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ABSTRACT

ORIENTATION OF LAY PERSONS EMPLOYED AS LUNCHROOM
SUPERVISORS IN MILWAUKEE, WISCONSIN
PUBLIC ELEMENTARY SCHOOLS

By
Mary E. Dougherty

This study was concerned with appraisal of the over-
all content of existing orientation programs for lay persons
employed as noon-hour lunchroom supervisors in 35 Milwaukee
Public Elementary Schools. Survey instruments were designed
to obtain similar information from two different pbints of
view--that of the elementary school principals, and that of
the noon-hour lunchroom lay supervisors employed by those
principals.

Both groups were asked for information concerning
content and procedures of their present orientation programs,
lay supervisory responsibilities and authority, extent of
supervision and evaluation of employee performance,. and per-
sonal characteristics viewed as essential for lay supervi-
sors. Opinions and ideas were also sought from the ﬁrinci-
pals regarding the desirability of initiating a city-wide
orientation program for lay persons beginning employment as

noon-hour supervisors of elementary school children. Two
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different survey techniques were used: school principals
were personally interviewed by a professional staff member

of the Food Service Division of the Milwaukee Public Schools;
lay supervisors were surveyed by means of a written question-
naire.

Results of the study show that orientation was
provided by nearly all elementary schools regularly employ-
ing lay persons as noon-hour lunchroom supervisors, that the
program was generally conducted by the principal and/or vice-
principal, and that the major areas covered included general
school policies and regulations, conditions of lay employ-
ment, and the mechanics of maintaining order. Educational
goals and objectives of the school lunch program were cov-
ered in only a small number of the schools surveyed. The
use of printed material to reinforce oral preséntation cov-
ering lunchroom supervision was limited. There was no evi-
dence that follow-up training sessions were provided.

The expectations of the principals with regard to
the major responsibilities of lay supervisors, and the
interpretation of their responsibilities by lay supervisors
were quite consistent. With regard to delegated authority,
there appeared to be some discrepancy between the extent of
authority delegated as expressed by the principals and as
interpreted by the lay employees. Although supervision of
lay employees by the person(s) responsible for their perfor-

mance was provided with reasonable frequency, job performance
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evaluations were usually unscheduled, unstructured, and pro-
vided no continuous record of employee progress. With the
exception of ability to manage young children effectively,
principals and lay supervisors generally agreed on the char-
acteristics important for a lay person to have in order to
become a successful noon-hour supervisor of elementary school
children.

Fulfillment of the second important objective of the
school lunch program--the development of social graces and
attitudes--rests with those individuals responsible for
supervising children in the lunchroom. Suggestions are made
for greater involvement of lay persons supervising in the
lunchroom through increased understanding of the educational
system of which they are a part, of their place within that
system, and of the contribution they can make to the total
education of elementary school children. Further study is
indicated relative to selection techniques for auxiliary
personnel of elementary schools, employee performance evalua-
tion procedures, and development of methods for effectively
systematizing orientation and training procedures for lay

supervisory personnel.
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CHAPTER I

INTRODUCTION

Food service to children in the Milwaukee Public
Schools began in 1904 when the Women's School Alliance
initiated noon service in three elementary schools. By 1915
the program had grown to such proportions that this group of
volunteer women petitioned the Milwaukee Board of School
Directors to assume full responsibility for the program.
This transfer of operational responsibility was accomplished
by 1917 and by 1931 there were 17 schools serving lunch.

On October 2, 1944, the Milwaukee Public Elementary
Schools began operating under a program wherein the U.S.
Government, using funds from a permanent annual Congres-
sional appropriation (14), subsidized school lunches for
schools that guaranteed to serve meals containing certain
types of food in amounts specified by the National Nutrition
Council as adequate for a growing child's needs (Type A
lunch). By 1949, the entire Milwaukee school lunch opera-
tion, including secondary schools, was included under the
terms of a signed agreement with the Department of Public
Instruction of the State of Wisconsin as provided by the

National School Lunch Act (Public Law 396, 1946). From its



small beginning in 1904, the lunch program in the Milwaukee
Public Schools has expanded to the present total of 99 ele-
mentary and 31 secondary schools serving approximately
48,000 meals a day.

In January 1959, the Department of School Lunch
Services was established with administrative responsibility
for the lunch program of Milwaukee Public Schools. The
departmental name was subsequently changed to Food Service
Division and at the present time is composed of the Division
Director and a staff of five professional supervisors with
training in food service administration. The objectives of
the Food Service Division, as recorded in the 1963 Proceed-
ings of the Milwaukee Board of School Directors (7c), are as
follows:

The major objective of the school lunch programs
is to safeguard and improve the health and well-
being of school children. The lunchroom is an
educational facility for teaching good dietary
practices through the serving of nutritionally
adequate and attractive meals.
A second objective of the school lunch programs
is the development of social graces and attitudes,
making use of the many excellent opportunities
inherent in the fellowship of school companions
during lunch periods.
Technically, the authority of the Food Service Division over
the school lunch program ends at the serving counter. The
Division plans the menus, prepares specifications for the

purchase of food and equipment, and is responsible for the

preparation and service of the Type A lunch.



