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CHAPTER I 

THE PROBLEM 

INTRODUCTION 
  

As the most visible position within the school system, that 

of the chief school officer, the superintendent, is indeed the 

most sensitive to political and organizational change. > Huff,“ 

Burlingame, > Cresswell and Simpson, * Parker ,> and Fitzwater® 

have all stated that certain competencies are crucial to the 

survival of the superintendent. A synopsis of these compet- 

encies include the ability to deal effectively with school 

board relations, finance and budgeting, staff and personnel 

  

lponald W. Bentley, "A Study of Variables Related to Turnover 
of Superintendents in Selected North Carolina School 
Systems,'' Unpublished Doctor's dissertation, Virginia 
Polytechnic Institute and State University, 1976, p. l. 

Russell J. Huff, “How Superintendents See Themselves," 
Nations Schools, (November, 1969), pp. 35-39. 

SMartin Burlingame, "An Exploratory Study of Turnover and 
Career Mobility of Public School Superintendents in the 
State of Illinois From 1960-1976,"' Illinois State Office 
of Education, (August, 1977), pp. 6-12. 

4 anthony Cresswell and Daniel Simpson, "Collective Bargaining 
and Conflict: Impact on School Governance," Education 
Administration Quarterly, (Fall, 1977), p. 61. 

  

Barbara Parker, "Eight Basics for Good School Public 
Relations,'' The American School Board Journal, (August, 
1978), p. 27. 

Tyan Fitzwater, "How Does Your Superintendent Rate? 
Questions That Will Help You Give An Answer," School 
Management, (Nov-Dec., 1973), p. 26. 
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relations, curriculum and instruction, school community 

relations and school plant operations. The mishandling of 

any one of these or other tasks could lead to termination 

or nonrenewal of a superintendent's contract. 

At the turn of the century, a superintendent on her 

election as superintendent of the Chicago Public Schools, was 

given a letter which read in part: 

Wishing you all sorts of patience, philosophy, 
humor, indifference, good luck, steadfastness, 
health, persistence, clearheadedness, gentleness, 
openmindedness, persuasiveness, positiveness, 
sympathy, diplomacy, force, enthusiasm, pointed- 
ness, clairvoyance, independence, friendliness, 
and charm, which most happily combine and 
intelligently used for public service will be 
for you a wonderful equipment. / 

The passage lists the qualifications which, in the opinion of 

this author, superintendents should possess. Many professions 

are demanding, but few require such varied expertise from 

their chief administrator. The superintendent has always been 

the hub of the school system. Everything revolves around him, 

and unless he is able to cope effectively and efficiently with 

the problems of his position, “he will certainly fai1."® 

Merrow reported that although no two urban school super- 

intendents are alike and every big-city school system is 

  

‘The American School Board Journal, "Superintendents," 
(August, 1976), p. 23. 

Stbid., p. 25.



different, there is one particularly valid generalization 

about their school superintendents: they do not last long.” 

The American Association of School Administrators re- 

ported that approximately 13 percent of all the superinten- 

dencies in the country were available each year, out of approx- 

10 One imately 15,000 superintendencies in the United States. 

study that assessed the turnover rate of large city superinten- 

dents noted that between 1960 and 1969 only two urban school 

systems were able to retain their chief school officer. 

Between 1970 and 1973, of the twenty-five largest school 

systems in the country, twenty-three (92%) appointed new super- 

intendents. While superintendents leave their positions for 

_Many reasons, such a high turnover in this position can be 

considered unusual, ++ 

Nationally, The American Association of School Adminis- 

trators has studied. and reported tenure rates of the super- 

intendent. In 1950 the median tenure rate of the superin- 

intendent was 6.1 years, ** While in 1960 the tenure average 

  

9 John Merrow and Richard Foster and Nolan Estes, "Networking: 

A Survival Mechanism for Urban Superintendents," Phi 
Delta Kappan, (December, 1974), pp. 283-285. 

10, merican Association of School Administrators, The American 

School Superintendent, Washington: A.A.S.A., (19/0), p. 

1. 

  

Marry Cuban, "Urban Superintendents: Venerable Experts," 
Phi Delta Kappan, (December, 1974), pp. 279-282. 

1 
12 american Association of School Administrators, The American 

School Superintendency, Washington: A.A.S.A., (1952), 

p. 28. 

 



increased to 6.6 years," by 1970 it had decreased drama- 

tically to 4.7 years, 14 

In large urban city school systems, Cuban reported, the 

tenure rate is shrinking at an even greater rate. In 1953 the 

average incumbent superintendent served six and one-half years 

in this position; a decade later, tenure, had slipped to five 

and one-half years; and in 1973 it was just over four years. >> 

The reduction in the length of tenure of the superinten- 

dent is a pattern developing across the country. School boards 

are hiring superintendents with the idea that these educational 

professionals can solve all their systems problems. Albert 

Shanker, President of the American Federation of Teachers, per- 

ceived this problem as a move of "innovation" of the school 

systems to "get rid of the superintendents every few years 

and hire new ones who've been fired from other communities."+® 

Cohodes agreed that boards of education expect too much from 

superintendents and stated, "in reality they are not really 

  

13 american Association of School Administrators, Profile of 
the School Superintendent, Washington, D.C., A.A.S.A., 
(1960), p. 86. 

  

14 merican Association of School Administrators, The American 
School Superintendent, Washington: A.A.S.A., (19/70), p. 
39. 

  

‘Scuban, op. cit., p. 281. 

1Opnillip G. Jones, "The Search for the Vanishing Superinten- 
dent ,"' The American School Board Journal, (September, 
1975), p. 24.



looking for a superintendent, but rather a superman, a person 

who can solve all their problems."'+/ 

STATEMENT OF THE PROBLEM 
  

This study investigated those factors that discriminated 

between dismissed and retained superintendents in selected 

urban city school systems between 1975-1979. The identified 

factors represented perceptions of three groups: the dismissed 

superintendents, the retained superintendents, and their school 

board president/chairperson or designee. 

SIGNIFICANCE OF THE STUDY 
  

This study was conducted to provide superintendents and 

boards of education in urban city school systems throughout 

the country with information regarding factors that discrim- 

inate between the dismissal and retention of superintendents 

in urban city school systems. The work addressed the follow- 

ing research questions and illustrated the findings by summar- 

izing the data collected: 

A. What factors, as percieved by the dismissed superinten- 
dent, were responsible or contributed to the dismissal 
of the superintendent from his position? 

B. What factors, as perceived by the retained superintendent, 
were responsible or contributed to the retention of the 
superintendent in his position? 

  

1/7 aaron Cohodes, ‘Where School Boards Fail Their Administra- 
tors,’ Nation Schools, (April, 1973), p. 99. 
 



C. What factors, as perceived by the school boards' 
president/chairperson or designee, were responsible 
or contributed to the dismissal or retention of the 
superintendent? 

D. Were the preceptions of the dismissed/retained superin- 
tendents similar to those of the school board presidents/ 
chairpersons or designees concerning the reasons for 
retention/dismissal? 

Pervious statewide studies, Norton*® (Nebraska, 1971), 

Dorland?? (Colorado, 1973), Bentley~° (North Carolina, 1976), 

and Fultz?! (Michigan, 1976), have been conducted concerning 

the problem areas and reasons for superintendent turnover. 

Even though the review of literature revealed many statewide 

studies of this type, no study of the factors that lead to 

retention or dismissal of the superintendent had ever been 

conducted in urban school systems. 

Fowler stated in an article identifying the general rea- 

sons for turnover of superintendents that 

The reasons behind these uncomfortable statistics 
are varied, but obviously some early departures are the 
result of failures on the part of the superintendent. 

  

18 Scott Norton, "Current Problems of the School Superinten- 
dent,'"’ The Clearing House, (September, 1971), p. 15. 

191 yle T. Dorland, "A Study of Colorado School District Super- 
intendent Mobility," Dissertation, University of Colorado, 
(1973) p. 5. 

Opentley, op. cit., pp. 6-8. 

elnavid A. Fultz, "A Study of the Reasons Why Michigan School 
Superintendents Were Dismissed or Encouraged to Leave 
Their Positions Between 1965 and 1976,'' Dissertation, 
Michigan State University, (1976), pp. 18-25.



The brief tenure of superintendents (whether it is due 
failure of the superintendent, the school board, or a 
combination of both) deserves a closer look. The super- 
intendent is, after all, the key individual in any 
community's educational program, and frequent turnover 
cannot be said to boost the community's school. 

Carroll Johnson, Professor Emeritus of Columbia Univer- 

sity and highly regarded expert on the mobility of school 

superintendents concluded 

Superintendents are leaders, destined to succeed or 
fail according to how they handle the challenges of 
leadership. And when a superintendent does fail, 
school board members (and other superintendents) need 
to examine the reasons for that failure so that past 
mistakes are not repeated in the future. 

Betchkal felt very stongly that the factors which lead 

to the superintendent being fired should be known and under- 

stood by stating 

The importance of knowing and understanding the factors 
that lead to the superintendent being fired is essential 
to school boards because if the board does not know 
why they are firing a superintendent, they will be 
likely to fire the next one and the one after him as 
well. 4 

Since the superintendent is hired and dismissed or re- 

tained by the board of education, the reasons for satisfaction 

or lack of satisfaction of the superintendent's abilities to 

  

*2charles W. Fowler. "When Superintendents Fail," The 
American School Board Journal, (February, 1977),p. 21. 
  

*3carroll Johnson, "Superintendents Are Benched When They Make 
These Avoidable Mistakes,'' The American School Board 
Journal, (March, 1979), pp. 25-27. 

  

24 Tames Betchkal, "How to Fire a Superintendent," The 
American School Board Journal, (April, 1972), p. 23. 
 



perform his duties should be investigated. Hugh Scott, former 

superintendent of the Washington, D.C. public school system, 

| predicated that "...if the trend of the last seven years 

continues most big-city superintendents will not remain in 

their positions long enough to accomplish anything. The tur- 

moil and turnover raise serious questions about the reality of 

the position itsel£."*> 

With additional data to be supplied by this study, it 

was hoped that school boards and superintendents would be able 

to recognize certain factors that might lead to dismissal or 

retention of the superintendent and that preventive measures 

might be taken to alleviate the problems and reduce the need 

for dismissal of the superintendent. 

BASIC ASSUMPTIONS 
  

With the support and endorsement of the Council of Urban 

Boards of Education, it was assumed that the urban city school 

systems, superintendents, and school boards would cooperate 

fully. 

Since superintendents and school board presidents/chair- 

persons or designees were informed that the identities of the 

participants in the study would remain anonymous, it was 

assumed that the statements given in the personal interviews 

represented the true and honest perceptions of these persons. 

  

‘Hugh J. Scott, "The Urban Superintendency On The Brink," 
Phi Delta Kappan, (December, 1976), pp. 347-348. 
 



DEFINITION OF TERMS 
  

The following definitions were formulated for the spe- 

cific purpose of this study to provide clarity of meaning: 

Superintendent of Schools 
  

The educational leader and chief school officer of a 

school system, responsible for the overall everyday functions 

of a school system, who was hired to and held this position 

at the time of the study period. 

The Board 
  

The school board president/chairperson or designated 

person who served on the board in this position for the 

school system during the study period or when the contract 

was/was not renewed. 

Retained Superintendent 

A chief school officer of an urban school system who had 

been offered and accepted a continuing contract in that school 

system during the period established for this study(1975-1979). 

Dismissed Superintendent 
  

A superintendent of schools in an urban school system whose 

contract was terminated or not renewed during or at the end of 

a school year within the period of time’established for this 

study.
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LIMITATIONS OF THE STUDY 
  

Even though it was assumed that the statements given by 

the respondents were truthful and honest, it was very difficult 

to assure that those reasons represented their true feelings. 

The personal feelings of the individuals within the sample 

concerning the dismissal action were considered a hinderance 

and a possible limitation in the true evaluation of the fac- 

tors stated. The recollection process of the respondents 

interviewed was considered a limitation and recognized as such. 

Limitations concerning the interviewer's bias beliefs 

and feelings were recognized and acknowledged. 

Limitations concerning the use of ex post facto research 

were recognized. 

ORGANIZATION OF THE STUDY 
  

Chapter II covers the review of literature as it 

relates to turnover of superintendents in public schools. 

Chapter III describes thr’methodology used in the collection 

and analysis of data for this study. Chapter IV summarizes 

the findings accumulated by the study. Chapter V further 

summarizes and provides conclusions. Recommendations are 

stated concerning further research on this subject.



CHAPTER II 

REVIEW OF LITERATURE 

An extensive literature search was conducted to review 

the different issues that involve the superintendent. The 

review attempted to provide a general as well as specific 

background of the complexities of the superintendency. 

The literature reviewed addresses the relationship of 

the superintendent as follow: The Nature of the Superinten- 

dency, The Role of the Superintendent, Problems of the Super- 

intendency, Educational Leadership, Relationship with the 

Board, Politics, Policy Making, Collective Bargaining, and 

Community Relations. 

NATURE OF THE SUPERINTENDENCY 
  

The position of superintendent is the most demanding and 

yet one of the most satisfying jobs in the educational pro- 

fession. Fieltz (1976) stated that the average superinten- 

dent has many functions, but all focus on a single goal: to 

provide the best possible education for the community. This 

includes the motivation of teachers in their classroom 

functions, working cooperatively with the school board to 

develop and initiate policies of educational importance in 

Li
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the community, and the motivation of the community and staff 

personnel for the purpose of offering the best possible 

total education of the students of the community. 

Throughout the history of education the superintendent 

or chief school officer of the school system has been the one 

individual that has been viewed as a cross between educator 

and Pope. He was expected, as he is today, to have a wide 

knowledge of all the principles of education and business. 

E. C. Hughes, a school board member in Seattle, stated 

in 1906 "that the superintendent was supposed to know every- 

thing about education, finance, school architecture, and he 

would be conversant with the most advanced systems of heating, 

3 lighting, ventilation, and sewage in the school buildings." 

In a 1969 survey by Nations Schools, Russell Huff de- 
  

cribed the typical characteristics of a superintendent. At 

that time, the superintendent's average age was fifty, he re- 

graded himself/herself as the chief educational leader of the 

community and had held this position for fewer than ten years. 

He faced challenges directly, knew what was doing and had a high 

  

leducational Policies Commission of the National Education 
Association and the American Association of School 
Administrators, ''The Unique Role of the Superintendent 
of Schools,'' (Washington, D.C., 1965), p. l. 

2 american School Board Journal, ''Superintendents: They Were 
Expected to Display the Virtues of Francis of Assisi, the 
Scholarship," (August, 1976), pp. 23-25. 

3tbid., pp. 23-25.
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high opinion of the position he held. He was conscious of 

financial problems and school community public relations, 

and felt the position was so demanding that there was not 

enough time to do all the functions expected of him. * 

Southworth stated that the position of superintendent 

has increased in responsibility to include duties as the edu- 

cational planner, chief administrator, professional negotia- 

tor, and change agent for the school system. All these 

duties make it impossible for one person to serve in this 

capacity successfully. The demands the board of education, 

community, and professional staffs have placed on the super- 

intendent make this position extremely vulnerable to turn- 

over. 

In another study by Pitner, similiar characteristics of 

chief executives were mentioned. The study revealed that 

superintendents worked long, but largely unstructured hours; 

they could not leave their jobs at the office, they rarely had 

the satisfaction of seeing any single project through from 

start to finish; and they worried about whether their perfor- 

mance was as good as it should be .° 

  

4 
Russell T. Huff, ''How Superintendents See Themselves," 

Nation's Schools, (November, 1969), pp. 35-39. 
5 ° ° 

William D. Southworth, "The Superintendency 1980," The 
Clearing House, (October, 1968), p. 79. 

