  s u r v i v e  an env i ro n m en t  permeated  

by c o n f l i c t *  a p e r c e p t i o n  must evo lve  among them t h a t  r e c o g n iz e s  t h a t
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c o n f l i c t  I s  e s s e n t i a l  t o  t h e  p o s i t i v e  e v o lu t io n  o f  an e d u c a t i o n a l  

o r g a n i z a t i o n .

7. Modern o r g a n i z a t i o n a l  th e o ry  d e s c r i b e s  an env i ronm ent  t h a t  

demands a c c e s s  1n d ec i s io n -m ak in g  p ro c e s s e s  th rough  p a r t i c i p a t o r y  man­

agement  p r a c t i c e s .  S u p e r in t e n d e n t s  need s k i l l s  1n t h e  development o f  

I n s t i t u t i o n a l i z e d  p ro ced u res  t h a t  encourage  c o n f l i c t  w i t h i n  a c c e p t a b l e  

p a ra m e te r s .

8. Last* and most s i g n i f i c a n t *  r e c e n t  n a t io n a l  e d u ca t io n a l  

r e p o r t s  and s t u d i e s  have d e f in e d  t h e  su p e r in ten d e n c y  a s  t h e  foca l  p o i n t  

f o r  i n s t r u c t i o n a l  l e a d e r s h i p .  This  d e f i n i t i o n  1s dlchotomous t o  much 

o f  what t h i s  paper  o u t l i n e d  1n t e r m s  of  board  o f  e d u c a t io n  e x p e c ta ­

t i o n s .  S u p e r in t e n d e n t s  need t o  r e - e d u c a t e  boards  o f  e d u ca t io n  1n l i g h t  

o f  t h e s e  new d i r e c t i o n s  f o r  improved school e f f e c t i v e n e s s .  The r o l e  of 

t h e  s u p e r i n t e n d e n t  1s now s h i f t i n g  from s o l e l y  t h a t  of a s k i l l e d  p o l i t ­

i c a l  n e g o t i a t o r  t o  one c e n t e r i n g  on school Improvement by v i r t u e  o f  

1 n s t r u c t 1 o n a l - l e a d e r s h 1 p  d i r e c t i o n s  p rov ided  s p e c i f i c a l l y  by s u p e r i n ­

t e n d e n t s .
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May 11, 1984

S u p e r in ten d en t

Dear Dr.

At t h i s  t ime o f  y e a r ,  the  enc losed  survey  is  undoubtedly  an item 
f u r t h e s t  from the  mind. However, from my v an tage  p o i n t ,  a d o c to r a l  
d i s s e r t a t i o n  t ime sch ed u le  is  h ig h ly  u n p r e d i c t a b l e ,  p a r t i c u l a r l y  when 
one i s  employed f u l l - t i m e .

The t o p i c  o f  my paper  d e a l s  w i th  problems Impact ing t u r n o v e r /  
t e r m in a t io n  a s  exper ienced  by Michigan s u p e r i n t e n d e n t s  d u r in g  the  
p e r io d  1972-198**. Th is  Involves  an a rea  o f  d i r e c t  i n t e r e s t  t o  you,
I'm su re .

I beg your  indu lgence  f o r  approx im a te ly  f i f t e e n  (15) minu tes  o f  
your t ime to  respond to  t h e  e n c l o s u r e  and r e t u r n  same In t h e  s e l f -  
a d d re s s e d ,  stamped envelope  today .  P l e a s e  a s s i s t  me in t h e  f i n a l  
s t e p  toward a t t a i n i n g  my Ph.D. d e g re e .  The number coding  found on 
th e  envelope  and survey  i s  s o l e l y  f o r  t h e  purpose  o f  a reminder m a i l ­
ing should  an adequa te  number o f  su rveys  no t  be r e tu rn e d  w i th in  the  
t ime a l l o t m e n t .  All in fo rm a t io n  rece iv ed  w i l l  be handled w i th  th e  
u tmost  c o n f i d e n t i a l i t y .

I f  you would l i k e  a copy o f  the  r e s u l t s / f i n d i n g s  from d a ta  
a n a l y s e s ,  check th e  a p p r o p r i a t e  box on th e  su rvey .  Thank you, 
s i n c e r e l y ,  f o r  your t ime and he lp  in t h i s  endeavor .  PLEASE COMPLETE 
AND RETURN NO LATER THAN MAY 23, 198**.