Traditionally within the Milwaukee School System,
noon-hour supervision of children in elementary schools has
been a duty which all teachers have accepted as a regular
responsibility. In a 1943 policy statement issued by the
Milwaukee School Board (7a), playground and lunchroom super-
vision were formally included among the various services
required of elementary school teachers with supervisory
duties rotated and shared by all teachers according to indi-
vidual school needs. However, as the number of elementary
schools in the Milwaukee program expanded, and as student
participation rose, the number of teachers needed for noon-
hour supervision also increased. Over time, teachers have
become more and more reluctant to accept noon-hour supervi-
sion assignments and the number requesting release from noon-
hour supervisory duties has steadily grown.

In June 1960, the Milwaukee School Board revised its
policy and authorized monetary compensation for teachers who
voluntarily engaged in noon-hour supervision of pupils in
elementary schools (7b). A free lunch was also granted to
those supervising with the expectation that it would be
eaten in company with the children. Although this plan
proved satisfactory for a time, all problems were not solved
and dissatisfaction was again heard.

In an effort to find a more effective solution, the
Milwaukee School Board further modified its policy on noon-

hour supervision of elementary school children (74d).



Effective with the spring semester, 1964, the practice of
supplying a lunch gratis was discontinued. The volunteer
supervising teacher was no longer expected to eat with the
children and the monetary compensation was increased by 50
percent.

In order to explore the possibility of relieving all
teachers in elementary schools of all noon-hour supervision
duties, in 1965 the Milwaukee School Board authorized devel-
opment of a pilot program using lay persons instead of teach-
ers for noon-hour lunchroom and playground supervision (7e).
The Assistant Superintendent in charge of elementary schools
was designated director of the pilot program and the respon-
sibility for selection, orientation, and supervision of
these lay people was delegated to the principal of each
participating school. During the 1966 spring semester, 11
elementary schools, representing various areas of the city,
chose to participate in the pilot program. A total of 29
lay persons, recruited by the individual principals from
within their respective school districts, were employed on
an experimental basis. In general, the number of lay posi-
tions authorized for each participating school was on the
same basis as for teacher supervision although type of
facilities available and the inherent characteristics of the
particular school population were also taken into considera-

tion. Lay persons were employed for a period of one and



one-half hours per school day to supervise both noon-hour
lunchroom and playground activities, and were paid a per
diem wage.

Evaluation of the pilot program by the Assistant
Superintendent in charge of elementary schools (16) indi-
cated that the use of lay persons for noon-hour supervisory
duties was effective and satisfactory. Those principals who
participated in the experimental study expressed support for
retention of the program on an optional basis. As a result,
principals in all Milwaukee Public Elementary Schools are
now permitted three options: (a) to employ lay persons
exclusively for noon-hour supervision, (b) to employ volun-
teer teachers exclusively for these supervisory duties, or
(c) to use a combination of teacher(s) and lay person(s) to
perform these services. The acceptance and effectiveness of
lay persons as noon-hour supervisors in elementary schools
is evidenced by expanded employment: during the 1967 spring
semester, 76 lay persons were employed in 37 schools; as of
the 1967 fall semester, 92 lay persons were employed in 48
schools.

The Food Service Division is vitally concerned with
noon-hour lunchroom supervision in the elementary schools
and its effect upon pupil participation in the school lunch
program. The responsibility for developing and maintaining
a social atmosphere conducive to the development and prac-

tice of social graces falls to those who supervise in the



lunchroom. The kind of atmosphere created and the methods
of control and/or discipline used by those supervising are
two factors which have definite bearing on student partici-
pation and, therefore, upon the success or failure of the
lunch program in a particular school. To date, the Food
Service Division has been neither involved in the planning
of, nor invited to participate in, the orientation sessions
for lay employees given at the individual elementary schools.
There is general concensus among the staff members of the
Food Service Division that in a number of elementary schools
orientation coverage concerning the educational objectives
of the school lunch program and its relation to the elemen-
tary school program as a whole may be inadequate.

This survey was conducted in an effort to determine
if, in fact, such inadequacies do exist in the present
orientation programs and, if so, to identify those specific
informational areas in need of improved coverage. In plan-
ning the investigation, three basic assumptions were made:

1. that the practice of employing lay persons to
release elementary school teachers from noon-hour
supervision of lunchroom and playground activities
will continue.