6 . " , . Nancy J. Pitner, “Satisfaction Often Eludes the Workaholic 
Superintendent ,'' Executive Educator, (July, 1979), p. 18.
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Some other work habits Pitner found in her study 

included these: 

1. 

LO. 

The majority of the superintendent's day was taken 
up with the routine exchange of information. 

Most of the superintendent's work was carried out in 
short sessions. 

Superintendents preferred talking to writing. 

Most of the talking the superintendents did was with 
people inside the school system. 

Of the time spent talking to people with the organi- 
zation, the superintendent averaged 32 percent with 
principals, 28 percent with members of the central 
office staff, 20 percent with secretaries, 16 percent 
with teachers, and the remaining time in incidental 
discussions. 

Written communication, such as writing letters or 
making written reports, occupied only 22 percent of 
the superintendent's time. 

The superintendent rarely had the opportunity or the 
satisfaction of knowing that a job is finished. 

Only one-third of the superintendents studied had a 
valid form of evaluation telling them how well they 
were doing their jobs. 

Superintendents had only limited contact (7 percent 
of all conversations) with their school board. 

The educational goals of most districts were unclear 
and hampered the superintendent in the carrying out 
of his duties. 

Max Rafferty, former state superintendent of California, 

stated that he no longer believes that school administrators 

can change education. The rigors of the job, he said, force 

  

7 
Ibid., p. 18.
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school administrators too far away from "real education. . ." 

Rafferty also said, "Years ago the superintendent was the most 

learned man in town. He was respected precisely because he 

was educated. Today, a superintendent has to know far more 

than his predecessors about things like drywall construction, 

lunchroom menus, and the rubber chicken circuit. He has to 

go out to sell a bond issue," 

Bob Wood, Boston's Superintendent of Schools, never 

Spent any time in elementary or secondary education before 

taking over one of the most turbulent school systems in North 

America. ''There is nothing particularly preparatory for a 

superintendent in teaching a class, running a school, or even 

being a curriculum supervisor,'' Wood asserts. "One must know 

something about that reality, but the issues are the same 

as in all public administration--budget, external relations, 

coping with other layers of government .""” 

ROLE OF THE SUPERINTENDENT 
  

The California School Board Association in 1975 published 

a document intendented to aid local school board members in 

establishing procedures and priorities in the evaluation of 

  

Eileen White, "Max as Martyr," Executive Educator, (August, 
1979), p. 15. 

9... . T William A. Henry, "Bob Wood: He Gets Boston As His Very 
First Superintendency,' Executive Educator, (February, 
1979), p. 21.
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the superintendent. Included as necessary and important top- 

ics of concern for superintendent roles and responsibilities 

were 

Organization and Administration of the School System 

Curriculum and Instruction 

Employee and Pupil Personnel Services 

Personal Qualities of Superintendents 

Business and Financial Management 

Community Relations 

N
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Relationship with Board of Education. +? 

The role of the superintendent is diversified in nature. 

Definitions of the role of superintendent from throughout the 

country's superintendents are varied. Some superintendents 

believe their role is basically creative. One Virginia 

superintendent stated, "My role is to provide an atmosphere 

in which the creative abilities of our staff members will 

flourish, and to assist in getting the resources they need 

to provide a better education program for our children. "1?! 

Other administrators find their role rather broad and 

not defined. Complained a superintendent from Ohio, "I carry 

  

10cali fornia School Board Association, Guidelines for Evaluat- 
ing a Superintendent, (April, 1975). 

  

tiff, op. cit., p. 36.
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too many roles: Executive officer of the board; professional 

leader of the staff; leader of levy and bond issue campaigns; 

evaluator; head of curriculum developement; manager of build- 

e nea 
ing programs, etc. 

The most important functions of the superintendents' 

role, according to the Education Policies Commission, are: 

1. The Supervisor of the Instructional Program of the 
Schools. 

He uses the opinions and knowledge of the board, 
community, and school personnel to act effectively 
on the continuance and implementation of programs. 

2. The Management Aspect. 
  

This area constitutes the tasks of making decisions 
and carrying out these decisions in a manner which 
best serves the purpose of the system. 

  

3. The Administration of the School Budget. 

The coordinating and preparation of the school budget 
to be presented to the board of education and commun- 
ity for acceptance. 

4. The Solution of Day-to-Day Problems. 
  

This involves the everyday working responsibilities 
for the general operation of the school system. 

5. The Practice of the Art of Human Relations. 
  

Dealing successfully with the board of education, 
school personnel, and community persons in the 13 
everyday operation of the school system is crucial. 

Fitzwater suggested a number of areas of competency which 

should be reviewed when stating the competencies expected of 

  

13 education Policies Commission, op. cit., pp. 3-5.
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the superintendents. These areas include 

1. Educational curriculum programs 

Business and finance management 

Financial and facility planning for the future 

A strong staff development program 

A strong public relations program 

OO
 

WO 
&F&
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Personal qualities and characteristics of the 

superintendent .!4 

In a case study conducted by Roselle and Monk among 

school superintendents and board presidents in Lake County, 

Illinois, the researchers compared the functions deemed im- 

portant in Lake County with those devised be Knezevitch in 

his book, Administration of Public Education. Knezevitch 
  

listed sixteen functions that he considered vital to the 

administration of public education: anticipating; orienting; 

programming; organizing; staffing; resourcing; communicating; 

controlling; and appraising. The subjects ranked Knezevitch's 

functions, with the following ranked highest among the admin- 

istrative functions the superintendent should perform. *> 

  

lat van W. Fitzwater, "How Does Your Superintendent Rate? 
Questions That Will Help You Give An Answer,'' School 
Management, (November-December, 1973), p. 26. 
  

bo L. Monks, "A Six Point Plan 
Robert J. Roselle and Robert L. Mo 

for Evaluating Your Superintendent, American School 

Board Journal, (September, 1978), pp. 36-3/.
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Communicating 
  

This was viewed by school boards as the most important 
function. The speaking and writing abilities of the super- 
intendent were considered essential. The process of keeping 
the board informed of the activities of the district was 
deemed essential for maintaning good superintendent-school 
board relations. 

Resourcing 
  

This area dealt with the financial affairs of the system. 
The group in the study considered this area to be vital and 
said the superintendent should be an "expert" in dealing with 
budgetary affairs. 

Leading 

This function dealt with the ability to provide direction 
for all the staff personnel and board members. It also in- 
cluded responsibility for the effective operation of education- 
al programs in the district. 

Appraising 
  

The superintendent was expected to be able to have some 
means of evaluation of the needs of the district, personnel 
effectiveness and productivity, and program effectiveness. 

PROBLEMS OF THE SUPERINTENDENT 
  

In a report by Knezevitch of the status of the superin- 

tendency published by the AASA, four major areas were reported 

in the understanding of the problems of the superintendency: 

1. The most common reason why superintendents vacate 
or leave their position is attacks, either personal 
or professional, which are received during the course 
of their work. 

2. The relationship of the superintendent and school 
board was especially important. How well these two 
parties work together has a major impact on the 
satisfaction of the superintendent. 

  

1Orbid., pp. 36-37.
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3. Public or community relations was an important area 
to consider. Many believe the superintendent either 
succeeds or fails according to the type of public 
relations maintained. 

4. Staff relations is an area especially important in 
view of increased teacher unionization. 1l 

The University of Oregon conducted a study in 1967 that 

identified five major problem areas superintendents felt they 

faced in the everyday functions as chief school officer. 

They were 

1. Educational Change 
  

Innovation within the schools in educational pro- 
grams was cited by over half of the surveyed super- 
intendents. 

2. Teachers' Militancy 
  

Teacher negotiations and increased power and decision- 
making influence of teacher groups were also cited 
as a major concern of the superintendent. 

3. Educational Instruction 
  

How well the educational programs of the school system 
will educate the students was considered a problem 
by many superintendents. 

4. Critical Social Issues 

The involvement in social issues concerning the school 
system and the community was a problem superintendents 
felt very strongly about. 

5. Finance 

As the chief school officer responsible for the sound 
financial structure of the school system, changing 
tax bases and increased financial responsiblity of 
the school systems was mentioned.l 

  

Beith Goldhammer and William Aldridge and John Suttle and 
Gerald Becker, Issues and Problems on Contemporary Educa- 
tional Administration, (University of Oregon Press, 1967), 
p. LO.
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Norton conducted a study in 1971 to investigate and 

identify the problems areas that superintendents in Nebraska 

encountered. The five main areas identified, ranked in order 

were 
Problems with teacher personnel 

Public relations 

Pupil personnel problems 

~~ 
W
 NB 

fF 

Problems in finance 

5. Board of education problems. *? 

The five major problems, Huff stated, that face the super- 

intendents in the everyday work week were 

1. School finance 

Curriculum development 

Personnel problems 

20 

2 

3 

4. School-community public relations 

5 Adequate facilities. 

Scott stated that some problems may cause a turnover in the 

big city superintendency. They include these areas. 

1. Relations and responsibilities between the board 
and superintendent were not specifically defined. 

2. The performance of the superintendent was too often 
determined by frustrated, ambitious, and biased 
individual school board members. 

3. The support for programs and decisions once given the 
superintendent by the school board sometimes were the 
reasons that dismissal of the superintendent was sought. 

  

Scott M. Norton, "Current Problems of the School Superinten- 
dent,'' The Clearing House, (September, 1971) , p. 15. 
  

“Onuff, op cit., p. 38.
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4. For the superintendent in a big city school 
System to protect and establish his position, 
he must become a consummate politican and a 
liar.21 

EDUCATIONAL LEADERSHIP 
  

Through a survey, John H. Holcomb concluded that most 

superintendents have neither the time nor the inclination to 

act as the educational leader of their school systems. School 

boards are not requiring superintendents to aet as the educa- 

tional leaders and more importantly, no longer even see this 

as a proper role for the superintendent.” 

Holcomb further stated that many superintendents feel 

the majority of their time should be spent on "keeping the 

school board happy." This basically means avoiding conflicts 

between pressure groups or the board of education or even an 

honest assessment of personnel. 7° 

Superintendents of larger school systems stated that 

complexities of their job prevent direct input into curric- 

ulum and instructional planning. Also, administrators hired 

  

2liugh J. Scott, "The Urban Superintendency on the Brink," 
Phi Delta Kappan, (December, 1976), pp. 347-348. 
  

22 tohn H. Holcomb, "Superintendent Should Push Programs - 
Not Paper Work," American School Board Journal, (May, 
1978), p. 34. | 
  

23Tbid., p. 34.
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to evaluate or plan in this area would feel an invasion of 

their job responsibilities; thus, friction between these 

parties and the superintendent would ensue. “* 

RELATIONSHIP WITH BOARD 
  

Communication between school boards and superintendents 

concerning the role of each has loomed in the literature as 

a major problem. Mullins stated that the awareness of the 

duties and resposnsibilities of both the superintendent and 

school board was considered a crucial area in relationship 

between these parties and one of the major reasons for board 

dissatisfaction of the superintendent. *? 

Two sets of problems, Burlingame stated that tend to 

lead to turnover of superintendents, aside from political 

change, are ethical issues and boards of education and the 

superintendents having unclear expectations concerning their 

respective roles and resposnsibilities in the school district. 7° 

  

24tbid., p. 34. 

23 carolyn Mullins, "Board Members Pinpoint the Kinds of 
Superintendents Who Embarrass Their Peers and Embattle 
Their Boards,’ American School Board Journal, 
(February, 1975), pp. 25-29. 
  

OMartin Burlingame, "An Exploratory Study of Turnover and 
Career Mobility of Public School Superintendents in the 
State of Illinois from 1960-1976,'' Illinois State 
Office of Education, (August, 1977), pp. 6-12.
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Definition of the expected roles and responsibilities 

that the superintendent will be held accountable for is a 

crucial issue in the success of any superintendent. Nygren 

pointed out that boards of education should let their super- 

intendents know what their responsibilities are, in writing. 

The board will then be able to hold the superintendent 

accountable for his actions.*/ 

John Freeman, former superintendent of the Memphis 

school system, insisted that the relationship between the 

superintendent and school board must be favorable in order 

for the superintendent to be successful. 

The first thing an administrator has to do is 
establish ground rules. You've got trouble when 
you've got a school board that tries to be an 
administrator, just as you do when an administrator 
tries to do the board's job. The board hires one 
person, and that person should be held accountable. 
Administrators have to know where their responsibilities 
begin and end--and occasionally the superintendent has 
to remind the board. 28 

The clarification of working responsibilities between 

the school board and the superintendent are crucial to the pre- 

vention of the dismissal of the superintendent. Decisions 

in such areas as curriculum, personnel, finance, community 

  

27 " Burton M. Nygren, "Some Useful Confessions From a First- 
Time Superintendent," American School Board Journal, 
(October, 1977), p. 37. 
  

2 
SRarbara Parker, "John Freeman: This Cagey, Canny Super - 

intendent Left Memphis With More Friends Than Foes," 
Executive Educator, (March, 1979), pp. 15-17.
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relations, and internal operations are just some of the 

areas where a conflict of responsibility can occur. The 

Mount Diablo, California, school board district has set up 

a Decision Analysis Chart which divides authority into five 

29 
distinct levels. These levels were defined in this manner: 

The superintendent has complete author- 
ity to decide or act within the limits 
of law, board policy, propriety and 
conscience. 

Level One 

Level Two The superintendent has complete author- 
to decide or act, but he must keep 
the school board informed about his 
decision or action. 

Level Three The superintendent has authority to im- 
plement or act only with prior approval 
from the school board. 

The school board retains its decision- 
making authority, but permits the 
superintendent to make recommendations. 

Level Four 

The school board retains its decision- 
making authority, and the superintendent 
virtually is excluded from decision- 
making. 3 

Level Five 

A process is set up by which both the board and the 

superintendent decide on 

1. which decision situations to list on the chart, and 

2. the level of authority to be used in each. 

  

carl Hoover and Jim Slezak, "This Board and Superintendent 
Defines Their Respective Responsibilities and Their 
Schools Are Better For It,'’ American School Board 
Journal, (May, 1978). pp. 38-39. 

-OTbid., pp. 38-39.
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Table I illustrates a sample of the lenghty Board- 

Superintendent Decision Analysis Chart used by the Mt. Diablo 

school system in Concord, California. As explained previously, 

numbers across the top of the chart indicate who is to have 

authority for what (and under what conditions). Numeral l 

indicates superintendent has complete authority to decide 

or act, within limits of law, broad policy, social mores, 

conscience. Numeral 2 indicates superintendent has complete 

authority to decide or act, but must keep board informed 

about the decisions made or action taken. Numeral 3 indicates 

superintendent has authority to implement or act only with 

prior approval of board. Numeral 4 indicates superintendent 

may be asked for recommendations, but decision or direction 

comes from the board. Numerical 5 indicates the superintendent 

seldom, if ever, participates in making these decisions. 

Determinations of assignment of the X's is arrived at be 

consensus between board and superintendent. >+ 

After much discussion of the authority to be taken in 

a certain decision situation, Hoover stated "an understand- 

ing develops about the philosophic differences among board 

members and between the board and superintendent regarding 

methods of school system operation. "> 

  

Sslipid., p. 39. 

s¢Tbid., p. 39.
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TABLE I 

BOARD- SUPERINTENDENT 
DECISION ANALYSIS CHART 
MT. DIABLO SCHOOL SYSTEM 

Establish a parents advisory committee to recommend goals 

for the schools. 

Permit a school to replace a major portion of the maps, 

films, and written materials (other than books) for the 

social studies/history curriculum so better to meet school 

system goals. 