A p p r e c i a t i v e l y  y o u r s ,

Margaret  (Dolly) McMaster 
A s s i s t a n t  P r in c i p a l  
Maltby Middle School 
**7**0 Bauer Road 
B r ig h to n ,  Michigan **8ll6 
1-313-227-3601,  Ext .  522

DM/bas
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PLEASE CIRCLE THE APPROPRIATE HUMBER UNDER EACH LETTERED READING 
AND, I P  NECESSARY, P IL L  IN  THE BLANK THAT BEST A PPL IE S  TO TOUR 
CIRCUHSTANCE(S),

D IST R IC T  DATA

A . S IZ E  OP D IS T R IC T t (K - I Z  POPULATION}

01 . 0 -  1000
0 2 .  1001  -  3 0 0 0
0 3 .  3 0 0 1  -  A0 0 0
0 4 .  4 0 0 1  -  3 0 0 0
0 3 .  3 0 0 1  -  6 0 0 0
0 6 .  6 0 0 1  -  1 0 ,0 0 0
0 7 .  1 0 ,0 0 1  -  1 3 ,0 0 0
0 5 .  1 5 ,0 0 1  -  2 5 ,0 0 0
0 9 .  2 5 ,0 0 1  -  4 0 , 0 0 0
1 0 .  4 0 ,0 0 1  -   (PLEASE SUPPLY APPROXIMATE P I  CURE)
1 1 .  NOT APPLICABLE

B . CLASSIFICA TIO N  OP D IS T R IC T !

0 1 .  URBAN
0 2 .  SURBURBAN
0 3 .  RURAL
0 4 .  NOT APPLICABLE

C . TOTAL OPERATING BUDGET:

0 1 .  1 , 0 0 0 , 0 0 0 . 0 0  -  5 , 0 0 0 , 0 0 0 . 0 0
0 2 .  5 , 0 0 0 , 0 0 1 . 0 0  -  1 0 , 0 0 0 , 0 0 0 . 0 0
0 3 .  1 0 , 0 0 0 , 0 0 1 . 0 0 -  2 0 , 0 0 0 , 0 0 0 . OD
0 4  . 2 0 , 0 0 0 , 0 0 1 . 0 0  -  5 0 , 0 0 0 , 0 0 0 . 0 0
0 5 .  5 0 , 0 0 0 , 0 0 1 , 0 0  ______________(PLEASE SUPPLY APPROXIMATE FIGURE)
0 6 .  HOT APPLICABLE

D . STATE EQUALIZED VALUATION (S E V )/P E R  P U P IL :

0 1 .  3 5 , 0 0 0 . 0 0  AND BELOW
0 2 .  3 5 , 0 0 1 . 0 0  -  5 0 , 0 0 0 . 0 0
0 3  . 5 0 , 0 0 1 , 0 0  -  7 5 , 0 0 0 . 0 0
0 4 .  7 5 , 0 0 1 . 0 0 - 1 4 9 , 0 0 0 . 0 0
0 5 .  1 4 9 , 0 0 1 .0 0  - _____________________(PLEASE SUPPLY APPROXIMATE FIGURE)
0 6 .  NOT APPLICABLE

E .  EXPENDITURE PER P U P IL :

0 1 .  5 0 0 . 0 0 - 1 , 0 0 0 . 0 0
0 2 .  1 , 0 0 1 . 0 0  -  1 , 3 0 0 . 0 0
0 3 .  1 , 5 0 1 . 0 0  -  2 , 0 0 0 . 0 0
0 4 .  2 , 0 0 1 . 0 0  -  3 , 0 0 0 . 0 0
0 5 .  3 , 0 0 1 . 0 0  -  _______________ (PLEASE INDICATE YOUR EXPENDITURE)
0 6 .  NOT APPLICABLE 

SUPERINTENDENT PERSONAL DATA

P .  ACE:

0 1 .  3 0  -  3 5
0 2 .  3 6  -  4 0
0 3 .  41  -  4 5
0 4 .  4 6  -  5 0
0 5 .  51 -  ________  (PLEASE GIVE YOUR ACE I P  OVER 5 1 )
0 6 .  NOT APPLICABLE
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C . LDKTH OF SERVICE (PRESENT D ISTRICT) i

0 1 .  0 - 3
0 2 .  4 - 6
0 3 .  7 - 1 0
0 4 .  11 -  15
0 5 .  16 -   (PLEASE INDICATE EXACT NUMBER CW SPACE PROVIDED)
0 6 .  NOT APPLICABLE