2. that as teacher demands for a duty-free noon-hour
continue and as more federal programs which require
the direct involvement of minority groups and/or the

culturally deprived in school activities are



initiated, the employment of lay persons for noon-
hour lunchroom and playground supervision will
increase.

that as lay persons become increasingly involved in
noon-hour lunchroom supervision, it is imperative
that they be adequately informed of the educational
objectives of the school lunch program and their
responsibilities in relation to this school-related
activity.

The objectives of the survey were:

to determine the expectations, understanding of
educational objectives, and interpretation of duties
and responsibilities of lay persons currently
employed as noon-hour lunchroom supervisors in the
Milwaukee Public Elementary Schools.

to determine the expectations of the principals of
the Milwaukee Public Elementary Schools with regard
to the level of performance and extent of responsi-
bilities of lay persons employed as noon-hour lunch-
room supervisors.

to examine and appraise the over-all content of
existing orientation programs for lay persons
employed as noon-hour lunchroom supervisors in

Milwaukee Public Elementary Schools.



to identify specific informational areas which, if
given more adequate coverage in the orientation pro-
grams for lay persons employed as noon-hour lunch-
room supervisors, might measurably contribute to

improved on-the-job performance.



CHAPTER II

REVIEW OF LITERATURE

Orientation

t al. (12), is

Orientation, as defined by Planty
the planned and guided adjustment of the employee to his
place of employment as well as to his job. If the employee
is to adjust to his employment in terms of facts as they are
now and to the ever-changing facts of environment and job,
orientation must be viewed as an on-going process for the
employee--a process of continuous adjustment to everything
that bears on the employee-employer relationship. The basic
purpose of orientation is to prepare the employee to perform
his job well. Such preparation includes not only the teach-
ing of skill, but also involves imparting knowledge that
induces intelligent action and encourages development of
attitudes which bring willing cooperation with fellow-
employees and with the employer.

'According to Koontz and O'Donnell (6), orientation
begins with the introduction of the new employee to his
physical and human environment. This introduction should
include information regarding the purpose, goals, and

philosophy of the organization as a whole; the conditions of
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employment, such as pay, time cards, hours, and fringe bene-
fits; and the nature and specific requirements of the work
assignment. 1In order to perform well, the new employee must
understand not only the job itself and its relationship to
the enterprise as a whole, but also its purpose, its scope,
and the extent of authority delegation. These authors
firmly believe that a written job description and statement
of authority delegation will help clarify these points for
the employee.

Schein (13) has pointed out that work performance
depends not upon the individual alone but also upon the net-
work of social relationships within which he operates.
Informal associations and groups are found in almost any
organizational circumstance and have profound effects on
motivation to work and on the level and quality of job per-
formance. Koontz and O'Donnell (6) maintained that the new
employee must be oriented to his relationships with other
employees on several different levels: (a) with persons on
the same level in the same work group, (b) with persons at
higher or lower levels in the same work group, (c) with
persons at higher or lower levels in other parts of the orga-
nization, and (d) with persons outside the organization. The
new employee should be personally introduced to those persons
with whom he will have considerable contact. He also needs
to know how to get things done and how to make use of sup-

portive services--what services are available, where they
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are, what they can do for him, and what procedures to follow
in requesting them.

Planty, McCord, and Efferson (12) claimed that the
new employee may be oriented through the use of any one or
a combination of the following vehicles:

1. Formal class orientation. The formal, planned
presentation is the fundamental vehicle of orien-
tation. Regardless of whether the formal presen-
tation is made to one employee or to a group of
fifteen or twenty, the critical factors are that
it has been planned in advance and is presented
by a qualified individual(s).

2. Informal orientation. Informal orientation is
the acclimating of the new employee to his job
by fellow workers and/or other employees of the
organization. It may take the form of the buddy
system where an efficient, well-qualified worker
is assigned to work with the new employee. Or
it may include any employee of the organization
who may pass on to the new employee information
or misinformation, positive or negative atti-
tudes, and correct or incorrect work habits.

3. Printed material. This includes such material
as the handbook and the newspaper of an orga-
nization. While the handbook is generally used
as a reference book for facts covered by other
orientation vehicles, the newspaper is more
often employed as a means of continuing orien-
tation to keep employees abreast of activities
and changes within the organization.