Initiate (or abandon) a program of decentralized management 

throughout the school system 
  

Allow each school to have new courses and subjects not 
taught at other schools in the system. 
  

mS
 

Ps
 Transfer a principal to a different school. 

Demote a curriculum supervisor (administrative position) 
to a teacher. 
  

On a day that two-thirds of the teachers are absent and on 

strike, decide to close a school and send students and 

all other teachers home. 
  

rm
 

[Ps
 Authorize extensive landscaping additions to a school. 

Have the exteriors of one-third of the systems's school 
buildings repainted. 
  

Recommend budget transfers from one account to another 
during the fiscal year, without changing total expenditures 
for the year. 
  

Announce to the community that another tax election will be 
necessary next year 

L
C
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The value of this analysis chart is that everyone learns 

how the other feels in terms of actual school functions. 

When the school board or superintendent changes for any 

reason, the chart should be redone. If there is a constant 

carryover of parties, the chart should be redone every two or 

three years.-> 

Finally, Detroit's Clara Rutherford stated that written 

policies can avert most misunderstandings between superin- 

tendents and school boards. Lorraine Collins, a school 

board member from Belle Fourche, South Dakota, said, "The 

superintendent must have the prerogative of making on-the- 

spot decisions in an emergency. He must be given a certain 

amount of maneuverability, but policy should indicate plainly 

which decisions are to be his and which are to be the 

board's."24 

To substantiate this point, a fired superintendent 

stated that if he had to do it all over again he would make 

sure to identify and define his goals and objectives with 

his school board and to make sure all members knew exactly 

what their top objectives were for the superintendent. 

Putting these objectives in writing so that the superinten- 

  

*3Ibid., p. 39. 
34 , t 

Carolyn Mullins, "The Ways That School Boards Drive Their 
Superintendents Up The Wall," American School Board 
Journal, (August, 1974), pp. 18-19. 
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dent and school board are protected is an essential and nec- 

essary requirement for the preservation of any superinten- 

dent.>> 

Ashby reported that often boards of education and 

superintendents do not clairfy and understand their respective 

roles. Ashby defined school boards as falling into one of 

the following groups: Those who search for a public rela- 

tions man, those who search for a business manger, and those 

who search for a strong educational leader. Often there is 

dissatisfaction after hiring superintendents who do not 

demonstrate competency in each of these areas. © 

Joseph Manch, retired former superintendent of Buffalo, 

New York, stated that it is still possible for a well-pre- 

pared, well-balanced individual to survive in an urban school 

system. He listed these conditions as suggestions to pre- 

vent failure of the big city superintendent. 

Ll. Accept the responsibility of the office. 

2. Know your physical limitations. 

3. Evaluate the facts of a situation and make a 
morally correct education decision, even if 
the majority does not agree with you. 

  

3° american School Board Journal, "One More Reason for Super- 
intendent Failure: Naivete,'' (September, 1978), p. 44. 
  

361 loyd W. Ashby, Man in the Middle, (Danville, Illinois: 
Interstate Printers, Inc., 1968), p. 35. 
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4. Involve the community, as much as possible. It 
will lead to a better understanding by the com- 
munity of the school system's goals and objectives. 

5. Try to visit the schools in your school systems as 
much as possible. 

6. Do your homework so you will not allow yourself 
to be placed in a position of surprise and 
eventual dismissal. 

7. Always remember to keep your cool. Expect attacks 
from individuals who do not agree with you and 
those who will use education issues for political 
purposes. 

8. Keep your working management team loyal and free 
from political influence. Teamwork between the 
parties is the key. 

9. Always keep your board informed. If there is an 
area of concern, be sure to talk it over and have 
a true understanding of what both parties expect. 

10. Be careful and prepared at all news conferences. 
Relations with the news media can either make you 
or break you. 

ll. Be optimistic. Confidence in yourself, in the 
people you work with, and in the future will allow 37 
you to get through those especially difficult times. 

POLITICS AND THE SUPERINTENDENT 
  

Politics in education is defined as "the means of 

getting someone to do what he does not necessarily want to 

do, or getting someone to stop doing something he says he 

wants to do.'' Educators must realize that they are politicals, 

  

>! Toseph Manch, "The Urban Superintendency as Viewed by a 
survivor,” Phi Delta Kappan, (December, 1975), pp. 348- 

9, 
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their problems are politically related, and thus those problems 

need political solutions. -° 

The use of power and politics is the element that is 

necessary to shape education policy. Any superintendent who 

is not keenly aware of this should take note of the follow- 

ing true example which involves grant and political payoffs 

in a school district. The superintendent objecting to this. 

type of political action by the school board found this 

Situation occurring. 

The school board was receiving money from a local 
architect. The superintendent came to the board 
and objected. The next morning, the board fired 
him. When he demanded to know why, a board member 
said: "It's been reported by my neighbor that you've 
fooling around with his wife". So what's the super- 
intendent going to do? He's whipped. 

The power of the superintendent has become as issue 

Since superintendents are losing some of their traditional 

executive atuhority as more educational issues are being 

politically and legally exploited. +? 

Nolte provided an excellent example in the use of student 

evaluation. He suggested that state legislators are turning 

  

38vary Lou Bartley, ''The Ways Superintendents and Board Mem- 

bers Coax Each Other to Agree,'’ American School Board 
Journal, (February, 1977), p. 24. 

  

37orege W. Downey, "Power on the School Board: How to Get 
It and How to Use It Wisely and Well,'' American School 
Board Journal, (July, 1977), p. 20. 

  

  

“Ochester M. Nolte, "How Fast Is the Power of Superintendents 
Slipping Away?" American School Board Journal, 
(September, 1972), pp. 42-43. 
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test scores into reasons for providing or limiting funds to 

local school districts; minority groups are increasingly 

using student evaluation to romote their group economic and 

social needs for legislative reliet, tt 

A study in southern California in the mid 1960's dealt 

with involuntary turnover of the superintendent as a conse- 

quence of the defeat of incumbent school board members. 

Since the superintendent was considered heavily involved in 

the school district's policy-making process, it was assumed 

that an involuntary turnover of an incumbent school board 

would be followed by the involuntary turnover of the office 

of superintendent. ‘4 This study brought to light that where 

school district politics were rather stable, school board 

members were rarely defeated in their bid for reelection and 

superintendent turnover was likely to be voluntary. Converse- 

ly, where there were problems or signs of political instability 

and defeat of incumbent board members, the superintendent's 

leaving was likely to be involuntary. Also, the superintendent 

was perceived as one of the chief policy makers and when the 

incumbent power group was defeated, the chief officer's 

position was vunerable. *? 

  

‘linid., pp. 42-43. 

42 Sohn Walden, "Antecedents to Incumbent Defeat and Super- 
intendent Turnover,'' American Education Research 
Association, (April, 1976), pp. 4-5. 
  

4*Stbid., pp. 5-8.
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The Iannccone-Lutz Model (1970) sueggested that changes 

in the social and economic structure of the community can 

lead to the opposition of existing school board and its pol- 

icies. As the community becomes disenchanted with its school 

board members, changes occur as new candidates are nominated 

and elected. Eventually, enough of the community's nominees 

gain a majority and dismiss the present superintendent. Thus, 

the conflicts of educational values between the community and 

the board/superintendent lead to their involuntary departure. “+ 

An urban school board member stated that the understand- 

ing and use of power politics is vital to the prevention of 

dismissal of the superintendent. The school board member 

asserted 

Board members here are chosen in partisan elections, 
and our superintendent understands power politics 
very well. He's a master of human manipulation. 
Playing ethnic groups off against each other is an 
important tactic. Obvious opportunities for this 
arise when schools must be closed, boundaries changed, 
principals moved or allowed to stay where they are. 
Board members representing one group or another have 
a stake in such things, and the superintendent knows 
how to play such decisions to his advantage. A board 
member may not be reacting to his immediate self- 
interest, but he probably does react to his constitu- 
ents' interests.4 

Failure to recognize that educational decision-making 

is inseparable from politics can lead to the end of a pro- 

  

44 

45 

Burlingame, op. cit., p. 8. 
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fessional career for the superintendent . ‘© One superintendent 

reported after being fired from his position that the nature 

of the superintendency makes the chief school officer the ideal 

scapegoat when problems are evident within the school system. 

The firing of the superintendent can appease the voters and 

the school board members can at least say that something was 

being done. */ 

THE SUPERINTENDENT AND POLICY-MAKING 
  

The superintendent's role in policy-making is delicate. 

Mullins stated that basically it is the business of the school 

board to make policy and set rules and regulations under 

which the school system will operate. The superintendent's 

responsibility is to see that these rules and regulations 

are carried out in the best interest of the school district. *8 

The North Central Association of Colleges and Secondary 

Schools (NCA) in its standards of education of a school sys- 

tem called for clear definitions of boards of education and 

administrative procedures: 

The board of education represents the public 
in setting goals and establishing the basic 
policies for the administrative functions of 
the school. (2.92a) 

  

46 
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Downey. op. cit., p. 20. 

Frank Cassetta, ''Knocked Off: Lessons From a Sacked Super- 
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Individual members of boards shall refrain 
from involvement in or interface with the 
administrators of the school. (2.92b) 

The board of education shall transact official 
business with professional staff members and 
all other school employees only through the 
superintendent. (2.94a) 

Since accrediation of school is a necessary and visible 

procedure, the NCA standards, even though they have no legal 

status, receive much attention in regard to the policy-making 

of a school system. ‘? 

According to political influence, the public elects a 

school board to make policy, and the board appoints a super- 

intendent to carry out these policies. But Zieglar and Tucker 

stated that this traditional democratic model does not usually 

follow this patterm. ''Proposal developement is clearly dom- 

inated by superintendents," stated Zeigler. '"'The active role 

of school board and members of the public is substantially 

below that indicated by traditional democratic theory.""29 

According to Hoover and Slezak, the common pratice has 

been that the school board sets the policies of the district 

and the superintendent implements those policies into the 

  

+9 anthony Cresswell and Daniel L. Simpson, ''Collective 
Bargaining and Conflict: Impacts on School Governance," 
Educational Administration Quarterly, (Fall, 1977), p. 
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30 armon L. Zeigler and Harvey J. Tucker, ''Who Governs 
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everyday functions of the district. But often superintendents 

try to help board members to have a hand in the major opera- 

tional procedures of the administrations.>+ 

A school board member from Pennsylvania stated that a 

majority of superintendents 

really do not want board members to have a 
Significant role in policy formation and really 
do not want teachers to have a role either. 
They view themselves as the true policy makers, 
and boards as the necessary evil to provide funds. 
Occasionally they see boards as butters between 
the superintendent and the community. ? 

Zeigler and Tucker stated that some reasons why super- 

intendents are so heavily, sometimes too heavily, relied upon 

to make recommendations concerning policy changes are these: 

Ll. because of their expertise and implementation 
of the policy. 

2. because they are the overseeing figure of the 
total functions of the school district. 

3. because the superintendent is the most visible 
figure of the school system and therefore enjoys 
Significant political power. 

Superintendents are basically the dominant policy makers 

with school boards usually endorsing of their suggestions, thus 

allowing the policy to be endorsed and accepted by the public.>* 

  

tioover and Slezak, op. cit., p. 39. 

>*vullins, op. cit., (1975), pp. 25-29. 
53 

4 Thid., p. 7. 
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Tucker stated that superintendents tend to view school boards 

as advisory committees whose major funtion is to provide legal 

approval before the schools can be governed. The superinten- 

dents believe that boards must trust them.in their everyday 

duties or replace them. ?> 

Nolte stated that it may be the willingness of school 

boards to allow the superintendent to control board agendas 

which enables them to assure power at the expense of the board 

and to dominate policy-making roles. >° 

Two contrasting views concerning the proper roles of the 

board of education concerning policy-making responsibilities 

were stated by Mecklenburger. One viewpoint suggested that 

like a board of directors the school board should set general 

goals and review the state of the institution. The other view- 

point held that a board should act in the manner of a legis- 

lative body behaving more agressively than in the corporate 

model by creating policy, and through debate, constantly re- 

viewing the progress of the policies it enacts, with each 

board member acting as a representative person with the public.?/ 

  

> Harvey J. Tucker, "Responsiveness in Local Politics: A 
Comparative Analysis of School Boards," Paper delivered 
at AERA Teachers College Conference (April, 1977), pp. 
6-16. 

Nolte, op. cit., p. 43. 

>’ sames A. Mecklenburger, ''Whether School Boards Should Have 
Their ‘Own' Staffs May No Longer Be the Question (and 
Here s Why),"' American School Board Journal, (June, 
1977), p. 39.
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While superintendents generally regard themselves as 

professional educational experts, it might be assumed they 

would prefer a passive corporate style management relationship, 

but this is not always the case. Superintendents recognize 

that the school board members are politicans. They deal with 

tough issues, lobby for funding, battle power groups such as 

teacher unions, and answer the public directly on questions 

concerning the school district.?° 

Mark Shedd, former superintendent of the Philadelphia 

Public Schools, concluded, "If a superintendent's views are 

not consistent with his board's policies, then it is best 

if the superintendent and board reach an amicable agreement 

to end their contract .">” 

NEGOTIATION AND THE SUPERINTENDENT 
  

The superintendent's role in negotiations has been in a 

state of evolution. Two ways the process of collective bar- 

gaining has affected the superintendent were described by 

Bradley. The first is that teachers will not automatically 

accept, any longer, at face value, the suggestions proposed 

by the board of education and the superintendent. Second, 

the relationship and responsibility of the superintendent 

  

8tbid., p. 39. 
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within this negotiation process has changed significantly. 

Teacher groups, who were once friendly with the superintendent, 

are putting pressure on the superintendent to secure the best 

possible contract for their members. The superintendent finds 

himself representing the board of education and the students, 

while teachers are represented by the teacher group leaders. °° 

Rasmussen suggested that the superintendent's role in 

teacher negotiations tends to put him in the middle. The 

superintendent, who is employed by the school board, really 

represents the students in the negotiations. His function 

is to influnce both teachers and the board positively to 

accept the terms of a contract. No definitive role have been 

stated; thus, he is considered the man in the middle.°* 

Cresswell and Simpson stated that the process for allow- 

ing board members to be members of the negotiations team for 

the school system is a dangerous situation for any administra- 

tor. The teachers’ union can work with the administrator and 

board members separately and in effect create a three-way pro- 

cess. This provides another opportunity for a dissedent board 

member to work against an administrator. The administrator 
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can be caught between the two sides, with very damaging results 

to the superintendent's effectiveness. In cases like this, it 

can be assumed that the superintendent always loses, either to 

the teachers or to the board itself, 2 

COMMUNITY RELATIONS 
  

Eisenberger has stated that clearly one of the most im- 

portant ingredients of a sucessful superintendent is the match- 

ing of this individual with the board and community. When 

this successful match is not made, everyone loses and the 

community suffers the loss by possibly having to buy out the 

superintendent's contract. °? 

Nation's Schools reported superintendents feel ill at ease 

as a chief public relations officer responsible to the commun- 

ity for the understanding of the educational system. Almost 

97% of the superintendents surveyed felt that the community 

respected what they were trying to do to offer the best edu- 

cational system possible. But on the other hand, 74% felt 

that the community did not understand the basis for the 

attempts to accomplish this excellence. °* 

  

62 oresswell and Simpson, op. cit., p. 6l. 
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O4uff, op. cit., p. 37.
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Parker supported the concept of a. strong community tie 

by a strong public relations program. This can be accomplished 

by the public relations program effectiveness in"... increas- 

ing awareness of the problems the community has with schools 

and schools have with the community, '"°° 

Parker suggested that even though each school community 

is unique, the following guidelines would help the superinten- 

dent, school board, abd the community understand what goes on 

within the school system: 

l. Find out what the community knows and thinks about 
its schools. 
  