B . S UP ERI NTENDENCE EXPERIENCE PRIOR TO TOUR PRESENT POSITIO N :

0 1 .  TES
0 2 .  MO

I F  T E S , UNCTO OF PRIOR EXPERIENCE: ______________

0 3 .  0 - 3
0 4 .  4 -  6
0 5 .  7 - 1 0
0 6 .  11 -  15
0 7 .  16 -  ________ (PLEASE INDICATE EXACT NUMBER OF TEARS BEYOND 16)
0 8 .  NOT APPLICABLE

I .  CLASSIFICATION OF D IST R IC T:

0 1 .  URBAN
0 2 .  SUBURBAN
0 3 .  RURAL
0 4 .  NOT APPLICABLE

J .  I  HAVE SERVED MORE TUAN T W  SUPERINTENDENCIES:

0 1 .  TES
0 2 .  NO

I F  T E S , LENGTH OF PRIOR EXPERIENCES;______________

0 3 .  0 - 3
0 4 .  4 - 6
0 5 .  7 - 1 0
0 6 .  .11 -  15
0 7 .  16  -   (PLEASE INDICATE EXACT NUMBER OF TEARS BEYOND 1 6 )
0 8 .  NOT APPLICABLE

REASON FOR TURNOVER/TERMINATION OT SUPERINTENDEHCY 

K. F IR S T  SUPER1HTEHDENCT:

0 1 .  VOLUNTARY
0 2 .  INVOLUNTARY
0 3 .  NOT APPLICABLE

EXPLANATION FOR TURNOVER/TERMINATION ___________________________________

L . SECOND SUPER INTENDENCY!

0 1 .  VOLUNTARY
0 2 .  INVOLUNTARY
0 3 .  NOT APPLICABLE

EXPLANATION FOR TURNOVER/TERMINATION
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K. THIRD SUPER INTENDENCY (IP APPLICABLE)I

0 1 .  VOLUNTARY
0 2 .  INVOLUNTARY
0 3 .  NOT APPLICABLE

EXPLANATION POR TURNOVER/TERMINATION

N . HE HAVE SUFFERED PROH DECLINING ENROLLMENT OVER THE PAST TEN TEARS 
RESULTING IN  STUDENT LOSS AMOUNTING TO*

0 1 .  1 0 0  -  3 0 0  STUDENTS
0 2 .  3 01  -  5 0 0  STUDENTS
0 3 .  5 01  -  7 0 0  STUDENTS
0 4 .  7 01  -  1 , 0 0 0  STUDENTS
0 5 .  1 ,0 0 1  - ______________(PLEA SE INDICATE APPROXIMATE AMOUNT)
0 6 .  MOT APPLICABLE

THE TEAR OF GREATEST STUDENT ENROLLMENT DECLINE HAS ___________________
AND AMOUNTED TO A DROP TO _______________IN  T H IS  TEAR ALONE.

0 .  HE HAVE ATTEMPTED TO R A ISE INCREASES IN  REVENUES THROUGH HILLACE
ELECTIONS OVER THE PAST TEN YEARS AND HAVE HAD (C IR C L E  THE APPROPRIATE 
NUMBER) SUCCESSFUL HILLAGE CAMPAIGNS IN  ORDER TO RA ISE SORELY HEEDED 
REVENUES:

01. 1
02. 2
0 3 .  3
0 4 .  4
0 5 .  5  OR MORE
0 6 .  NOT APPLICABLE

P .  OVER THE PAST TEN YEARS WE HAVE HAD (C IR C LE THE APPROPRIATE NUMBER) 
HILLACE REJECTIONS BY THE ELECTORATE;

0 1 . 1
0 2 . 2
0 3 . 3
0 4 . 4
0 5 . 5  OR MORE
0 6 . HOT APPLICABLE

PLEASE ID ENTIFY  THE FOLLOWING SEVEN VARIABLES THAT ADVERSELY AFFECT TOUR 
A B IL IT Y  TO F U L FIL L  THE DUTIES OF YOUR O FFICE OF SUPERINTENDENT. PLACE A 
NUMBER 5  TO A NUMBER J . IN  THE BLANK RATING EACH VARIABLE IH  THE FOLLOWING 
L IS T  WITH A # 5  CARRYING THE GREATEST IMPACT TO A #1 HAVING THE LEAST 
IM PACT:

5  -  MOST SIG N IFIC A N T ADVERSE EFFECT 
4 -  SIG N IFIC A N T ADVERSE EFFECT 
3  -  UNDECIDED 
2 ~  LEAST ADVERSE EFFECT 
I -  NO SIG N IFIC A N T EFFECT

PRESENT SUPERINTENDEDCYI (VARIABLES)

  BOARD-SUPERINTENDENT RELATIONS
  BOARD MEMBER ELECTIONS
  COMMUNICATIONS/PUBLIC RELATIONS
  PUBLIC PR ESSU RE/SPEC IA L INTEREST CROUPS
  STAFF CONFLICTS
  FINANCIAL D IF F IC U L T IE S
  MANAGEMENT PROBLEMS
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PRIO R SUPERINTENDENCY! ( I F  YOU ARE SERVINC IN  A SECOND SUPERIN­
TENDENCY, PLEASE RANK ORDER EACH VARIABLE FROM i  t o  1 AS HAVING 
THE GREATEST TO THE LEAST IMPACT UPON THE CASUAL1TY FOR YOUR 
TURNOVER/TERMINATION.)

5 -  MOST SIG N IFIC A N T ADVERSE EFFECT 
4  -  SIG N IFIC A N T ADVERSE EFFECT
1 -  UNDECIDED
2 -  LEAST ADVERSE EFFECT
1 -  NO SIG N IFIC A N T EFFECT

  BOARD-SUPERINTENDENT RELATIONS
  BOARD MEMBER ELECTIONS
  COMMUNICATIONS/PUBLIC RELATIONS
  PUBLIC PRESSU R E/SPECIA L INTEREST CROUPS
  STAFF CONFLICTS
  FINANCIAL D IF F IC U L T IE S
  MANAGEMENT PROBLEMS

PRIOR SUPERINTENDENCY EXPERIENCE: ( I F  MORE THAN TWO EXPERIENCES
IN  A SUPERINTENDENT P O S IT IO N , PLEASE RANK ORDER EACH VARIABLE FROM 
5 t o  _1 AS HAVING THE GREATEST TO THE LEAST IM PA C T.)

5  -  HOST SIG N IFIC A N T ADVERSE EFFECT
1 -  SIG N IFIC A N T ADVERSE EFFECT 
3 -  UNDECIDED
2 -  LEAST ADVERSE EFFECT
1 -  NO SIG N IFIC A N T EFFECT

  BOARD-SUPERINTENDENT RELATIONS
  BOARD MEMBER ELECTIONS
  COMMUNICATIONS/PUBLIC RELATIONS
  PUBLIC PRESSU RE/SPECIA L INTEREST CROUPS
  STAFF CONFLICTS
  FINANCIAL D IF F IC U L T IE S
  MANAGEMENT PROBLEMS

I F  YOU HAVE THE T IH E , ANY FURTHER DELINEATION OF FACTORS (PROBLEMS) IMPACT­
ING TOUR PO SIT IO N  AS A SUPERINTENDENT W ILL BE MOST HELPFUL IN  REPORTING 
RELEVANT DATA REGARDING TH IS AREA OF CONCERN TO PRESENT AND FUTURE SUPER­
INTENDENTS .

PLEASE FORWARD THE RESULTS OF THIS STUDY WHEN AVAILABLE,
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CORRESPONDING STATISTICAL COMPUTATIONS
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Table B . l , — F i r s t - t u r n o v e r  computat ions .