A number of positive results have been attributed
to well-organized, on-going orientation programs. According
to Planty et al. (12), a well-organized program which in-
cludes all of the information necessary for success on the
job, arranged and presented in a manner designed to facil-
itate employee learning, can shorten total learning time,

augment understanding of the job and the organization as a
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whole, reduce the kind and amount of beginning supervision
needed, and improve the quality of employee performance.
More often than not, a better understanding of the job and
of the organization as a whole lessens absenteeism and per-
sonnel turnover attributable to unjustified dissatisfaction
with the job or with the organization, provides a natural
bridge for effective employee-employer communications, and
strengthens employee morale. Feelings of isolation, the
accumulation of misinformation, and the development of nega-
tive attitudes may be alleviated if the employee understands
the importance of his job to the organization as a whole,
through whom to work to get his job done, the lines of com-
munication available to him, and assurance that these lines
are open to him whether he has a need for information or
assistance, or wishes to air a grievance. 1In addition,
through stimulating employee interest in his job and the
organization as a whole, improvement in the methods and
systems presently operative within the organization may be

effected.

Education of Adults

In writings on adult education (5,9,15), there
appeared to be general concensus that learning ability does
not change significantly between the ages of 20 and 60.
Irrespective of age, the ability to learn, the existence of

motivational needs, a receptiveness of attitude, and some
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degree of skill exist in all individuals in varying degrees.
These authors suggested that intensity of interests and
clarity of incentives may compensate for decreases in sen-
sory efficiency which are frequent concomitants of increas-
ing age. Although the capacity to learn does not decrease
with age, the adult may be harder to motivate than the child
because he approaches the learning situation with a back-
ground of varied experiences and habits which make him less
flexible and less imaginative than the child. What appears
as lack of capacity may be the result of lack of consistent
practice, especially for those adults out of touch with
learning activities. Consequently, some adults simply learn
more slowly.

Kintzer (5) has identified four deterrents to adult
learning:

1. Fear of self. The fear of losing one's self-
confidence.

2. Fear of individuals. This fear is particularly
prevalent in situations where more mature adults
must compete with younger persons.

3. Fear of ideas. The fear that arises when tena-
ciously held attitudes, values, and beliefs are
threatened by new ideas, new information, and
new procedures.

4. Fear of association. The fear which originates
from the uncertainties regarding one's personal,
community, or job status.

Wagner (15) believes that most adults need help in
order to become more venturesome, more interested in the

world around them, and less concerned about making errors.
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Their attitudes are likely to improve and/or change as they
see the need for continued learning. As with children, the
adult is strongly influenced in his attitudes toward learn-
ing by what his contemporaries do. Perhaps even more impor-
tant, adult attitudes generally improve and/or change as
success is realized. Unless the adult learner is contin-
uously advised of his progress, little improvement can be

expected.

Orientation of Lay Employees

Little information is available relative to the
employment of lay persons as supervisors of lunchroom and
playground activities. 1In recent years, however, lay per-
sons have been increasingly employed as teacher aides.
Evaluations of some of these programs provide helpful infor-
mation concerning the necessity for and the content of
orientation programs for lay persons employed by school
systems.

A study of auxiliary school personnel conducted by
Bowman and Klopf of the Bank Street College of Education (1)
contains the following recommendations concerning the plan-
ning and development of orientation programs for lay
employees:

. . . that there be preservice training of auxil-
iaries to develop communication skills and other
concrete skills as well as the basic understandings
needed for success during their first work experi-

ence, thus bolstering self-confidence and encourag-
ing further effort.
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. . . that the training be differentiated to meet
the special needs and characteristics of each
group, considering such variables as the age of
the trainees and the levels (elementary, middle
or secondary) at which they are being trained to
work.

. . . that a practicum be included in all preser-
vice training--i.e., a field teaching experience
where professionals and non-professionals try out
and evaluate their team approach, under the close
supervision of the training staff.

. . . that there be a comprehensive, continuing,
in-depth program of development and supervision
of auxiliaries closely integrated with a long
term program of stable, open-ended employment,

so that each level of work responsibility will
have comparable training available.

. . . that mechanisms for process observations
and feedback be developed with a spirit of open-
ness to suggestion so that dynamic role concepts
and relationships may emerge which are relevant
to each specific situation.

In the literature available (2,3,4,8,10,11l), there
appeared to be general agreement that duties, responsibil-
ities, and authorities should be carefully planned and
specified, preferably in writing, prior to the employment of
lay persons; that adequate provision should be made for a
program of pre-employment orientation for lay persons and
those school staff members directly involved in working with
the lay people; and that the program of using lay persons
should be evaluated at regular intervals. In the studies
reported by these authors, initial orientation for lay per-
sons ranged from one day to one week. Most of the authors

strongly supported weekly or periodic in-service orientation

sessions to provide the lay employees with information aimed
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at increasing their understanding of children and with an
opportunity to share information, experiences, and questions.
Included in the information conveyed by orientation programs
reported were:
1. personnel policies
2. school policies, goals, and procedures
3. the roles of the principal, teachers, and other
auxiliary school personnel relative to the school
as a whole

4. Dbackground of the program of employing lay persons

5. relationship of the lay employee's job to the school
curriculum

6. ethical responsibilities of lay employees
7. need for good grooming
8. need for communication

9. the role a pleasant personality plays in working
with others

10. clarification of the discipline role of the lay
employee

11. opportunities for self-enrichment inherent in the
program

12. fundamentals of mental, physical, and emotional
growth of children.