This process deals with obtaining feedback from the public on how they feel about their school system. Their likes, dislikes, and Suggestions are always helpful for the understanding of the community's 
perceptions. 

Establish public relations priorities. 

The main objective here is to rank community opin- ions of problems and set out to resolve them in that order. One of the most important things is not to be 
afraid to concede that problems exist. 

. Develop a plan. 
  

The establishment of a public relations plan is 
crucial to the success of good communication between the superintendent and the community. This plan should be publicized and involve as many people as possible in its implementation. If the community believes it can play a part in solutions to problems of the school system, it may be less likely to create 
more problems. 

  

65 Barbara Parker, "Eight Basics for Good School Public Relations,'' American School Board Journal, (August, 1978), p. 27,  
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If your school system does not have a public infor- 
mation officer or someone to oversee and coordinate 
your public relations programs, appoint someone to 
the job. 

The job of public relations should not be left up 
to the superintendent. Basically, the person se- 
lected does not have to generate ideas, but should 
be responsible for the overall functioning of a 
program. 

  

  

  

Determine who in the community needs to be reached 
with what information. 
  

  

The entire community population should not be for- 
gotten when planning an effective public relations 
plan. Parents, the business community, older citi- 
zens, singles, young marrieds and those without 
children are all potential voters and community 
residents. 

Show _and Tell the story of your schools. 
  

Newsletters, local educational television programs, 
local weekly newspaper and speaking engagements are 
all methods that can be used to allow the community 
to know what your school system is doing and what 
the community can do to help the system. 

As important as it is to get across your side of 
the story, do not forget the importance of listen- 
ing to others. 
  

  

It is essential that the school system make every 
possible effort to find out what the community 
thinks is wrong with the system as well as right. 
The accumulation of these comments through survey 
sheets to parents, a "hot line" telephone answer- 
ing machine, advisory council, or write-in suggest- 
ions is essential and important in understanding 
how the community perceives the weak and strong 
points of the school system. 

Handle the media with care. 
  

The media should be the first, not the last, to 
know about the public relations programs or any 
issue that will receive widespread community 
attention. The media can be a stong influence
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on the success of programs and issues of a school 
system. 66 

BUSINESS/FINANCE 
  

Huff reported that almost all the superintendents sur- 

veyed in a 1969 study listed financial problems as one of the 

major reasons for superintendents' difficulties. The lack of 

funds to support local programs was viewed as a problem a 

Superintendent had to learn to deal with, or face the possibil- 

ity of that problem endangering his position. °/ 

Parsons took an extreme position in her assessment of 

superintendents' financial ability and knowledge in running of 

a school system effectively. 

There are few school superintendents who are 
adequately trained to hold their positions 
in the face of current needs for fiscal 
efficiency and accountability. Unless the 
superintendent is a very rare person trained 
in business and capable of managing a multi- 
million dollar organization, dismiss him 
and replace him with a properly trained and 
experienced business manager. 6 

According to the American School Board Journal, California 

California's tax reform bill, Proposition 13, will not affect 

just teachers' jobs, but will also have a severe effect on 

  

the positions at the top of the educational hierarchy. "In 

OOTbid., p. 27. 
67 

Huff, op. cit., p. 39. 

OScunthia Parson, "Sack Our Administrator? Please, Cynthia: 
Tell Us You're Kidding," American School. Board Journal, 
(September, 1978), p. 41.
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the next two years a lot of school administrators in California 

will find themselves out from behind desks and back in class- 

rooms where they were five and ten years ago,' 

69 

predicated one 

angry school administrator. 

Even though many school superintendents were frightened 

and even terrified by this so-called tax revolt, Bob Wood, 

Boston superintendent of schools, saw this as a chance to save 

inner-city schools. Wood stated, "What really is behind the 

tax revolt is high surburban land prices. People will move 

back to the cities, if we can persuade them of the quality 

of the schools, which always has been a major factor among 

70 
young families." 

oUMMARY 

The studies citied in this chapter show the diversity 

and complexity of the school superintendent's role. However, 

further research is needed to show how the interaction of 

these complexities leads to the superintendent's retention 

or dismissal from his position. This study was designed to 

provide some additional insight into these complex interact- 

ions, especially those involving urban school systems. 

  

09 american School Board Journal, "Proposition 13 -- Is a 
Killer -- of Administrators,'' (March, 1978), p. 21. 
  

Onenry, op. cit., p. 2l.



CHAPTER III 

METHODOLOGY 
  

The purpose of this study was to inform superintendents 

and boards of education in urban city school systems through- 

out the country of those factors that appear to make the dif- 

ference between the dismissal and retention of superintendents 

in urban city school systems. This study addressed the follow- 

ing research questions and illustrated the findings by summar- 

izing the data through this study: 

RESEARCH QUESTIONS 
  

A. What factors, as perceived by the dismissed superinten- 
dent, were responsible or contributed to the dismissal 
of the superintendent from his position? 

B. What factors, as perceived by the retained superintendent, 
were responsible or contributed to the retention of the 
superintendent in his position? : 

C. What factors, as perceived by the school boards' presi- 
dent/chairperson or designee, were responsible or con- 
tributed to the dismissal or retention of the superin- 
tendent? 

D. Were the preceptions of the dismissed/retained superin- 
tendents similiar to. those of the school board presidents/ 
chairpersons or designees concerning the reasons for 
retention/dismissal? 

DESIGN OF STUDY 
  

In order to investigate the pertinent factors that dis- 

criminate between dismissed and retained superintendents in 

selected urban school systems, it was determined that case 

45
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study methododlogy would be most useful and desirable for 

obtaining the relevant in-depth information. Van Dalen 

asserted that the case study allows researchers to make an 

intensive investigation of a social unit. Through that 

method, researchers are able to gather "data about the present 

status, past experiences, and environmental forces that con- 

tribute to the individuality and behavior of the unit." 

Asher has defined case study as a method of research con- 

fined to one or a few persons or educational systems that is 

descriptive in nature and lends some "depth to the variables 

2 and the relationship being studied." He defined descriptive 

research as follows: 

Descriptive research is aimed at discovering 
the interrelationships among the dimensions 
of a problem, describing them, and determining 
the cause-and-effect direction of the relation- 
ships if possible. The broader the scope and 
depth of the inquiry, the better the descrip- 
tive research. Many sources of data will give 
a more detailed and sharper focus to the pic- 
ture being obtained of the educational system. 

Young insisted that the "most meaningful studies" in the 

social sciences have been those linked with case studies, 

  

lnebold Van Dalen, Understanding Educational Research: 
Enlarged and Revised, (New York: McGraw Hill. 1966), 
p. 207. | 

25. William Asher, Educational Research and Evaluation 
Methods, 2nd Ed., (Boston: Little, Brown, and Co., 
Inc., 1976), p. 275. 

>Asher, op. cit., p. 134.
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mainly, because case studies are able to describe accurately 

the interrelationship of the factors to be studied. * Van Dalen 

agreed that case study is a more desirable form of methodology 

concerning studies in education than survey research. In case 

study, the researcher can make an intensive study of the select- 

ed cases. Even though a case study is "narrower in scope," 

Van Dalen asserts, "...it is more exhaustive and more qual- 

itative in nature than a survey .'' 

Best explains that the case study method of research has 

been widely used and is prevalent in the description of all 

types of communities, individuals, and institutions. In each 

Ww case, ''...the element of typicalness is the focus of attention, 

with emphasis upon the many factors that characterize the 

types."° 

The advantages of the case study approach, as stated by 

Ary, Jacobs, and Razavich, were (1) the variety of methods 

available for data collection, including personal interviews 

and observations; (2) the adaptablity to focus on identified 

issues related to the research questions; (3) the ability to 

  

“Pauline V. Young, Scientific Social Surveys and Research, 
(New Jersey. Prentice Hall, Inc. 1956). 
  

Van Dalen, op. cit., p. 218. 

6 Sohn W. Best, Research in Education, 2nd. Ed., (New York: 
Prentice Hall, 19/0) , p. L2/. 
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obtain data related to theory; / and (4) the generation of 

information from which hypotheses for further research could 

be developed. ® 

Case studies have been conducted in different types of 

institutions, including colleges, churches, fraternal organ- 

izations, and business groups.” Case study methodology has 

been used to study development efforts in educational institu- 

tions as evidenced through a study conducted in public schools 

by Fullan, Miles, and Taylor. +? 

The major rationale for using the case study method was 

the absence of information and understanding regarding the 

factors that relate to the retention and dismissal of super- 

intendents in urban city school systems throughout the country. 

Stake commented that case study methodology is a method for 

"adding to existing experiences and humanistic understand- 

ing "tt This understanding was necessary to provide informa- 

  

‘James A. Black and Dean J. Chapman, Methods and Issues in 
social Research, (New York: John Wiley and Sons, Inc., 
1976). 

  

Snonald Ary, Lucy C. Jacobs, and Asghar Razavich, Introduction 
to Research in Education, (New York: Holt, Rinehart, 
and Winston, Inc., 1972). 

  

"Best, op. cit., p. 119. 

10vi chael Fullan, Matthew B. Miles, and Gib Taylor, OD in 
Schools: the State of the Art, Volume I,-NIE Contract 
Nos. 400-77-0051, 0052, 1978. 

Robert Stake, "The Case Study Method in Sovial Inquiry." 
Educational Researcher, (February, 1978), p. 5-7. 
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tion for the description of generalizations that could be made 

among the cases. 

Since this research study did not lend itself to experi- 

mental manipulation, it was recognized and classified as ex 
12 post facto. The researcher did not have direct control of   

the independent variables because the manifestations had 

already occurred and must be classified as ex post facto, 3 
  

POPULATION 
  

The population of this study consisted of a subgroup of 

The National School Boards Association designated as the 

Council of Urban Boards of Education. This council exists 

for the primary purpose of identifying the principal, current, 

and pressing educational problems of urban city: school systems. 

Eligibility for membership in the council is limited and 

requirements are 

1. A school district serving a core city pop- 
ulation of 200,000 or more, or 

2. A school district (K-12) with a student 
enrollment of 40,000 or more serving a core 
city population of 175,000. 

3. A school district that is a member of its 
state school boards association. 

  

leered N. Kerlinger, Foundations of Behavioral Research, 2nd 
Ed., (New York: Holt, Rinehart, and Winston, Inc., 
1973), p. 392. 

3Ibid., p. 379.
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A total of fifty-five school systems belonged to the 

Council of Urban Boards of Education in 1979. A list of member 

schools is found in Appendix A. 

SELECTION OF CASES 
  

Dr. Jeremiah Floyd, the Associate Executive Director, 

Office of Communications and Membership Relations of National 

School Boards Association provided the researcher with 

1. Names, addresses, and phone numbers of all 
superintendents and school board chairpersons 
of the Council of Urban Boards of Education 
from 1974-1975 through the 1978-1979 school 
year. 

2. Files or validated information to identify 
the school systems that had dismissed their 
superintendents during this period. 

3. Approval and support of The National School 
Boards Association for this study. 

The total population of school systems that had a turn- 

over in the position of superintendent from the 1974-75 school 

year through the 1978-79 school year was identified. Thirty- 

one school systems were identified as having had a change of 

superintendent during the study period. Through the use of 

personal references, newspapers, and other outside resources, 

fourteen school systems were identified which had dismissed 

their superintendents during the study period. 

Using a table of ramdon numbers, eight school sytems were 

ramdomly selected. The former superintendents of the first 

four school sytems listed were contacted and all agreed to
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participate in the study. Using the remaining school systems 

that had retained their superintendents, a like number were 

selected that most closely resembled the dismissed school 

systems in regard to characteristics of the systems. These 

characteristics included geographic location, size of system, 

race and sex of superintendent, county vs. city districts, 

and racial distribution of student population. Each of the 

retained superintendents were contacted and all agreed to 

participate in the study. 

The name of the superintendents' present or former school 

board chairpersons were sought and obtained. All board chair- 

persons who were presently serving on the retained superinten- 

dent's board of education were contacted and all but one agreed 

to participate. The school board chairperson who was unable 

to participate in the study designated a former school board 

chairperson who was currently serving on the board of educa- 

tion. This board member was contacted and did agree to become 

part of the study. 

Former school board chairpersons who had served on the 

board at the time the superintendents were dismissed were also 

contacted. All but one agreed to participate in the study. 

A school board member who had been part of the board of educa- 

tion that had hired and dismissed the superintendent was 

substituted for the school board chairperson unable to partic- 

ipate in the study. This board member was contacted and agreed
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to participate in the study. 

COLLECTION OF DATA 
  

Good stated that there are three major methods used to 

obtain needed inforamtion: (1) personal, confidential inter- 

view, (2) direct observation, and (3) a confidential question- 

naire, /4 This study utilized personal confidential interviews 

as the main method of gathering data. 

Wiersma defined the personal interview as a "face to 

face confrontation between the interviewer and a subject or 

group of subjects.""> Van Dalen stated that people are more 

willing to communicate orally than in writing and, therefore, 

“will provide data more readily and fully in an interview 

than a questionnaire." 

The most frequently listed advantages of the interview 

procedure over other options are these 

1. People are usually more willing to speak 
than write.1/ 

2. The interviewer can explain his content and 
purposes more fully. 

  

M4carter V. Good, Essentials of Educational Research, (New 
York: Appleton-Century-Crafts, 1966). 
  

1oWilliam Wiersma, Research Methods in Education-An Intro- 
duction, 2nd Ed., (New York: J.B. Lippincott Co., Inc., 
1966), p. 275. 

  

loy.n Dalen, op. cit., p. 306. 

1? Rest, op. cit., p. 186. 

1Sinid., p. 186.
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3. There is usually a confidence gain and a 
friendly rapport established between the 
interviewer and the interviewee.19 

4. An investigator is able to encourage subjects 
and to help them probe more deeply into the 
problem. 

5. Through respondents’ incidental comments, 
facial and bodily expressions, and tone of 
voice, an interviewer acquires information a1 
that would not be conveyed in written replies. 

6. The flexibiltiy of the interview process 
allows the interviewer to alter _and make 
use of the interview situation. 

7. The interview process permits the research 
worker to follow leads and thug obtain 
more data and greater clarity. 3 

A semi-structured interview method was used in this study 

because, as Borg pointed out, the interviewer is able to ask 

a series of structured questions and then be able to probe 

more deeply by following with open-ended questions. ** Borg 

further stated, ''The semi-structured interview is generally 

most appropriate for interview studies in education. It pro- 

vides a desirable combination of objectivity and depth and 

often permits gathering valuable data that could not be 
  

19 

20 

21 

Wiersma, op. cit., p. 276. 

Van Dalen, op. cit., p. 306. 

Ibid., p. 306. 

sewalter Borg and Gall D. Meredith, Educational Research-An 
Introduction, 2nd Ed., (New York: MaKay Co., Inc., 
1971), p. 211. 

  

  

*3ibid., p. 212. 

e oR org, op. cit., p. 214,
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successfully obtained by any other approach."'*> 

Kerlinger classified the semi-structured interview pro- 

cess as unstandardized and explained why this is a more effect- 

ive way of gathering data than a structured interview by 

stating 

Unstandardized interviews are more flexible 
and open than a standardized or structured 
interview. Although the research governs 
the questions asked, their content, their 
sequence, and their wording, they are en- 
tirely in the hands of the interviewer. 
This does not mean that an unstandardized 
or semi-structured interview is a casual 
one. It should be just as carefully planned 
as a standardized one. 

This method of interviewing permitted the researcher to 

(1) gather specific demographic data related to respondents; 

(2) probe more deeply into specific problem areas identified 

by the respondents; (3) allow a friendly non-threatening 

atmosphere to develop between the interviewer and respondents; 

and (4) personally observe the respondents’ reactions to 

various closed and open-ended questions. 