Count 
Row Pet 
Col Pet 
Tot Pet

No
S i g n i f .
E f f e c t

Least
Adverse
E f f e c t

Unde­
c ided

S i g n i f .
Adverse
E f f e c t

Host S i g n i f .  
Adverse 
E f f e c t

Row
Total

BOARD-SUPERINTENDENT RELATIONS

Volunta ry
31

47-7
100.0
44 .9

15
23.1
93 .8
21.7

4
6 .2

100.0
5 .8

5
7 .7

100.0
7 .2

10
15.4 
76.9
14.5

65
94.2

In v o lu n ta ry

0
0
0
0

1
25 .0

6.3
1.4

0
0
0
0

0
0
0
0

3
75.0
23.1 

4 .3

4
5 .8

Column t o t a l 31
44 .9

16
23 .2

4
5 .8

5
7 .2

13
18.8

69
100.0

Raw c h i - s q u a r e  = 9.57554, d f  = S i g n i f . = .01(82

BOARD-MEMBER ELECTIONS

Voluntary
38

62.3
97.4
59.4

10 
16. 4 

100.0 
15.6

4
6 .6

100.0
6 .3

5
8 .2

83.3
7 .8

4
6 .6

80.0
6.3

61
95.3

In v o lu n ta ry

1
33.3

2 .6
1.6

0
0
0
0

0
0
0
0

1
33.3 
16.7 

1.6

1
33-3
20 .0

1.6

3
4 .7

Column t o t a l 39
6 0 . 9

10
15.6

it
6 .3

6
9 .4

5
7 .8

64
100.0

Raw c h i - s q u a r e  « 5 . 63 3 2 9 ,  df  = 4 ,  S i g n i f .  = .2283
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Table  B , 1 . - - Co n t in u e d .

Count 
Row Pet 
Col Pet 
Tot Pet

No
S i g n i f .
E f f e c t

Least
Adverse
E f f e c t

Unde-
c ided

S i g n i f .
Adverse
E f f e c t

Most S i g n i f .  
Adverse 
E f f e c t

Row
Total

COMMUNICATIONS/PUBLIC RELATIONS

V olunta ry

32
50 .0
9 7 .0
4 7 .8

14 
21 .9  
93-3 
20 .9

8
12.5

100.0
11.9

8
12.5
88.9
11.9

2
3.1 

100.0 
3 .0

64
95.5

i n v o lu n ta ry

1
33 .3

3 .0
1.5

1
33.3

6 .7
1.5

0
0
0
0

1
33.3 
11.1 

1.5

0
0
0
0

3
4 .5

Column t o t a l 33
49 .3

15
22 .4

8
11.9

9
13.4

2
3 .0

67
100.0

Raw c h i - s q u a r e = 1.72435, d f  = 4, S i g n i f . = .7863

PUBLIC PRESSURE/SPECIAL INTEREST GROUPS

Volunta ry

28
43 .8  
96 .6
41 .8

12
1 8 . 8

100.0
17.9

4
6.3

100.0
6 .0

12
18.8
92.3
17.9

8
12.5
8 8 .9
11.9

64
95.5

In v o lu n ta ry

1
33 .3

3 .4
1.5

0
0
0
0

0
0
0
0

1
33.3

7 .7
1.5

1
33.3
11.1

1.5

3
4 .5

Column t o t a l 29
43.3

12
17.9

4
6 .0

13
19.4

9
13.4

67
100.0

Raw c h i - s q u a r e  = 2 . 0 6 18 7 ,  d f  = S i g n i f .  * ,72k1*
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Table B. 1 . — Continued.

Count 
Row Pet 
Col Pet 
Tot Pet

No
S i g n i f .
E f f e c t

Least  |a ,
Adverse. c ided E f f e c t

S i g n i f .
Adverse
E f f e c t

Most S i g n i f .  
Adverse 
E f f e c t

Row
Total

STAFF iCONFLICTS

Volunta ry
33 

5 2 . A 
97.1 
A9-3

13 
20 .6  
92 .9  
19 .A

5
7 .9

100.0
7 .5

10
15.9
90 .9  
1 A.9

2
3.2

66.7
3 .0

63
9A.0

In v o lu n ta ry

1
25.0

2 .9
1.5

1
25.0

7.1
1.5

0
0
0
0

I
25.0

9.1
1.5

1
2 5 . 0

33.3
1.5

A
6 .0

Column t o t a l 3A
50.7

1A 
20,9

5
7 .5

11 
1 6 . A

3
A.5

67
100.0

Raw c h i - s q u a r e  = *1.09959, d f  = A, S i g n i f .  = .2772

FINANCIAL DIFFICULTIES

Volunta ry

22 
3*1.9 

100.0 
33-3

8
12.7

100.0
12.1

3
A.8 

100.0 
A.5

10
15.9
90 .9  
15.2

20
31.7
90.9
30.3

6 3

9 5 . 5

Invo lu n ta ry

0
0
0
0

0
0
0
0

0
0
0
0

I
33.3

9.1
1.5

2
66.7

9.1
3.0

3
A.5

Column t o t a l 22
33-3

8
12.1

3
A.5

11
16.7

22
33.3

66
100.0

Raw c h i - s q u a r e  = 3.l*t286, d f  = A, S i g n i f .  = .53A2
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Table  B . l . — Cont inued.