Initial orientation and in-service follow-up pro-
grams were evaluated in terms of the following observable
behavior.

1. Lay employees showed an improvement in attitudes
toward the children, by developing a more realis-
tic, open-minded and objective viewpoint about
children, and toward the school personnel with
whom they worked, as evidenced by the development
of a team attitude.
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2. Lay employees displayed greater interest in and
enthusiasm for their jobs.

School/community relations were also reported to have
improved as the lay employees gained insight into the teach-
ing profession itself, and into the cooperative efforts of
all school-related personnel directed toward the education

of children.



CHAPTER III

SURVEY PROCEDURE

Sample Selection

At the beginning of the 1967 fall semester 92 lay
persons were employed in 48 Milwaukee elementary schools to
serve as noon-hour supervisors of lunchroom and playground
activities. Ten of these schools, however, had no formal
lunchroom service but assigned lay employees to supervise
children who brought lunches from home and ate on the school
premises. Because this study was primarily concerned with
the orientation procedures for lay persons employed as noon-
hour supervisors in schools where lunch service was under the
direction of the Food Service Division, only 38 of these
schools qualified for inclusion in the survey. Collectively,
these 38 schools employed 80 lay persons as noon-hour super-
visors.

After review and approval of the survey proposal by
the Superintendent's Staff of the Milwaukee Public Schools,
permission to use these selected elementary schools for col-
lection of the desired data was granted. 1Individual school
participation, however, was dependent upon two additional

factors: the willingness of the principal, as an employer

18
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of lay persons for noon-hour lunchroom supervision, to
participate in the study, and his approval for collection of
data from his noon-hour lunchroom lay supervisory personnel.
In an effort to gain maximum participation, a letter
describing the nature and purpose of the proposed study, the
school personnel who would be involved, and the estimated
amount of participative time required of these persons was
sent to the school principals by the Department of Psycholog-
ical Services and Educational Research, Milwaukee Public
Schools. In addition, this communication requested approval
for the collection of pertinent data from the principal,
himself, and the noon-hour lunchroom lay supervisory person-
nel of his school. Of the 38 principals contacted, 35
agreed to have their schools participate in the study. This
provided a total sample population of 108--35 employers

(principals) and 73 employees (lay supervisors).

Characteristics of the Sample

To facilitate more meaningful collection and compara-
tive analysis of data obtained from the employers and from
the employees, the total sample population was divided into

two sub-samples.

Sub-sample A

Sub-sample A included the 35 principals who were
willing to participate in the survey. They represented

school districts ranging from better neighborhoods to
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depressed areas with wide variations in student enrollments,
in average daily lunch program participation, and in the
number of noon-hour lay supervisors employed. A more de-
tailed description of Sub-sample A is presented in Table 14,

the Appendix, page 71.

Sub-sample B

Sub-sample B consisted of all lay persons employed
as noon-hour lunchroom supervisors in the 35 elementary
schools in which data collection had been approved by the
principals. Of the 73 persons in this group, 70 were women
and 3 were men. In general, the members of this group were
35 years of age or older and had completed high school.
Fifty-three percent of the group had been employed as noon-
hour lunchroom supervisors for two or more semesters. A
more comprehensive description of Sub-sample B is available

in the Appendix, Table 15, page 72.

The Survey Instruments

Two different survey techniques were used to assemble
the data for this study. The school principals (Sub-sample
A) were personally interviewed by one of the five profes-
sional staff members of the Food Service Division involved
with collection of data for the study. To ensure consistency
and completeness of inquiry, a printed interview guide was
designed for and used by the interviewers. The format of the

guide also provided for orderly recording of responses of the
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interviewees. A written questionnaire, which included both
closed- and open-response items, was designed for soliciting
information from the lay supervisors (Sub-sample B).

‘Although the two instruments differed in form, they
contained similar questions designed to elicit responses
concerning the extent of and major subject areas covered in
the existing orientation programs for lay supervisors of
noon-hour lunchroom activities, the major responsibilities
of and the extent of authority delegated to these lay super-
visors, the amount of on-the-job assistance and supervision
given to the employee and by whom, how and by whom employee
job performance was evaluated, and the personal characteris-
tics essential for success as a noon-hour lunchroom lay
supervisor of elementary school children. In addition, the
principals were asked for their views concerning the desir-
ability of initiating a city-wide orientation program for
lay persons beginning employment as noon-hour supervisors.
Reproductions of the interview guide for Sub-sample A and
the written questionnaire and cover letter of instructions
for Sub-sample B are included in the Appendix, pages 73
through 80.