The method by which the interview was conducted was 

validated and developed by the questioning of various super- 

intendents and school board chairpersons prior to the actual 

confidential interviews. Much of the bias and lack of skill 

of the interviewer was reduced through this activity. 

  

e4R org, op. cit., p. 214. 

23Ibid., p. 214.
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Cannell and Kahn identified key requirements to be 

observed in conducting proper interviews. The research instru- 

ment for this study was created consistent with their suggest- 

ions: 

1. the questions must be stated simply and 
with clarity; 

2. there must be a relationship of the language 
to the respondents' frame of reference; 

3. there must be a relationship between the 
questions and the respondents' level of 
information; 

4. every effort must be made to avoid questions 
that suggest an appropriate answer; 

9. the questions should be in logical form. */ 

The interview guide for the personal semi-structured 

interview was designed to gather information concerning the 

major perceived factors that contributed to retention/dismissal 

of urban superintendents; community factors of the school 

system; social and political factors that may have contributed 

to the retention/dismissal action; and the superintendent's 

perceived competencies in the position. The guide was reviewed 

by several superintendents and school board chairpersons for 

validity and appropriateness of subject matter and areas cover- 

ed within the interview guide (APPENDIX B). 

  

27 charles F, Cannel and Robert L. Kahn, "The Collection of 
Data by Interviewing,'' Research Methods in Behavioral 
Sciences. (New York: Holt, Rinehart, and Winston, 1966). 
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Superintendents and school board chairpersons were con- 

tacted to arrange an interview. The initial objective was to 

interview as many superintendents and school board chairpersons 

as possible during the American Association of School Adminis- 

trator and the National School Board Association national con- 

ferences. Six of the sixteen interviews were conducted at the 

national conferences with the remaining interviews conducted in 

the home school district or place of residence of the inter- 

viewee. 

Interviews varied in lenght with the average interview 

approximately two hours. Each interviewee agreed that the 

taping of the interview was essential and necessary for the 

accurate collection of data. A tanscribed copy of the inter- 

view was sent to each participant. This allowed each person 

the opportunity to interpret the content of the interview and 

restrict any statements they did not wish quoted within the 

study. 

REVIEW OF DATA ANALYSIS 
  

The method chosen for data analysis was the exploratory 

case study which is considered descriptive research, “® Thus, 

qualitative descriptive analysis of the information was 

utilized rather than a statistical research design and analysis. 

The data obtained from the semi-sturctured interviews, personal 

observations, and newspaper articles were described in each 

  

CO nny, Jacobs, Razavich, op. cit., 1978.
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case with regard to retention and dismissal. Summaries were 

made and conclusions drawn from the data gathered in each case. 

Descriptive summary analysis was then completed so that 

comparisons could be made among the four categories of con- 

cern. Relationships, similarities, and differences were 

reviewed concerning community factors, political factors, 

social factors, the major factors fro dismissal/retention, 

and perceived superintendents' competencies.



Chapter IV 

RESULTS OF THE STUDY 

The purpose of this study was to investigate those factors 

most likely to contribute to dismissal or retention of super- 

intendents in selected urban school systems. The study gather- 

ed perceptions from retained and dismissed superintendents and 

their school board presidents/chairpersons or designees. The 

study was conducted using four urban school systems identified 

as having dismissed their superintendents and four that had re- 

tained their superintendents. The information was collected at 

a variety of locations convenient to the sixteen individuals 

surveyed during February, March, and April, 1980. 

In this chapter, the data gathered from the retained/ 

dismissed superintendents and their school board presidents/ 

chairpersons or designees is presented in a summarized form. 

Included in the chapter are the presentations of each of the 

eight case studies, summaries of each case, an analysis of each 

individual case, and a table which summaries each area of con- 

cern. 

58
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CASE Apo RETENTION 

THE SETTING 
  

The Community - Population 
Distribution 
  

  

This school system is of normal demographic distribution 

in that the adult age distribution is similar to the national 

profile. The county, which had a tremendous influx of students 

in the late 1960's, reached a plateau in growth in the early 

1970's. It is a dynamic, growing community dependent upon a 

combination of business, industry and agriculture. Considered 

one of the fastest growing areas in the country, it can be 

characterized as a good cross section of America. The racial 

composition is 80%/ 20% whites to blacks. 

The Community - Financial 
Distribution 
  

  

The economic situation of the county is less affluent than 

other counties in the state but is considered to be in a strong 

economic situation. 

Both the superintendent and the Board of Education be- 

lieved that the school system was economically stable during 

the superintendent's tenure. The reevaluation of property tax 

base, passing of several bond issues, and the demonstrated 

ability of the superintendent to coordinate these financial 

activities all support this conclusion.
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MAJOR FACTORS 
  

Defined Roles and 
Responsibilities 
  

  

Serving as this school system's first appointed superin- 

tendent permitted the chief school administrator to function in 

a reduced political atmosphere and concentrate on, in his words, 

“nothing but running the school system." When the superinten- 

dent was hired, he made it clear to the board, and the board 

agreed, that the political ramifications of running a school 

system would be minimized as much as possible. 

The former elected superintendent had left under a cloud 

of indictment and had played the "political game" to the hilt. 

The newly appointed superintendent indicated that he was not a 

partisan politician and would have no part in any political 

activities. He also told the board that it was the "only way 

that they could get out of politics and get a professional sys- 

tem going." 

The board made it clear to the superintendent that they 

hired their chief educational expert to make recommendations to 

the board and set the pace for the educational system. The 

Board of Education wanted a superintendent who would run the 

school system and tell the board what he thought was best for 

the system. Thus, an understanding of what each expected and 

desired was defined. Very few occasions were identified in 

which the board and superintendent could not work out any
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differences in their duties. 

superintendent Fitting Qualifi- 
cations of Board and School 
District 

  

"Fitting the mold" of what both the board and superinten- 

dent felt the school system needed was also a very important 

factor in the retention of this superintendent. As a former 

small school system superintendent and an assistant superinten- 

dent for business, his strengths were in the business and fin- 

ancial aspects of running a school system. The board was 

seeking a professional educator with expertise in this area 

because of previous problems the system had encountered. This 

superintendent felt he had the capabilities and knowledge to 

accomplish what the board wanted and when the board offered 

him the position, he immediately accepted. 

The board believed that the expertise and experience the 

superintendent possessed were ideal for the position. Even 

though the superintendent was the second choice of the board, 

both candidates were very strong in the business component of 

running a school system and they had expressed confidence that 

elther would be an excellent superintendent. 

Building-Finance 
  

The school system's building and financial status were 

viewed in "terrible trouble" since they had inadequate facili- 

ties and a very low property evaluation status. The school



62 

system's growth at the time was averaging almost 4,000 stu- 

dents a year, making it necessary for over 35,000 students to 

be educated on double sessions. The facilities, which were 

inadequate to begin with, were used extensively. The superin- 

tendent's ability to deal with this problem by convincing the 

community to pass a bond issue was a contributing factor to his 

reappointment, stated the board and superintendent. 

The superintendent considered himself "lucky" that the 

year he was appointed to the position, all property in the 

county was reassessed. The schools were allocated more money 

than ever before, probably amounting to "greater than the total 

budget was before he got here.'' This allowed the superinten- 

dent to use the monies to accomplish things that the previous 

superintendent was unable to do. 

Working Relations With Business, 
Community, Public and Immediate 
Administrative Staff 

  

  

  

The superintendent and board agreed that the ability of 

the superintendent to work well with the business and general 

public community, and a ''very, very strong" working relation- 

ship with his immediate administrative staff were also major 

factors for his continued tenure in this school system. 

Superintendent's Desire Not To 
Change Positions 
  

  

The superintendent's desire not to leave the county school 

system was also a factor that led to his continuation. The
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superintendent felt that the total environment, educationally 

and socially, made for an attractive area in which to work. 

His feeling was that the schools were continually making 

progress, and getting better each year. His continuation in 

the position allowed for a "better working and more harmon- 

iously" working school system. 

The board stated that the superintendent's ability to 

administer and generally positive working relationships led to 

complete and unquestioned satisfaction in the position of the 

superintendent. The board rarely mentioned the possibility of 

a change in the position and was very pleased with the super- 

intendent's satisfaction with this position. 

SOCIAL FACTORS 
  

Strikes 

Even though a successful teachers' contract was negotiated 

by the superintendent when he was first appointed, a statewide 

teachers' strike was called. Considered a "'very strong test 

of his ability as superintendent’’, he demonstrated a "very, 

very strong" adversary position. 

The local teachers had been so involved in statewide 

activities that they supported the strike, not because of their 

discontent with the school system, but rather out of the neces- 

sity for a unified statewide teachers’ strike. The superinten- 

dent's experience as a negotiator for non-instructional staff in
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a former position allowed him to "stand his ground" and combat 

this action successfully. 

He made it clear that the union was "naive" if they felt 

they could go through a strike without someone getting hurt. 

Both the superintendent and teachers' union said they would 

not get personal but the superintendent made it evident that 

he would do certain things to keep the schools operating. 

Preparing the schools for this action, the superintendent 

was able to operate the schools with non-striking teachers, 

volunteers, and most of the principals of the schools. The 

strike was not successful and some of the participants lost 

their jobs while others came back in reduced positions. Pro- 

blems were discussed, and the superintendent felt the parties' 

relationships remained in "pretty good shape." 

The board felt that the superintendent was never “petty or 

vicious" in his actions or statements during the strike. The 

board felt he had a purpose; that he was for "a good school 

system", and that he acted in the best interests of the system 

at all times. The board believed that his role in the strike 

situation demonstrated his leadership effectiveness. Even 

today, the board feels that he was considerably stronger during 

the strike than he appears presently in negotiations. 

Desegregation 
  

Faced with the issue of desegregation, thorough prepara- 

tion allowed the superintendent and the school system to
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proceed smoothly and effectively through the process. The 

superintendent was not aware of any racial problems in the 

school system at the time he was hired, and most of the pro- 

blems of desegregation occurred prior to his taking over. The 

Board of Education used every legal means to prevent integra- 

tion of schools because the board felt it was not what the 

community wanted. Finally, when every legal alternative had 

been exhausted, the public and board accepted the inevitable 

and began to move forward. The court decree was issued and 

the superintendent was prepared to the point of knowing where 

the district "could locate enough buses" to comply with the 

court order. A committee worked on a plan and it was adopted 

and initiated accordingly. 

The administration of the plan by the superintendent has, 

the board feels, been the real success of desegregation. Many 

people feel that the desegregation effort was accomplished as 

“smoothly as any major desegregation effort in the country", 

but the board feels that a lot credit is due the predecessors 

of the board and superintendent. There had always been an 

effort to hire black administrators, recruit more black 

teachers, and identify local black educators to fill the posi- 

tions allocated. The black community, thus, had a feeling that 

it was a good system in which they had ownership, and they res- 

ponded positively to the actions.
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The agreement between the superintendent and Board of 

Education not to make the desegregation order a political 

issue was also an important ingredient in its success. The 

superintendent workec very hard to convince all the board mem- 

bers to agree on every issue. The board's support helped to 

ease any turmoil within the county and the superintendent 

believed that it "helped tremendously" in effecting the court 

order. 

Outside Noneducational Groups 
  

Both the superintendent and board agreed that working with 

parent groups was a very important aspect in running a school 

system successfully. The superintendent's office worked 

extensively with the PTA in "communicating with the public." 

The board felt very strongly that a cooperative relationship 

was necessary because "the most sensitive nerves in a person's 

body are his pocketbook and his child, and we hit them both." 

Other groups were typically involved in the influence of 

running the school system. The desegregation plan was devel- 

oped by a committee of over one hundred people. The committee 

was geographically and racially representative of most groups, 

including students. The NAACP, National Organization of Women, 

and Office of Civil Rights were active workers for the improve- 

ment of the educational system. 

The superintendent and board both agreed that the excellent 

working relationships the superintendent developed with most
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outside noneducational groups led to a better understanding of 

the goals and objectives of the school system by the community. 

POLITICAL FACTORS 
  

Relationship With City 
Government 
  

  

There were no formal contractual relationships between 

the schools and the city or county governments, but a necessary 

working relationship was established with each of them. The 

superintendent and the board both agreed there was a "good" 

relationship, believing they must live in harmony with all of 

these agencies. 

An example of cooperation is the use of school grounds, 

recreation centers, and summer recreational programs paid for 

by the city and county. The county donated the site for the 

construction of the new administration building and the city 

changed and closed streets to make the building more easily 

accessable. 

Effects of Public/Board 
Elections 
  

  

The superintendent disassociated himself entirely from any 

connection with political elections, public or board. During 

his tenure as superintendent, only one board member who ran for 

re-election had been defeated. The position of the superinten- 

dent was not and has never been an issue of concern in either 

public or board elections.
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Turnover of Board 
  

The board changed considerably during the tenure of the 

superintendent with as many as twenty different board members 

serving on the Board of Education. Neither the superintendent 

nor board could ever recall that the teachers' strike, deseg- 

regation, or any anti-superintendent issue had been used as an 

issue leading to election to the board. 

Originally, there was a split vote to hire this superin- 

tendent, but after re-consideration, the vote was reported 

publicly as unanimous. Renewal was never a problem. In only 

one instance was a negative vote heard, and the board member 

make it clear that this vote was against the salary of the 

Superintendent in relationship to the salary of the instruc- 

tional staff. Eventually, this board member voted for the 

contract and continued renewal of the superintendent's contract. 

The superintendent and board mentioned that the superin- 

tendent had done a good job in working with each new board 

member. Each agreed the turnover of the board had little im- 

pact concerning the position of the superintendent. 

SUPERINTENDENT COMPETENCIES 
  

1. RELATIONSHIP WITH BOARD 
  

Type of Relationship 

The superintendent claimed his relationship with the 

board was a "good professional" one. He believed the key to
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their relationship was his ability to keep the board members 

and his staff working together harmoniously. 

The board also felt that the relationship between itself 

and the superintendent was ''very good."" The superintendent 

met often with board members over lunch to discuss any problems 

they saw in school matters. The superintendent did not, how- 

ever, socialize with the board members. There were very few 

social parties which both attended and there were no close 

personal friendships between them. Each party seemed content 

with this type of relationship. 

Channels of Communication 
  

The superintendent's office was always open and available 

to all board members at anytime. Community figures, city 

officials, and parent groups all found the superintendent to 

be very open and honest in most of their dealings with him. 

A comfortable situation existed between all parties, and 

the superintendent had made an effort to keep the public, 

business community, and board to be well informed concerning 

the affairs of the district. Both the superintendent and 

board felt this openness and truthfulness was a positive factor 

in the rating of the superintendent's position. 

Defined Roles and 
Responsibilities 
  

  

A complete board Policy Handbook and state law outlined 

the responsibilities of both parties. There were very few
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problems concerning board members or superintendent involve- 

ment outside their area of concerns. The superintendent's 

position was to make recommendations which the board would 

either accept or reject. There was never a confrontation over 

a personnel matter; thus, very few problems arose. 

The board and the superintendent were generally receptive 

and aware of each others' roles and responsibilities, the 

board stated. There were very few problems in this area be- 

cause of the ability of the parties to work together and under- 

stand what was expected of each. 

The superintendent also recommended policy to the board 

with the understanding that they would ask that this policy be 

changed and acted upon. Obviously there was quite a bit of 

flexibility in this area. 

Support of the Board 
  

Both parties agreed that the board was generally very 

supportive of the superintendent's actions. If certain deci- 

sions were rejected by a majority action, the superintendent 

was able to recognize that there were other reasons--political, 

etc.--for this action and "he's been smart enough to try to 

work around them." 