Count 
Row Pet 
Col Pet 
Tot Pet

No
S i g n i f .
E f f e c t

Least
Adverse
E f f e c t

Unde­
c ided

S i g n i f .
Adverse
E f f e c t

Most S i g n i f .  
Adverse 
E f f e c t

Row
Total

MANAGEMENT PROBLEMS

Voluntary
37

57 .8
9^ .9
55.2

15 
23 .^  

100.0 
1 1 . k

6
9.*t

100.0
9 .0

k
6.3

100.0
6.0

2
3.1

66.7
3 .0

6*i
95 .5

In v o lu n ta ry

2
66.7

5.1
3 .0

0
0
0
0

0
0
0
0

0
0
0
0

1
33.3
33-3

1.5

3
A.5

Column t o t a l 39
58.2

15 
1 1 . k

6
9-0

k
6 .0

3
k . S

67
100.0

Raw c h i - s q u a r e = 7 .05075 , d f  = k ,  Si g n i f . = .1332
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Table  B . 2 . — Second- turnover  computat ions .

Count 
Row Pet 
Col Pet 
Tot Pet

No
S i g n i f i c a n t

E f f e c t

Least
Adverse
E f f e c t

Undecided Row
Total

BOARD-SUPERINTENDENT RELATIONS

Volunta ry
3k

1 1 . 3
97.1
73-9

2
*i.5

100.0
*•.3

8
18.2
88 .9
\ 7 A

kk
95.7

In v o lu n ta ry

1
50 .0

2 .9
2 .2

0
0
0
0

1
5 0 . 0

11.1
2 .2

2
k . 3

Column t o t a l 35
76.1

2
*<•3

9
1 9 - 6

*(6
100.0

Raw c h i - s q u a r e  = 1.26782, d f  = 2, S i g n i f .  = .5305

B0ARD-MEMBER ELECTIONS

Voluntary
33

76 .7
100.0
73 .3

2
k . 7

66.7
k . k

8
18.6
88.9
17.8

*»3
95-6

Invo lu n ta ry

0
0
0
0

1
50 .0
33.3

2 .2

1
50 .0
11.1 
2 .2

2
k . k

Column t o t a l 33
73.3

3
6 .7

9
20 .0

k s
100.0

Raw c h i - s q u a r e  = 8 . 37 2 0 9 ,  df  -  2 ,  S i g n i f .  = .0152
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Table  B . 2 . — Continued.

Count 
Row Pet 
Col Pet 
Tot Pet

No
S i g n i f i c a n t

E f f e c t

Least
Adverse
E f f e c t

. Undecided Row
Total

COMMUNICATIONS/PUBLIC RELATIONS

Volunta ry
33

75.0
100.0
71.7

6
13.6
85 .7
13.0

5
11.4
83 .3
10.9

44
95.7

Invo lu n ta ry
0
0
0
0

1
50.0
14.3
2 .2

1
5 0 . 0

16.7
2 .2

2
4.3

Column t o t a l 33
71.1

7
15.2

6
13.0

. 46 
100.0

Raw c h i - s q u a r e = 5 .35173, df  = 2,  S i g n i f .  = .0688

PUBLIC PRESSURE/SPECIAL INTEREST GROUPS

Volunta ry

26
57.8

100.0
55.3

7
15.6

100.0
14.9

12
26.7
85.7  
25.5

45
95.7

Invo lu n ta ry

0
0
0
0

0
0
0
0

2
100.0

14.3
4 .3

2
4 .3

Column t o t a l 26
55.3

7
14.9

14
29.8

47
100.0

Raw c h i - s q u a r e  *  4 . 92 3 8 1 ,  df  = 2 ,  S i g n i f .  = .0853
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Table B . 2 . — Continued.

Count No Least  _
Row Pe t  S i g n i f i c a n t  Adverse Undecided _ ° w.
Col Pe t  E f f e c t  E f f e c t
Tot Pet

STAFF CONFLICTS

Volunta ry

In v o lu n ta ry

30 5 9
68 .2 11.4 20.5
96 .8 100.0 90 .0
65 .2 10.9 19.6

1 0 1
50.0 0 50.0

3 .2 0 10.0
2 .2 0 2 .2

31 5 10
67.4 10.9 21.7

44
95.7

2
4 .3

Column t o t a l  31 5 10 46
100.0

Raw c h i - s q u a r e  » 1.08930, df  = 2, S i g n i f .  = ,5800

FINANCIAL DIFFICULTIES

Voluntary

Invo lun tary

20 4 23
42.6 8 .5 48 .9
95.2 100.0 95 .8
40.8 8 .2 46 .9

1 0 1
50.0 0 50.0

4 .8 0 4 .2
2 .0 0 2 .0

21 4 24
42.9 8 .2 49 .0

47
95.9

2
4.1

Column t o t a l  21 4 24 49
100.0

Raw c h i - s q u a r e  = . 19548 ,  df  = 2 ,  S i g n i f .  « .9059
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Table B . 2 . - -Cont i nued .