Prior to the development of the survey instruments,
several elementary school principals and lay supervisors
were contacted in an effort to determine the type and range
of responses which might be anticipated. The initial form

and content of each instrument and the cover letter for
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Sub-sample B were submitted to the Coordinator of Educa-
tional Research for evaluation and approval. In addition,
suggestions and assistance were requested from the Director,
Food Service Division, and the four professional staff mem-
bers who assisted with the study. Refinements were made on
the basis of suggestions and comments submitted by the eval-
uators and the revised instruments were resubmitted to the
evaluators for final approval.

Following permission by the principal to gather data
in a particular school, the principal was contacted by the
staff interviewer to arrange an interview appointment. At
the close of the interview with the principal, the necessary
number of packets were left with the principal or school
secretary for distribution to the noon-hour lunchroom lay
supervisors. Each packet consisted of a cover letter of
instructions, the questionnaire, and a stamped, addressed

envelope for direct return to the investigator.

Procedure for Analysis of Data

The data gathered for this study included facts,
opinions, attitudes and judgments of individuals relative
to the same general questions but viewed from two distinctly
different points of view. The use of two different tech-
niques of inquiry precludes meaningful statistical compar-
ison of responses although percentage comparisons can be

made and general conclusions may be drawn.



"
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There were actually two systems of noon-hour lunch-
room supervision used in the elementary schools: teacher (s)
plus a lay supervisor(s), and a lay supervisor(s) only.

Since it was found that initial orientation of lay supervi-
sors in schools using the teacher/lay supervisor combination
did not differ appreciably from the orientation in schools
using lay supervisors exclusively, no attempt was made to
separate the responses on the basis of the supervisory
system used.

'All responses were hand-tabulated. Answers to ques-
tions requiring a single response were totaled and are
reported as percentage of total sub-sample response. Answers
to multi-response questions were tabulated as a percentage of
sub-sample response for each category listed. Where appro-
priate, responses are arranged in descending order.

In order to facilitate data presentation and analysis,
the survey results for Sub-sample A and for Sub-sample B are
divided into four basic categories: 1initial employment
orientation, lay supervisory responsibilities and authority,
supervision and job performance evaluation, and personal

characteristics for on-the-job success.






CHAPTER IV

ANALYSIS OF THE SURVEY DATA

Because of the professional interests of the inves-
tigator, a staff member of the Food Service Division, Milwau-
kee Public Schools, the survey information sought was
limited to facts, opinions, and attitudes concerning the
individual orientation programs for lay personnel employed,
in part, as noon-hour lunchroom supervisors in 35 Milwaukee
elementary schools. The data herein reported represent two
different points of view concerning program content and pro-
cedures, lay supervisory responsibilities and authority,
extent of supervision and evaluation of employee performance,
and personal characteristics viewed as essential for on-the-
job success as a lay supervisor of elementary school chil-
dren. Information obtained from the principals is presented
first followed by similar data contributed by the lay person-

nel employed by these principals.

Report of the Principals

For this portion of the study 35 elementary school
principals were individually interviewed by a staff member

of the Food Service Division. A detailed description of the

24
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composition of Sub-sample A, the principals' group, and the
interview guide used by the interviewers are found in the

Appendix.

Orientation Program Content and Procedures

Thirty-three principals (94%) indicated they had an
orientation program for lay persons employed as regular noon-
hour lunchroom supervisors. Of those who did not (6%), one
relied upon an experienced lay supervisor to train new
employees and found this system satisfactory for his partic-
ular situation. The other principal was in his first semes-
ter in this particular assignment. All of his noon-hour lay
supervisors and substitutes had served previously and were
functioning satisfactorily. At the time of this survey
(fall semester 1967) he had not, as yet, developed an orien-
tation program for lay personnel in his school.

Ten principals (30%) indicated they also provided an
orientation program for substitute supervisors while 23 prin-
cipals (70%) said they did not. Of the 23 who did not, 13
did not employ substitutes. 1In case of absence, the lunch-
room supervisory duties were assumed by the principal, vice-
principal, or a teacher, or the situation was such that on a
temporary basis, supervision was feasible with one less per-
son. Eight principals relied upon the present lunchroom
supervisors to train substitutes for their routine duties,
and 2 principals employed substitute persons who had pre-

viously worked as lay supervisors.
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In the 33 schools having orientation programs, 18
principals (55%) indicated orientation was held on a group
basis while 15 principals (45%) indicated lay persons were
oriented individually. These data are somewhat misleading
because of the 15 schools orientating lay personnel individ-
ually, 12 employed only one lay supervisor, two schools em-
ployed 2 supervisors and one school employed 3 supervisors.
Another factor affecting group or individual orientation was
the number of new persons who began their jobs at the same
time.