Specific Reasons for Retention 
  

During the renewal of the superintendent's contract, 

positive statements concerning the superintendent's perfor-
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mance were mentioned. The superintendent maintained that the 

board was always publicly "positive, very laudatory" of the job 

he was doing. 

The board felt that the superintendent had done a "fine" 

job in the position and this view stated publicly at the time 

of renewal of the superintendent's contract. 

2. COMMUNITY RELATIONS 
  

Feeling of Respect and 
Confidence 
  

  

Both the superintendent and board felt there was a feel- 

ing of respect for the school system and the superintendent. 

The board felt that when the superintendent was first appointed 

to the position he was a little overexposed by the news media, 

but that he was well-respected by the community and maintained 

proper profile. 

Test Scores and Programs 
  

Test scores of students steadily increased and were con- 

stantly above the norm average. The public accepted the scores 

with a positive attitude and the superintendent was very sup- 

portive of the instructional program's apparent success. 

When the superintendent first came to the system, it did 

not have a testing program and all previous test scores were 

kept secret. The school system developed a testing program 

that was comprehensive in nature with regard to students,
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teachers, schools, and classes. The superintendent felt this 

is only one measure of a school system but one that is a 

“solid base that the public expects." 

The board perceived a problem with educators' interpret- 

ing the results in any manner they please. The board felt the 

test scores could serve as a guide to how the students were 

progressing and were very pleased with the constant improve- 

ment of its students' test scores. 

No mention was made concerning the district's school 

programs by either party. 

Relationship With News Media 
  

Both the superintendent and board felt that the relation- 

ship with the news media was "very good.'' Even though the 

news media were very critical at times, the superintendent 

felt that fair reporting gave the school system credibility. 

The superintendent felt it important to work with the media 

to keep this compatible relationship. He saw cooperation with 

the news media as very important since if you "don't cooperate 

then you have created a problem for yourself." 

The board was very pleased with the superintendent's 

relations with the media. They felt he was an "attractive" 

news item that always represented the district well. 

Alternative Means of 
Communications 
  

As stated previously, the superintendent met on a regular
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basis with school board members individually. Lunch or 

dinner once a month was not unusual, allowing the superinten- 

dent to develop a close working relationship and giving indi- 

vidual board members "a chance to talk in private about 

things.'' The superintendent's immediate staff also felt that 

this was one thing the superintendent contributed in keeping 

the "board working with us." 

The board and superintendent also made themselves readily 

available for any requested speaking or public engagements. 

The board felt very confident that "every means" of informing 

the board and public were used by the superintendent frequently. 

3. BUSINESS AND FINANCE 
  

Budgetary Matters 
  

Since the school system was in such terrible financial 

shape when the superintendent was appointed, establishing the 

system's financial priorities and working to make progress on 

these priorities was something that he did with great success. 

The reevaluation of property and passage of a bond issue by the 

school system allowed the system to build the sorely needed 

buildings and generate some demanded capital. 

The State Equalization Program also helped "tremendously" 

to get class size down and teachers' salaries up. The super- 

intendent used his influence to get the state legislature to 

arrive at a new equalization formula. Thus, state monies were
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gained and financial stability established. 

Since the public does not vote on budget issues, the 

board decided the budget for the school system. There were 

many differences of opinion and split votes, but there was 

never any tremendous disagreement between the superintendent 

and board on budgetary matters. 

Loss of Money 
  

During the past recession, some state resources were not 

generated so the state had to prorate funding to all school 

districts to make up for this deficit. The school system's 

state funds were reduced by $1.5 million. The board, acting 

on the superintendent's recommendations, was very understand- 

ing of this problem and did not demand the release of teachers 

but decided to cut back in other areas and an equitable situa- 

tion resulted. 

4. STAFF AND PERSONNEL RELATIONS 

Relationship With Immediate 
Administrative Staff 
  

  

Both the superintendent and board felt that the superin- 

tendent had a "very good relationship" with his immediate staff 

and was "well-liked and respected as a leader.'' The superin- 

tendent met on a regular basis with his staff from all divi- 

sions and felt everyone knew he could walk into his office any- 

time. The superintendent felt a sound professional and personal
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relationship was developed through confidence and the ability 

to work out any problems. 

Collective Bargaining 
  

Even though the superintendent handled the negotiations 

of the teachers' contract the first year he was superintendent, 

he later delegated the responsibility to an Administrative 

Assistant who handled the negotiating of all staff contracts. 

The board was very satisfied with the role of the superinten- 

dent in collective bargaining. They felt the negotiator had 

done a fine job. 

Administrative Evaluation 
  

The school system did not have an evaluative process to 

evaluate the superintendent's job each year. The superinten- 

dent felt this type of evaluation was "kind of ridiculous and 

not necessary," seeing the formal evaluation in which the 

superintendent sets goals, etc., as "conning the public to some 

extent." 

The board also felt that an evaluation process was not 

the right thing to do. The superintendent cannot be appointed 

for a longer contract period than the majority of the board 

serving. Thus, the maximum contract he could receive was four 

years. The board felt if they worked closely with the super- 

intendent, they could evaluate him on his "overall" job and not 

just one particular issue.
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The superintendent did evaluate his top administrative 

staff yearly, but these were not public evaluations. He felt 

they established a "sound base" for the educational system. 

There were never any problems and the board could see the eval- 

uations if they so requested. 

Recruitment of Staff 
  

When the superintendent was hired, he was given the op- 

portunity to select his own staff in the "best interest of the 

school system." The superintendent did not make any mass 

changes and the board felt that his ability to "come in slowly" 

-and allow the personnel and school system to adjust to his type 

of leadership was “another reason for his success."' The admin- 

istrative staff changed over the years through a "natural pro- 

cess" and most of the new personnel came from within the staff. 

5. EDUCATIONAL LEADERSHIP © 
  

The superintendent believed that educational leadership 

was a very integral and comprehensive factor of running a school 

system. The combination of all facets of the educational pro- 

cess, elementary and high school divisions, public support and 

board support, were all ingredients that had to be integrated 

into the school system's overall goals and objectives. The 

selection of people who had the capabilities to do the best job 

were important ingredients in the educational leadership of a 

school system.
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The board felt similar in their observation that the 

superintendent needed to have "particular goals he wanted 

achieved", achieving them in part by selecting competent peo- 

ple as subordinates. The board also felt that the superinten- 

dent's administrative ability was by far the key ingredient to 

the superintendent being "successful." 

The superintendent felt that this "educational leader- 

ship'' was, without question, the most essential quality that a 

superintendent needs to possess. The board felt otherwise and 

stated that strong administrative ability is the one character- 

istic that an urban superintendent must possess to be success- 

ful in his position. 

6. SCHOOL PLANT OPERATIONS 
  

Although this school system did not have a decrease in 

student population, the location of schools, growth patterns 

of certain areas in the school district, and age of buildings 

were all factors that led to the closing of some schools each 

year. The Board of Education generally was "supportive" of the 

superintendent's recommendations to close certain schools. As 

in most cases, the subject of closing schools usually became a 

"trauma'’ to the community and "very political." 

Despite the school district closing some “white schools", 

most of the problems of school closings came from the inner- 

city, predominantly black communities. Since this area's
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student population was decreasing and the buildings were older 

and no longer had a "usable life", it was necessary to shift 

student population to other schools. Thus, a "racial" issue 

was created because the black community was losing their 

"tradition and neighborhood high school." 

The board felt that even though there was resistance from 

the black community on the closing of certain schools that it 

was ''token resistance because black leaders have to oppose 

them.'' Thus, the superintendent's recommendations to close 

certain schools were a continuing concern that they had to 

"spend time at and work at."’ The board did not close every 

school that the superintendent recommended but a clear under- 

standing of the teachers’ and administrators’ pressures, 

reasons for closing, and the superintendent's concern for what 

was best for the students and school system were always taken 

into account and dealt with accordingly. 

Teachers and administrators typically supported any re- 

commendations by the superintendent to close a school. They 

understood the situation and did not perceive it as a threat 

to "get rid of teachers." 

7. PERSONAL QUALITIES 

The superintendent had a ''very positive" feeling con- 

cerning how his personal qualities were perceived. He was not 

a workaholic; rather he reported that he tried to accomplish
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his work in a "reasonable amount of time.'' He felt he had the 

ability to "see the key picture quickly" and see how every- 

thing fit into this picture more than anybody else did. He 

was given credit for never forgetting anything, a reputation 

he was proud to have. He was considered a good public speaker 

and enjoyed speaking in front of the public. 

The superintendent felt he had gained the respect of the 

board, his administrative staff, and the teachers. He did not 

perceive himself "universally loved" by all, but felt a general 

respect existed. 

The board felt that the superintendent's personal quali- 

ties were of the highest level. He always demonstrated to the 

public a sound working knowledge of the school district and 

could communicate his message to the public quite easily. The 

board further perceived that a definite amount of respect existed 

for the superintendent from the board, his administrative staff 

and teachers. 

The superintendent stated that his family never had any 

problems in adjusting to being the wife or children of the 

superintendent of schools. He did feel that he could probably 

have spent more time with his children while they were growing 

up. 

SUMMARY 

COMMUNITY FACTORS 
  

This school district had the lowest percentage of minority
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students of all the cases in the study. Considered one of the 

fastest growing areas of the country, this school system's 

residential population can be characterized as normal and the 

system's economic wealth as better than average. The system 

can be considered financially stable due to a reevaluation of 

property tax base and the passage of several bond issues. 

MAJOR FACTORS 
  

The superintendent and board basically agreed on similar 

factors that they felt have led to the retention of the super- 

intendent in this school district. 

Non-political role of the superintendent, fitting the 

desires and qualifications of the position, a strong business 

and financial background and experience, a strong working re- 

lationship with the community, administrative staff, and busi- 

ness community were all factors that were mentioned by both 

respondents as reasons for retention. 

The superintendent felt his not seeking other possible 

employment contributed significantly to his having the confi- 

dence and respect of the total community. The board, however, 

felt this desire not to leave had no impact on the position of 

the superintendent. 

POLITICAL FACTORS 
  

The superintendent's relationship with the city govern- 

ment was ''very good" and no problems existed. At no time was
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the personality or role of the superintendent an issue in 

any election, either publicly or privately. 

The superintendent acknowledged that even though he was 

publicly hired by a unanimous vote of the board, there was one 

board member who voted against his appointment. No difficul- 

ties arose from the lone negative vote. 

Even though the board changed considerably during the 

tenure of the superintendent, the board and superintendent 

agreed this turnover had no impact on the position. 

SUPERINTENDENT COMPETENCIES 
  

1. Relationship With Board 
  

The superintendent's relationship with the board was 

characterized as being "very good" and open. As the board 

was usually supportive of the superintendent's decisions, 

it was evident that the board believed the superintendent 

was doing a very competent job. 

Few problems ever developed in conflicting roles and 

responsibilities of the superintendent and board. The 

board had a detailed handbook and state law outlined each 

party's role and responsibilities in administrative and 

board matters. 

2. Community Relations 

Both the superintendent and board agreed that items in



82 

this category had a positive effect on the man's position. 

They believed that the community indeed did respect the 

position of the superintendent. This respect was developed 

over the years through open community relations by the 

leader. 

As the test scores were constantly above the norm, 

both the public and board displayed a very positive atti- 

tude toward the superintendent. 

There was no mention of any initiation of programs, 

but neither respondent mentioned any negative feelings 

toward this lack. 

Both parties characterized the superintendent's rela- 

tionship with the news media as positive. The superinten- 

dent worked hard to develop a sound relationship with the 

media, and he believed the news media "gave the school 

system credibility," even though it was at times critical 

of the superintendent. 

The superintendent and board made every effort to meet 

regularly for lunch or dinner and just "talk in private 

about things."' Both made themselves readily available for 

speaking and public engagements. 

Business and Finance 
  

The superintendent's expertise in this area allowed 

the school system to generate additional funds and to reduce 

financial problems of the system. The reevaluation of
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property taxes and passage of bond issues contributed to 

the superintendent's success in this area. Even though 

there were many minor differences of opinions concerning 

the budget, there was never any major problem. 

The system did lose some state monies during the ten- 

ure of the superintendent, but this situation was handled 

with discretion and care by the superintendent and board 

so that no major problems developed due to the loss of this 

money. 

Staff and Personnel Relations 
  

The board and superintendent agreed that all items 

under this competency had a positive effect on the posi- 

tion of the leader. 

Even though the superintendent was given the opportu- 

nity to hire his own immediate administrative staff, he 

declined to do so and all changes were made very slowly. 

The superintendent had an excellent working relationship 

with his staff and was "well-liked and respected as a 

leader." 

The superintendent acted in an advisory role in col- 

lective bargaining; thus, this area had no impact on his 

position. 

The superintendent evaluated his immediate adminis- 

trative staff each year and no problems were evident. 

Neither the superintendent nor the board believed that a
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written evaluation was necessary for the superintendent, 

terming it "ridiculous and not necessary." 

Educational Leadership 
  

Both the superintendent and board believed the super- 

intendent 's educational leadership was "very good." The 

superintendent felt that this was the most essential 

quality an urban city superintendent must demonstrate while 

the board felt an expertise and knowledge in administrative 

management is much more curcial. 

School Plant Operations 
  

Even though the system was not experiencing a de- 

crease in student population, location of schools, growth 

patterns and age of buildings necessitated the closing of 

some schools. 

The board was generally supportive of the superin- 

tendent's recommendations to close schools and realized 

the probability of community resentment in this matter. 

No major problems developed because the board had confi- 

dence that the superintendent's recommendations were for 

the welfare of the students and school district. 

Personal Qualities 
  

The superintendent gained the respect of the teachers, 

staff and board during his tenure. He was considered a 

good public speaker and his personal qualities were con- 

sidered at the "highest level."
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ANALYSIS 

The superintendent's experience and background in business 

and finance contributed tremendously to his retention in this 

case. His ability to improve the school system's financial 

Situation and handle crucial situations with the support and 

backing of the Board of Education contributed to his longevity. 

Excellent board and community relations helped him overcome 

many problems that might have developed. The superintendent's 

ability to avoid political overtones of the position also con- 

tributed to his success. 

Generally, the superintendent had the respect of the com- 

munity, his staff, and the board and demonstrated the high 

levels of competency that were expected of the superintendent 

in this urban school system.
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CASE BR - RETENTION 

THE SETTING 
  

The Community-Population 
Distribution 
  

  

This city is distinctly separated with one side almost 

entirely white and the other entirely black. Racial composi- 

tion of the residents in 1979 was approximately 60 percent 

white and 40 percent black. Characterized by a three-fourths 

minority population in the public school system, the city 

alleged that a substantial number of white residents enrolled 

their children in rather strong, traditional parochial schools 

in the period of time covered by this study. 

There has been a tremendous migration during the last 

twenty years of residents to the suburban areas. Presently, 

this rate of decline is stabilizing, with even a slight influx 

of people back into the city area. 

The Community-Financial 
Distribution 
  

  

This city can be considered "average" in total wealth even 

though the city has the largest number of poor people and the 

highest concentration of millionaires in the state. The geo- 

graphic structure of the city allows for many affluent sections 

of the city, but poor sections are evident. 

The per pupil cost and per pupil expenditure is also 

considered average compared to other school systems in the state.
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Both the superintendent and board commented that the 

school system always balanced the budget but has operated with- 

out reserves. The school system has had to borrow money to 

operate during two weeks in the summer, leaving the budget "in 

a precarious position.'' Thus, the present school system cannot 

be classified as being financially stable. 

Even though the state is one of the wealthiest in the 

nation, the board feels the state does not place education as 

one of its top priorities. Both the superintendent and board 

felt if a major crisis occurred, reserve funds would quickly 

evaporate and the system would be in "tough shape." 