Count 
Row Pet 
Col Pet 
Tot Pet

No
S i g n i f i c a n t

E f f e c t

Least
Adverse
E f f e c t

Undecided Row
Total

35 6 3 it it
79 .5 13.6 6 .8 95 .7

Voluntary 97.2 100.0 75.0
76.1 13.0 6 .5

1 0 1 2
50.0 0 50.0 i t . 3

I n v o lu n ta ry 2 .8 0 2 5 . 0

2 .2 0 2 .2

Column t o t a l 36 6 it6
78 .3 13.0 8 .7 100.0

Raw c h i - s q u a r e  = 58838, d f  = 2 ,  S i g n i f .  ® .1008
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Table  B . 3 . — S t a t i s t i c a l  computat ions:  Groups 0 ,  1,  and 2 means.

F a c to r  Code Mean S.D. N 95% Conf. I n t e r v a l

BOARD-SUPERINTENOENT RELATIONS
Group
Group
Group

0
1
2

1.92655
2.28788
2.08511

1.24783 
1.43329 
1.39611

177
66
47

1.74145 
1.93553 
1.67519

2.11166
2.64022
2.49502

For e n t i r e sample 2.03448 1.32013 290 1.88191 2.18706

B0ARD-■MEMBER ELECTIONS
Group
Group
Group

0
1
2

1.70056
1 . 9 6 9 7 0

2 . 0 2 1 2 8

1.07959 
1.20217 
1.17009

177
66
47

1.54042 
1.67417 
1.67773

1.86071 
2.26523 
2.36483

For e n t i r e sample 1.81379 1.12835 290 1 . 6 8 3 3 8 1.94420

COMMUNICATIONS/PUBLIC RELATIONS

Group
Group
Group

0
1
2

2.14689
2.13636
2.08511

1.09799 
1.03606 
1-17639

177
66
47

1.98402 
1.88167 
1.73970

2.30977
2.39106
2.43051

For e n t i  re sample 2.13448 1.09379 290 2.00807 2.26090

PUBLIC PRESSURE/SPECIAL INTEREST GROUPS

Group
Group
Group

0
1
2

2.66102
2.90909
2.61702

1.23781
1.22446
1.18969

177
66
47

2.47740
2.60808
2.26772

2.84463
3.21010
2.96633

For e n t i r e sample 2.71034 1.22780 290 2.56844 2 . 8 5 2 2 5

STAFF CONFLICTS

Group
Group
Group

0
1
2

2.71186
2.81818
2.65957

1.24386 
1.35770 
1.32331

177
66
47

2.52735
2.48442
2.27104

2 . 8 9 6 3 8  

3.15195 
3.04811

For e n t i r e sample 2.72759 1.27998 290 2.57965 2.87552

FINANCIAL DIFFICULTIES

Group
Group
Group

0
1
2

3.78531
4,15152
3.85106

1.43780 
1.14007 
1.38279

177
66
47

3.57203
3.87125
3.44506

3.99859
4.43178
4.25707

For e n t i r e sample 3.87931 1.37044 290 3.72092 4.03770

MANAGEMENT PROBLEMS

Group
Group
Group

0
1
2

2.05254
2.31818
2.00000

1.11519
1.11160
1.21584

177
66
47

1.98712 
2.04492 
1.64302

2.31797 
2.59145 
2.35698

For e n t i r e sample 2.16552 1.13158 290 2.03473 2.29630
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Table  B . * . — S t a t i s t i c a l  computat ions:  Group 1 (N = 5 8 ) .