As shown in Table 1, in 21 schools (64%) orientation
was conducted by the principal and/or vice-principal. In 12
schools (36%) the principal was assisted by the teacher (s)
who also supervised in the lunchroom, had previously super-
vised in the lunchroom, or were specifically assigned to

train lay supervisory personnel.

TABLE 1. PERSON(S) RESPONSIBLE FOR ORIENTING LUNCHROOM
SUPERVISORS (PRINCIPALS' REPORT)

Responses
Person(s) No. %
Principal only 19 58
Principal + teacher (s) 12 36
Vice-principal only 1 3
Principal + vice-principal 1 _ 3

Total 33 100
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In regard to place of orientation, 14 schools (43%)

conducted the orientation in both the school office and the

lunchroom, 10 schools (30%) used the school office only, and

9 schools (27%) used the lunchroom only. In those schools

using a combination of school office and lunchroom, four

different methods of orientation were reported:

l.

Principal covered general school rules and
lunchroom procedure. Lay personnel received
on-the-job training from a teacher who also
supervised in the lunchroom.

Principal covered lunchroom routine in the
school office and then worked along with the
lay employee(s) in the lunchroom for the first
two to five days.

Principal talked briefly with the new employee(s).
Teachers able to control children well were
designated to train new personnel with one
teacher assigned to each new employee for the
first week.

In addition to the oral instructions from the
principal, new lay employees observed the opera-
tion of the lunchroom, which was under teacher
supervision, for one to two days before assuming
supervisory duties themselves.

Two methods were reported for the schools using the

lunchroom only for orientation of lay personnel:

l.

2.

Principal worked along with the new employee (s)
for the first week or two.

New lay supervisors were trained on-the-job by
a teacher with previous experience in lunchroom
supervision.

The major areas covered in the orientation programs

are summarized in Table 2. From the information given by

the principals it appears that major orientation emphases

include general school policies and regulations, conditions
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TABLE 2. MAJOR AREAS COVERED IN ORIENTATION PROGRAMS FOR
LUNCHROOM SUPERVISORS (PRINCIPALS' REPORT)

Responses
Major Areas No. %
General school policies and regulations 10 30
Conditions of employment 9 27
School lunch program
Educational aspects and program goals 8 24
Philosophy of the program 2 6
Operational policies and procedures
Routine lunchroom duties 24 73
Order and discipline 21 64
Seating and dismissal of children 19 58
Lunchroom policies 4 12
Student welfare 4 12
Role of student hosts/hostesses/
monitors/cadets 4 12
Communication with children 3 9
Table set-ups 2 6

of employment, and the policies for three basic operational
procedures: routine lunchroom duties, order and discipline,
and seating and dismissal of the children. Only 8 programs
(24%) included the educational aspects and program goals of
the school lunch program. Information pertaining to the
philosophy of the school lunch program, lunchroom policies,
student welfare, the role of student hosts, hostesses,
monitors or cadets, communication with children, and the
routine for table set-ups is included in only 12 percent or
less of the existing programs.

Eight principals (24%) indicated that printed mate-

rial covering lunchroom supervision is provided for lay
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employees, while 25 principals (76%) indicated they had no
such prepared materials. For the most part, materials which
were available for distribution were mimeographed at the
particular school and varied from a simple sheet outlining
general rules to quite detailed position descriptions. 1In
most cases, this material had been developed prior to the
inauguration of the noon-hour lay supervisory program and
written for teachers who had formerly served as noon-hour
lunchroom supervisors.

The amount of time spent on employee orientation
(Table 3) varied considerably. In nearly half of the
schools (49%) initial orientation took less than one hour
and included information pertaining to both lunchroom and
playground supervision. Subsequent on-the-job training and
supervision varied according to the individual needs of new

personnel.

TABLE 3. ORIENTATION TIME FOR LAY SUPERVISORY PERSONNEL
(PRINCIPALS' REPORT)

Responses

Time No. %
Less than 1 hour 16 49
1-4 hours 3 9
1-4 days 1 3
1-4 weeks 5 15
Over 4 weeks (S 18
No response 2 6

Total 33 100
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A major factor affecting both the length of the
orientation period and the comprehensiveness of the informa-
tion given seemed to be the familiarity of the new employee
with the general operation of the particular school. Eleven
principals (33%) indicated that their orientation sessions
were usually "informal" and/or "brief" for new employees if
they had one or more of the following qualifications:

1. had previously assisted in the school library and/or
health program

2. were active in the P.T.A. of the school
3. were college graduates

4. had children who had previously attended or were
presently attending the school or

5. had had some previous experience in dealing with
large numbers of children.