' MAJOR FACTORS 
  

Passage of Tax Election 
  

The establishment of a strong parochial school system and 

strict definition of separation of church and state had made it 

nearly impossible for the passage of any tax elections in this 

city prior to the superintendent's appointment. The superin- 

tendent believed a tax election was essential to prevent the 

system from becoming financially unstable. 

Since a tax election had not been passed in the previous 

fifteen years, the superintendent tried to generate a consider- 

able amount of involvement from the administrative staff, the 

community, and particularly the business community in support 

of it. The establishment of a "good working relationship"
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between the superintendent and these groups was instrumental 

in the support received on this issue. 

The board felt the passage of this tax was due to the res- 

pect and confidence the superintendent had developed within 

industry, business, and political groups. This backing contri- 

buted substantially to the superintendent's survival in an 

otherwise volatile situation. 

Community Relations 
  

Another factor that the superintendent believed contri- 

buted to the retention of his position was the “ability of the 

superintendent's office" to have broad-based contact with the 

community. A concentrated effort was made to involve the super- 

intendent, his staff, and the Board of Education in a visible 

manner with the political and business community, neighborhood 

associations, and "typical" parent groups. Their involvement 

in literally "hundreds" of different types of meetings a year 

allowed the schools’ management team to be perceived as an 

active, concerned group, interested in the needs and wants of 

the entire school population. 

The board also felt strongly that the superintendent's 

ability to speak on any topic "the community wants addressed" 

contributed to his ability to deal with outside influences. He 

was seen as very open to the community, making a serious attempt 

to have them understand what the "educational system is all



89 

about."' He was also considered a ''firm believer" of basic 

community input and parent involvement in the educational sys- 

tem. When speaking to the community the superintendent did not 

use “academic terms'' but rather communicated his message in a 

comprehensible manner. He was considered by the board as "very 

down-to-earth" and practical in his approach to explaining the 

school system's objectives. The board felt that the superin- 

tendent's ability to speak well and be understood by the board, 

staff, and community was another reason for his longevity in 

this position. 

Reorganization 
  

The anticipation of declining enrollments and tight mone- 

tary resources led the superintendent to examine the need for 

reorganization of the administrative structure. The superin- 

tendent felt that the reorganization of the administrative staff 

and the way the system would deliver services to the local 

schools were major issues related to this action. 

The plan to reorganize, under preparation for three years, 

was initiated following a teachers' strike because "we lost 

some time and I didn't want to wait another year to do it." 

The board had suggested the superintendent do an "exhaus- 

tive study" of the entire administrative structure, recommend- 

ing plans for a more feasible organization. They felt highly 

confident and satisfied in the superintendent's plans to bring 

his proposals to various groups within the system and his pre-
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paration to present the plan for reorganization. This action, 

the board felt, was probably the "gutsiest thing a superinten- 

dent had ever done in this area.'' He told the board that he 

would present his plans for reorganization immediately after 

the strike and warned them to prepare for the reaction that 

might occur. 

There was much concern from the administrative staff and 

some board members as to the effect this reorganization plan 

would have on the school system. The school system was so 

inbred with incompetent administrators who had been working 

inside it for many years and who had friends on the board that 

it was a "tough decision" for the superintendent to make. The 

administrators whose positions were eliminated or changed took 

the school system to court, using their contacts with board 

members as a means to combat this action. After a three-month 

battle, a plan was implemented which reorganized the administra- 

tion to assume a structure functioning at maximum potential. 

The system's administrative levels, previously considered 

centralized, was "decentralized" by the superintendent so that 

each could function more efficiently and effectively. The 

majority of the board approved the reorganization plan and met 

the displeasure from administrative levels with a firmly sup- 

portive stance for the superintendent.
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Working Relationship 
With Board 
  

  

Both the superintendent and board felt a very open and non- 

threatening working relationship existed between the parties. 

Each felt an "excellent" relationship was developed because of 

the superintendent's accessibility, responsiveness to questions, 

and his ability to keep the board informed of happenings in the 

school system. This feeling of openness and the board's feel- 

ing of not being ''dominated" by the superintendent was a pri- 

mary reason for this type of relationship. 

SOCIAL FACTORS 

Strikes 

The system was confronted with a two-month teachers' 

strike recently. Even though many political factions (governor 

and mayor) were involved in trying to settle the dispute, it was 

a "long drawn out" battle. It was characterized as a "tough 

strike" with class preparation time, money, and class size 

being the main issues. The superintendent recommended a non- 

court solution with federal mediation and fact-finding as a 

means for the school system to settle the strike. The board 

accepted the superintendent's approach and recommendations for 

resolving the strike. The superintendent felt the strike sit- 

uation "brought the board together", and although there was not 

one hundred percent agreement, the majority accepted the super-
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intendent's recommendations. The board felt the superin- 

tendent handled the strike situation ‘very well" despite the 

long duration and intensity of the strike. 

Desegregation 
  

The desegregation process was begun before the superinten- 

dent took over the reins of the system. During the superinten- 

dent's first year, an aggressive plan was undertaken to comply 

with the court decree to balance staff and improve multi- 

cultural programs. A strong minority organization felt this an 

insufficient action and a decision was pending from the state 

Appellate Court at the time of the superintendent's interview. 

The superintendent was not opposed to mass desegregation 

of students but felt that the mandated approach was not the cor- 

rect approach. 

Three weeks before the board was interviewed, the Appellate 

Court ruled that the Board of Education had not desegregated the 

school system by its policies and directives. The Court claimed 

it was time for a "constitutional" remedy to be employed and 

stated that the remedy "shall be developed and implemented by 

the board."' The decision also stated that the Court shall 

appoint an expert to provide assistance and guidance in the 

desegregation process. This "expert" had the authority to 

select other experts or staff people who could help the internal 

committees of the system accomplish their objectives.
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The board had the right to appeal this decision, but indi- 

cated that it would rather develop and implement the plan at 

the beginning of the next school year. The board is currently 

taking full responsibility for development of the desegregation 

plan with the superintendent taking a very minor public role. 

The board believes that the Superintendent is not against de- 
Segregation, but rather that he feels it is the board's respon- 
sibility to implement it as the Court decrees. The Superinten- 

has done "every Single thing" to set up the internal components 

and methodology of the plan. 

The board has taken aggressive steps to inform the public 

of the action being taken. The news media is being used to pro- 

vide information to the public, who have given almost entirely 

Supportive feedback. 

Outside Noneducational 
Groups 

The superintendent considered a mixed metro-based group as 

“pretty viable and one of the better and more influential" 

groups in the community. Its main influence was on school fi- 

nance but they did not have much impact on local policy of the 

school system. He did not perceive any other groups being a 

major factor as far as the influence they have on the position 

of superintendent. 

The board felt both black and white parent groups had tried 

to influence their decisions concerning the retention of the
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superintendent. The white groups pressured the board to fire 

the superintendent because they believed he favored integration. 

The black groups, to a lesser degree, felt the superintendent 

had not always been truthful with them and felt he did not give 

them the total picture of actions in the school system. 

Certain politicians tried to influence the board's deci- 

sion to dismiss the superintendent. The board perceived this 

action as purely racial, coping with the pressure accordingly, 

and understanding the motives behind the actions. 

POLITICAL FACTORS 
  

Relationship With City 
Government 
  

  

While the superintendent felt that a good working relation- 

ship was evident between the city government and the superinten- 

dent, the board perceived this relationship to be slightly 

different. The board believed that the city government was not 

totally supportive of the superintendent, even though it was 

very supportive of the board. Still, no major problems existed 

because of the city government's desire to back the educational 

system. During the strike, city government attempted to inter- 

vene as a third party but was not very influential. Generally, 

it was helpful and understanding of the problems of the school 

system. 

Any problems of non-support for the superintendent by city 

government were probably caused by a conflict over the amount of
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money the school system was entitled to receive under a Public 

Works Act. The superintendent and board decided to "ignore" 

the city government and file their own bill since the city did 

not believe the school system needed that much money. The bill 

was approved and additional money did come from the city, caus- 

ing the city government to curtail their support of the superin- 

tendent. 

Effect of Public Elections 
  

Neither the superintendent nor the board could recall any 

public elections having any effect on the ability of either the 

superintendent or board to perform their duties. 

Effect of Board Elections 
  

Again, the parties both agreed that at no time was the 

superintendent a point of controversy or mentioned as such in 

board elections. 

Turnover of Board 
  

When the superintendent was hired by a six-five vote, it 

was notably a political and racial situation. An outside candi- 

date was chosen over a locally educated, well-qualified black 

candidate. It was a problem that the superintendent accepted 

and lived with as part of his job. 

The superintendent, however, believed when the count to 

retain or dismiss was taken on his contract, the board was 

unanimously in favor of retention. This was not true, according



96 

to the board. The first vote was six-five for no contract. 

After much discussion, the board finally agreed by a six-five 

vote that they did not need to change the superintendent so 

quickly and the superintendent was offered a contract for 

renewal. 

During the period of the superintendent's tenure, the 

board changed significantly. Only three members were left from 

the board that hired him to his first contract. The superin- 

tendent felt the changeover of board members did not have much 

impact upon whether he was retained or not. 

The board felt that since the superintendent's position 

was never an issue in a board election, the turnover had little 

impact on his retention or dismissal. Presently, the board 

sees the superintendent as having at minimum ten supportive 

members on the board. 

SUPERINTENDENT COMPETENCIES 
  

1. RELATIONSHIP WITH BOARD 
  

Type of Relationship 
  

Mentioned as a major factor for retention, the superinten- 

dent and board had a very open and excellent working relation- 

ship. 

Defined Roles and 

Responsibilities 
  

  

Even though there were no written and defined roles and
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responsibilities for each party, the superintendent was very 

conscious of defining the board as the group that sets policies 

and the superintendent's role as primarily providing educational 

leadership and recommending policy. Instances arose where the 

superintendent had to discuss privately with a board member 

misinterpretation of responsibilities. If a problem did exist 

as to the understanding between the superintendent and board 

member, the superintendent requested and received help from the 

board president in clearing up the situation. Both parties 

agreed that no major problems arose from this issue. 

Channels of Communication 
  

The channels of communication between the superintendent 

and board remained open and accessible. The superintendent was 

open and frank with the board, thus preventing many problems 

that could have evolved, stated the board. 

The superintendent and members of the board met occasion- 

ally to discuss items over lunch or dinner. This workable 

situation between the superintendent and board also contributed 

to the superintendent's longevity. 

Support of Board 
  

In general, the board was very supportive of decisions of 

the superintendent. Non-support of recommendations occurred 

but the superintendent was able to handle this non-support in 

an acceptable and professional manner. The biggest problem in
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non-supportive decisions was 'not keeping the board informed." 

When the board had time to comprehend and evaluate a recommenda- 

tion, there were few problems in supportiveness of the superin- 

tendent. 

specific Reasons for Retention 

Each year the board had a meeting in which they explained 

their "positive and negative" feelings to the superintendent in 

a constructive manner. It was a very candid meeting and ex- 

tremely helpful in understanding how the board viewed the 

superintendent's job. 

2. COMMUNITY RELATIONS 
  

Feeling of Respect and 
Confidence 
  

  

The superintendent believed that a "general, overall 

positive feeling" existed concerning the feeling of confidence 

and respect that the community had for the job of the superin- 

tendent. Still, there were parts of the community that "hated 

my guts." 

The board feels that even though the superintendent was 

open and available to talk to the community on issues of con- 

cern, a large segment of the community would have preferred the 

board not offer the superintendent another contract. 

In business and industry, there was a "very high" feeling 

of confidence and respect for the superintendent. Among parents
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it was average, depending upon what the leadership position 
was at the time. This feeling was evident in all ethnic groups 
because of the superintendent's approach to various issues. 

Test Scores and Programs 
  

The business community and news media made test scores, 
which since the late sixties had gone down dramatically, a 
Significant issue. Scores began leveling off in 1977 and 
increased slightly the last couple of years. | 

The board directed the administration to develop a 

competency-based educational plan to identify objectives needed 
for each grade. Even though there was considerable negative 
feedback from parent groups, this program is to be implemented 
in the Fall of 1981. The Superintendent was uninvolved in this 
issue because the responsibility was delegated to the Deputy 
Superintendent in charge of instruction, and he handled the re- 
commendations to the public and board. 

Relationship With News Media 

The superintendent rated the relationship between his 

office and the news media as being good to excellent. He always 
made it a point to be open with and accessible to them. The 

public staff was considered aggressive" by the Superintendent 
in the preparation of materials so the media was informed of 

current matters in the school system. The Superintendent set up 

fairly regular meetings with publishers and editors to allow for
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a sound working relationship. He felt that his ability to be 

seen and heard was a contributing factor to his longevity in 

that school system. | 

The board felt the news media was somewhat dissatisfied 

with the relationship it had with the system. The media felt 

that they weren't getting access to the information they wanted. 

Although the situation improved, the media still characterized 

the superintendent and the school system as a "closed entity." 

Alternative Means of Communication 
  

This school system is unique in its organization and con- 

position of committees. Four standing committees meet once a 

month in various places throughout the city. Each committee can 

have any recommended member of the superintendent's staff and 

any board member on the committee. There must be five people 

to function as a committee but more than five usually show up. 

These committees are divided into four areas: Instruction, 

Personnel, Legislative and Administrative Support, and Budget. 

Each committee meeting is public, and all residents are welcome. 

Board meetings are usually short and run smoothly because "all 

the work is done in the committees and there is really no rea- 

son to debate the issues at a public board meeting because the 

committee meetings were public."
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3. BUSINESS AND FINANCE 
  

Budgetary Matters 
  

There was never any major budgetary problem that affected 

the superintendent's role in the school system. The superin- 

tendent's office spent much time and effort preparing "very, 

very tightly" the system's budget, which was always balanced. 

The system operated on a cash balance at the end of the 

year of less than $100,000 out of a total budget of $125,000,000. 

Both the superintendent and board believed this was inadequate 

to feel confortable in case any extra money was needed. 

The superintendent was constantly trying to raise more 

money and the board believed he worked very hard to remedy the 

lack of funds. It was a "very difficult" job to sell education 

in this state and the board realized the situation the superin- 

tendent faced. The superintendent raised additional funds, as 

previously mentioned, by convincing the public to pass a tax 

bill that provided another twelve million dollars annually to 

the school system's budget. 

Loss of Money 
  

Although there had been some threats of possible loss of 

monies from the federal government, the school system never lost 

any monies, either federal or state. The system received a 

“healthy chunk" of monies for various other federal projects 

during the past years and felt they received their fair share
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of federal monies. 

A statewide court decision, now pending, could create a 

serious problem as to whether the state will pick up any loss 

of money from the action taken by the court decision. 

4. STAFF AND PERSONNEL RELATIONS 

Relationship With Immediate 
Administrative Staff 
  

  

Both the board and superintendent agreed that a “strong 

and good relationship" existed between the superintendent and 

his immediate staff. The superintendent stood up for any staff 

member that the board overly criticized. The superintendent 

felt that since he was the person who selected an individual 

for a position, he was the only one who had a right to criti- 

cize and evaluate that person. If the board wanted to criti- 

cize a staff member, the superintendent felt it should be done 

through him and then he would take any action he deemed 

appropriate. 

Other administrative personnel groups did not have that 

strong a relationship with the superintendent. Reorganization 

eliminated a large number of administrative positions and a 

legal suit was initiated to prevent this action from occurring. 