Fac to r  ; Code Mean S.D. N 35% Conf. In t e rv a l

BOARD-SUPERINTENDENT RELATIONS

Voluntary  1 
In v o lu n ta ry  2

2 . 0 8 6 2 1  1 .47832 5 8  

* . 0 0 0 0 0  1 . 7 3 2 0 5  3
1.69750 
- .30265

2.*7*91 
8 .30265

For e n t i r e  sample 2.18033 1.53306 61 1.78769 2.57296

V olun ta ry  1 
In v o lu n ta ry  2

B0ARD-MEMBER ELECTIONS

1.65517 1.10106 58 
3.33333 2.08167 3

1.36566
-1.83781

1.9**68 
8.*0558

For e n t i r e  sample 1.73770 1.19585 61 

COMMUNICATIONS/PUBLIC RELATIONS

1 .*31*3 2.0*398

Volun ta ry  1 
in v o lu n ta ry  2

1.8103*1 1.06716 58 
2 .33333 1.52753 3

1.52975 
-1 .**6125

2.0909*
6.12792

For e n t i r e  sample 1.83607 1.08290 61 1.55872 2.113*1

PUBL IC PRESSURE/SPECIAL INTEREST GROUPS

V oluntary  1 
In v o lu n ta ry  2

2.2*138 l .*5*70  58 
3.33333 2.08167 3

1 . 8 5 8 8 9  

-1.83781
2.62387 
8.50**8

For e n t i r e  sample 2.29508 1.*18710 61 1.91*22 2.67595

Volun ta ry  I 
In v o lu n ta ry  2

STAFF CONFLICTS

1.86207 1.19132 58 
2.66667 2.08167 3

1 . 5 * 8 8 3  

- 2 . 5 0 * * 8

2.17531
7.83781

For e n t i r e  sample !.90l6*t 1.23*130 61 1.58552 2.21776

Volun ta ry  1 
I n v o lu n ta ry  2

FINANCIAL DIFFICULTIES

2.9*828 1.7*1137 58 
*».66667 .57735 3

2.*90*1 
3.232*5

3.*0615 
6 . 1 0 0 8 8

For e n t i r e  sample 3.03279 1 .7*133 61 2.58681 3.*7876

Voluntary  I 
In v o lu n ta ry  2

MANAGEMENT PROBLEMS

1.70690 1.02613 58 
2.33333 2.309*0 3

1-43709 
-3 .*035*

1.97670
8.07020

For e n t i r e  sample 1.73770 1.09395 61 1.*5753 2.01788
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Table  B . 5.  — S t a t i s t l e a l  computat ions:  Group 2 (N = 3 9 ) .

Fac to r Code Mean S.D. N 95$ Conf. I n t e r v a l

BOARD-SUPERINTENDENT RELATIONS

Voluntary  
In v o lu n ta ry

1
2

1.92308 
3 . 0 0 0 0 0

1 .13287 
2.828*3

39
2

1.5558* 
-22.*12*1

2.29031 
28.*12*1

For e n t i r e sample 1.97561 1.21*2* *1 1 .59235 2.35887

B0ARD- MEMBER ELECTIONS

Volunta ry
In v o lu n ta ry

1
2

1 .897** 
3.50000

1.33367
.70711

39
2

1.*6511 
-2 .85310

2.32976
9.85310

For e n t i r e sample 1.97561 1.35070 *1 1.5*928 2.*019*

COMMUNICATIONS/PUBLIC RELATIONS

Volunta ry
In v o lu n ta ry

1
2

1.79*87
3.50000

1.05580
.70711

39
2

1.*5262 
-2 .85310

2.13712
9-85310

For e n t i r e sample 1.87805 1.09989 *1 1.53088 2.22522

PUBLIC PRESSURE/SPECIAL INTEREST GROUPS

Volunta ry  
tn v o lu n ta ry

1
2

2.00000
*.50000

1.27733
.70711

39
2

1.5859* 
-1 .85310

2.*1*06 
10.85310

For e n t i r e sample 2.12195 1.36373 *1 1 .69151 2.552*0

STAFF CONFLICTS

V olunta ry
Invo lu n ta ry

1
2

2.00000
2.50000

1.33771
2.12132

39
2

1.56636 
-16.55931

2.*336* 
21.55931

For e n t i r e  sample 2.02*39 1.35070 *1 1.59806 2.*5072

FINANCIAL DIFFICULTIES

Volunta ry  
Invo lu n ta ry

1
2

2.76923
2.50000

1.677*3
2.12132

39
2

2.225*7
-16.55931

3.31299
21.55931

For e n t i r e sample 2.75610 1.6700* *1 2.22897 3.28323

MANAGEMENT PROBLEMS

Volunta ry  
In v o lu n ta ry

1
2

1.61538 
2.50000

.90657
2.12132

39
2

1.32151 
-16.55931

1.90926 
21.55931

For e n t i r e sample 1.6585* .96*62 *1 1.35*07 1.96301
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