In the event new lay persons were hired during the
school year, the majority of the principals (67%) indicated
that their office continued to provide the initial orienta-
tion information (Table 4). Ten of these principals (30%)
indicated they were assisted by trained lay supervisors or
by teachers with lunchroom supervision experience, while an
additional ten principals (30%) indicated that greater
responsibility for training newly employed persons in the
technical aspects of the job was delegated to a trained lay

supervisor.
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TABLE 4. PERSON(S) RESPONSIBLE FOR ORIENTATION OF NEW LAY
PERSONNEL EMPLOYED DURING THE SCHOOL YEAR (PRINCI-
PALS ' REPORT)

Responses

Person(s) No. %
Principal and/or vice-principal 12 37
Lay supervisor only 10 30
Principal + lay supervisor 6 18
Principal + teacher 4 12
No response 1 _3

Total 33 100

Responsibilities and Authority
of Lay Supervisors

Table 5 summarizes the responsibilities of noon-hour
lunchroom supervisors into three general areas: order and
discipline, physical operation of lunchroom service, and
student welfare as viewed by the principals surveyed. Order
of importance, as indicated by frequency of mention, shows
the most important responsibilities to be maintenance of
student order, seating and dismissal of children, encourag-
ing children to eat, control of noise level, discipline, and
attending to the needs of children. Secondary responsibil-
ities include maintaining physical orderliness of the lunch-
room, teaching and/or encouraging table manners, supervising

monitors/cadets/hosts/hostesses, and ensuring the safety of
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TABLE 5. MAJOR RESPONSIBILITIES OF LUNCHROOM LAY SUPERVISORS
(PRINCIPALS ' REPORT)

Responses
Responsibilities No. %
Order and discipline:
Maintain student order 29 83
Control noise level 11 32
Discipline 10 29

Physical operation of lunchroom service:
Seating and dismissal of children 14 40

Attend to needs of children 10 29
Maintain physical orderliness 8 23
Supervise monitors/cadets/hosts/hostesses 6 17
Supervise collection of lunch tickets 2 6
Sell milk to bag lunchers 1 3
Report food-related complaints 1 3
Student welfare:
Encourage children to eat 12 34
Teach/encourage table manners 7 20
Ensure safety of children 4 11
Encourage courtesy 1 3
Ensure proper lavoratory procedures 1 3
Care for injured children 1 3

the children. Responsibilities viewed as relatively unimpor-
tant are supervising the collection of lunch tickets, sell-
ing milk to bag lunchers, reporting food-related complaints,
encouraging courtesy, ensuring proper lavoratory procedures,
and caring for injured children.

As seen from Table 6, in 14 schools (40%) lay lunch-
room supervisors have been delegated the same authority as a
teacher. According to one of the principals interviewed, a

teacher supervising in the lunchroom has the authority to:
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1. discipline the children

2. temporarily remove a child from the lunchroom and
send him to the school office

3. contact parents in case of an emergency

4. administer first aid.
One school also authorized the lay supervisor to send warn-
ing letters home. These are form letters informing parents
of their child's misbehavior and possible suspension of the

lunchroom privilege should this misbehavior continue.

TABLE 6. AUTHORITY DELEGATED TO LUNCHROOM LAY SUPERVISORS
(PRINCIPALS ' REPORT)

Responses

Authority No. %
Same as teacher 14 40
Modified teacher 13 37
General discipline/minor behavior problems 5 14
Very little 2 6
No authority 1 3
Total 35 100

The term "modified teacher" is used to designate
those lunchroom supervisors who had been delegated the same
authority as a teacher but with one or more of the following

exceptions: the supervisor cannot--
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l. expel or suspend a child from the lunchroom
2. send a child home

3. contact the child's parents

4. handle severe disciplinary problems

5. take the monitor privilege away from a child

6. administer first aid.

In five schools the authority 6f the lay supervisor
is restricted to general discipline and minor behavior prob-
lems. Limiting the authority of lunchroom lay supervisors
occurs most frequently in those schools which use a combina-
tion of teacher/lay personnel supervision in the lunchroom.
When a lay supervisor experiences difficulty in handling a
child, in the majority of cases she is expected to turn to
the principal, vice-principal, or lunchroom or hall super-

vising teacher for assistance (Table 7).

TABLE 7. SOURCE OF HELP FOR LAY SUPERVISORS EXPERIENCING
DIFFICULTY IN HANDLING BEHAVIOR PROBLEMS (PRIN-
CIPALS' REPORT)
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