This suit was not successful and it resulted in strained 

relationships with the superintendent. The superintendent felt 

that some improvements were made, but the kind of relationship 

the superintendent would have liked was still not present.
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Collective Bargaining 
  

The only role the superintendent took in collective bar- 

gaining was a review of conditions with the person who con- 

ducted the negotiations and formulated recommendations to the 

board. The superintendent felt it was not practical for him to 

get seriously involved in negotiations, even though he did sit 

at the negotiating table during the teachers' strike. He con- 

sidered it very time-consuming and claimed he "does not have 

that kind of time." 

The board agreed with the superintendent that he not get 

totally involved with negotiations and allowed an internal 

committee to handle the procedure. There was some debate as to 

preference of the legal staff or administrative staff for han- 

dling negotiations but on the recommendation of the superinten- 

dent, the board agreed to an internal committee chaired by a 

member of the superintendent's immediate staff. The board felt 

it would have to hire a full-time negotiator eventually be- 

cause of the time and complexities of the process. 

Administrative Evaluations 
  

Even though there was a yearly evaluation of the superin- 

tendent by the board, it was obvious that this evaluation pro- 

cess was controlled and initiated by the superintendent. 

Developed by the superintendent, the instrument was basically 

open-ended, in his words, not "one of the greatest in the
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world."" The evaluation dealt with many areas of concerns and 

its main purpose was to initiate the board's response to the 

superintendent's work, the identification of critical problems, 

and the board's perceptions of how these problems might be 

dealt with. The superintendent then shared this information 

with the board and discussed, separately with board members, 

the matters of concern. The board was satisfied with this type 

of evaluation and believed it was helpful to both parties. 

The superintendent did yearly evaluations on all his 

administrative staff members and during the past few years had 

some dismissals. He did not hesitate to dismiss an administra- 

tor if he felt the person had been given "all the help he can 

and still doesn't produce." 

Recruitment of Staff 
  

The superintendent was given the opportunity to select his 

immediate administrative staff as the board gave notice to all 

top level administrators that they had a six-month contract at 

the time the superintendent was employed. The superintendent 

did not bring in any new administrative staff and does not 

agree with the philosophy of cleaning house. First, the super- 

intendent believed this total housecleaning would have given 

the impression that there were not competent people in the top 

administrative ranks, and, secondly, he did not feel he wanted 

to make a judgment on existing personnel without first having
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the opportunity to work with then. Changes were made but only 

after sufficient time and evaluation. 

The board felt that the Superintendent did not make total 

changes because he knew he had to prove himself to the community 

because of the slim margin of acceptance. 

>. EDUCATIONAL LEADERSHIP 

The superintendent felt that educational leadership was 

the "most important quality in any superintendency--urban, 

Suburban, or rural." The superintendent tried to spend more 

time with instructional issues than with any other area of the 

school system. The Superintendent made it a point, one day 

a week, to visit a school within the system. In this way, he 

believed he was able to get a feel for the situation and along 

with the Deputy for Instruction, to create a strong educational 

school system. 

The board believed that even though the superintendent had 

a ''major impact" on the educational leadership of the school 

System, a superintendent in urban schools needed more manage- 

ment and business abilities than educational expertise to 

successfully run the system. They were, however, pleased with 

the superintendent's methods of running the school system. They 

felt, however, that because of the complexities of the urban 

school system, a strong management background was the essential 

ingredient.
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6. SCHOOL PLANT OPERATIONS 

The problem of declining enrollments and buildings becom- 

ing unusable became evident and necessitated the closing of 

approximately ten schools during the superintendent's tenure. 

The superintendent tried to create a Situation where the con- 

munity was fully aware of the rationale for the closings so 

that minimal opposition would exist. The superintendent felt 

that this effort to inform the community of the reasons for the 

school closings resulted in the System having "been as success- 

ful as any system in closing schools with minimal backlash from 

the community." ; 

The board was generally Supportive of the superintendent's 

recommendations to close any schools in the system if he had 

informed the community of the rationale for the closing. The 

board felt as long as there was a reasonable logic behind clos- 

ing a school, they would support the superintendent. In only 

one instance did the board not support the superintendent's 

recommendation to close a school, and that was clearly due to 

the fact the superintendent did not follow proper methods for 

informing the community, and the board was adamant against the 

closing. 

There was always community backlash because of closing of 

schools but very little controversy existed between the board 

and superintendent on this matter as long as the superintendent 

followed the procedures for closing a school. Both the board
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and the superintendent understood the emotional aspects that 

communities faced concerning the closing of "their'' schools 

but they dealt with those feelings accordingly. 

While administrators and teachers did not like the deci- 

sion to close schools, they understood the necessity for it. 

No positions were ever lost because of these closings and a 

general understanding was established concerning the transfer 

or reassignment of the staff members. 

7. PERSONAL QUALITIES 
  

The superintendent and the board agreed that basically the 

superintendent's personal qualities were positive. The super- 

intendent felt he was perceived as more of a hard-nosed leader, 

rather than a soft-type leader. He believed he was more effec- 

tive in one-to-one relationships as opposed to dealing with a 

large group. He also felt that he was viewed as a hard driver 

of people with rather high expectations of what people should 

accomplish. He felt, however, he did not ask them to do any- 

thing he would not do, and he expected this type of dedication 

from all his workers. 

The board felt that although the superintendent demon- 

strated overall positive personal qualities, he was not "truth- 

ful and forthright" sometimes. The board felt the superinten- 

dent had "grown an awful lot" since he entered the system. Also, 

he received a tremendous amount of respect from the business



108 

community, and was learning to handle different problems in an 

honest, direct manner. 

The board and superintendent agreed that a healthy level 

of respect existed between the board and immediate adminis- 

trative staff in relation to the superintendent's position. 

The rest of the personnel did not have as high respect for the 

superintendent because of the reorganization and strike situa- 

tions that had occurred in the system. 

Personal Life 
  

Having remarried during his present superintendency, the 

superintendent tried spend more time with his family. He cut 

down the number of days and hours he works so that he might 

spend more time with his family. He believed the superinten- 

dency had a big impact on his personal family life and admired 

those who "know how to blend the two together. 

SUMMARY 

COMMUNITY FACTORS 
  

This school system's large percentage of black student 

population resulted primarily because of the enrollment of a 

large number white students in private schools. The community's 

growth rate is stabilizing after a tremendous decrease in popu- 

lation during the last few years. 

The wealth of the district is characterized as average but 

budgetary affairs are classified as unstable.
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MAJOR FACTORS 
  

The superintendent and board perceived basically similar 

reasons for the retention of this person. The passage of the 

first tax election in fifteen years occurred through a tremen- 

dous amount of support and involvement from the community, bus - 

iness, and administrative staff. 

The superintendent's ability to be open and frank with 

the community contributed to his ability to handle community 

affairs. He spoke in a language everyone understood and was 

considered a firm believer in community involvement in the 

educational system. 

The reorganization of the administrative staff was per- 

haps the "gutsiest thing a Superintendent has ever done in this 

area’, the board stated. The object of this action was to 

deliver better services to the district, which it certainly did. 

The excellent working relationship with the board was 

developed by the superintendent's accessibility, responsive- 

ness, and his openness to the board. A non-threatening, open 

relationship existed between the parties. 

SOCIAL FACTORS 
  

The board believed a ''very tough" teachers' strike was 

handled very well by the superintendent and actually brought 

the board together. They accepted the superintendent's sug- 

gestions and recommendations and were satisfied with the 

results.
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Desegregration was an issue in which the superintendent 

took a minor public role, with the board taking full respon- 

sibility for the current development of a plan. They were 

pleased with the superintendent's methodical planning but felt 

the court order that decreed desegregation put the full respon- 

sibility on the board. 

The superintendent did not perceive any problems with 

outside pressure groups. The board stated that both black 

parents, white parents, and certain politicians had tried to 

influence, unsuccessfully, the board's decision to retain him. 

SUPERINTENDENT COMPETENCIES 

1. Relationship With Board 
  

As mentioned previously, a very open and excellent 

relationship existed. Even though the system had no 

written and defined roles and responsibilities, no major 

problems had developed. In general, the support for the 

Superintendent was positive and channels of communication 

were open and accessible. 

2. Community Relations 
  

Even though the superintendent was open and truthful 

with the community, the board felt a large segment of the 

community did not respect him and would have preferred not 

to have him retained. The superintendent stated that he 

felt a general overall positive feeling existed in the
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community. 

Both respondents said that the business community 

held the superintendent in the highest regard and had a 

tremendous amount of confidence in his ability to run the 

school system. 

While the superintendent perceived his relationship 

with the news media as being good to excellent, the board 

felt the media was not totally satisfied with the type of 

public information system he had developed. 

Many committee meetings, speaking engagements and other 

affairs were attended by the superintendent and the board 

in an attempt to keep the community aware of the develop- 

ments in the system. 

Business and Finance 
  

Even though the system was classified as unstable, 

there were no significant budgetary problems. Balanced 

budgets were prepared "very, very tightly." The system 

had not lost any monies, state or federal, even though 

they were threatened often. 

Staff and Personnel Relations 
  

Both respondents agreed a "strong and good" relation- 

ship existed between the superintendent and his immediate 

administrative staff. Even though he was given the 

authority to make wholesale changes, the superintendent
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decided to make changes very slowly. 

The superintendent was evaluated by the board yearly 

and felt the parties were able to share the information in 

a constructive manner. 

Educational Leadership 
  

Educational leadership was identified by the super- 

intendent as the "most important quality" any superinten- 

dent should possess. The board believed that even though 

the superintendent must have some concept of the area, an 

expertise in the management/business affairs of the system 

was far more important. | 

They both stated that the superintendent's educational 

leadership abilities were excellent and one of his strongest 

strengths. 

School Plant Operations 
  

Due to past years declining enrollments and buildings 

becoming unusable, the problem of school closings was 

evident. 

The board was usually supportive when the superinten- 

dent had built a case and presented a reasonable rationale 

for the action. Backlash from parent groups was always 

present but was hardly influential. 

Personal Qualities 
  

The superintendent's overall personal qualities were
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perceived to be positive. The superintendent had grown a 

lot during his tenure, the board stated, and was learning 

to handle certain problems in a more positive manner. 

The board and immediate administrative staff were 

believed. to have a healthy level of respect but because of 

the strike and reorganization situations, other personnel 

were believed to be less than positive. 

- ANALYSIS 

The excellent relationship the superintendent had develop- 

ed with the business community was emphasized during the inter- 

view with the board. The superintendent was a very highly 

regarded public figure within these circles and constantly 

received the support of the businesses in this community. 

His ability to work with the board in an open and un- 

threatening atmosphere could also be classified as a positive 

characteristic. His manner of handling a teachers' strike and 

reorganization developed a respect and confidence from the 

board that led to his renewal in that position. 

Even though some parts of the community did not want his 

contract renewed, the superintendent always displayed an open, 

informative administration. His involvement of the community 

“in the educational decision-making process was unique and quite 

effective. 

Budgetary problems could arise at any time due to the
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system's very tight budget. A court decision is pending which 

could cause massive problems in this area. 

The superintendent's ability to work with staff and 

educational leadership were, without question, his main attri- 

butes. He tried to get out at least once a week and spend 

some time in the schools so as not to lose touch with the 

instructional program.
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CASE C, - RETAINED 
THE SETTING 

The Community - Population 
Distribution 
  

  

During the last eight years, there has been a thirty-five 

percent reduction of students attending this public school 

system. Approximately a third of the residents have children 

in the system; therefore, this community can generally be 

characterized as older. Losing students at approximately six 

percent annually, this urban city is experiencing about twice 

the state average loss. Other surrounding school systems are 

encountering similar declines in enrollment although not at 

such a dramatic rate. The city is experiencing this decrease 

in student population because of 1) older age families moving 

into the city and 2) older permanent residents who have already 

had their children educated in the public school system. 

The total residential population is comprised of roughly 

thirty-eight percent minorities with the black population 

serving as the major minority in the community. The school 

system's racial composition is evenly split between whites and 

blacks, having no other minorities evident in the student popu- 

lation. 

The Community - Financial 
Distribution 
  

  

Traditionally, this urban city has been divided into very
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poor and wealthy sections. The wealth of the community was 

considered average. The per pupil wealth of the school sys- 

tem is at about the median point for the state. 

To consider the organization's financial stability, the 

school system employed an "authority" on school finance from 

the state university to do an extensive study during a recent 

strike. He found the system was not only "fiscally responsi- 

ble," but that it had done a far better job of predicting 

expenditures than the average in-state school system. 

The superintendent and board attributed this financial. 

soundness to the current Board of Education and Business 

Manager of the school system. 

MAJOR FACTORS 
  

Longevity of Position 
  

According to the superintendent, one contributing factor 

to his longevity in this position was that he has been an 

employee of the school district for over thirty years. He 

believed his ability to keep contact with various people and 

organizations led to his accumulated credibility, adding that 

those contacts probably created a "favorable impression" of his 

accomplishments overall. 

The board attributed the superintendent's longevity to his 

allowing both the community and board to view him as an "insider" 

a person knowledgeable of the system's difficulties and capable
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enough to deal with them. 

Teachers' Strike 
  

The superintendent, a survivor of two teachers' strikes, 

claims that although the most recent of the strikes was a highly 

controversial and emotional one, the knowledge and experience 

gathered from the first strike allowed him to deal more easily 

with the second. Following the first strike, the superintendent 

was determined to better prepare himself and the board for the 

tactics and unpleasantries of the teachers' actions. The 

superintendent declared although the strike was a very emotional 

and disputed issue, the majority of the community agreed the 

board and administration were simply being "fiscally respon- 

sible and accountable" by not succumbing to the pressures 

exerted by the teachers' union. 

A definite advantage in dealing with the teachers' ex- 

tensive media campaigning was, according to the superintendent, 

the openness of the school system. The news media, used 

extensively, helped develop a degree of credibility and honesty 

since the entire administration building was open to them at 

all times other than for a short period during the afternoon. 

All media representatives were free to visit offices, listen to 

telephone conversations, or openly view the situation. 

Since the superintendent had experienced a less contro- 

versial teachers' strike earlier in his career, he was able to 

recognize and inform, in advance, the board of another impending
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unavailability of funds could lead to a teachers' work action 

allowed the board to prepare for the difficulties ahead. One 

“great triumph", the superintendent and board agreed, was 

maintaining a "majority" of members who understood what was 

being done and did not succumb to the pressures of the com- 

munity and teachers. 

The board serving during the strike was elected with very 

strong support of the teachers' union. Thus, the union felt 

this board would be more responsive and sympathetic to its 

demands. The board felt, however, despite receiving strong 

union support, it was not the teachers who were responsible for 

their election, but a political party committee. A majority 

of the board believed it was impossible to yield to teachers' 

demands. According to the superintendent, it was to the "credit 

of the board members that they were responsible and did make 

their decisions based on what they saw their obligation to 

the community to be." Ome reason for the unifying majority of 

the board was their reaction to the tactics used by the 

teachers' union and groups to pressure the board into submit- 

ting to teacher demands. Tactics such as picketing board 

members' houses, calling members' homes at all times of the 

day and night, mobs at the home of members, slashing of tires, 

and other scare tactics by the teachers' union only strengthened 

the feeling of unity among most of the board members.
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Community groups also pressured board members for a quick, 

early settlement. Their approach to resolving the strike was 

so unrealistic that it convinced the majority of the board 

not to use the system's anticipated money to reconcile the 

strike. 

Attacked unmercifully throughout the strike, the superin- 

tendent was called a "terrible man" lacking in concern for the 

school system, hateful of teachers, and a concealer of money 

in the school system.'' The board, aware that these were pres- 

sure tactics, assumed that various groups were trying to force 

the school board to dismiss the superintendent, thus succumbing 

to their demands. The board realized the superintendent was 

handling his job and "doing it well." The administration con- 

tinually kept the board informed of the negotiations, as well 

as the facts in the controversy. The board never even discussed 

dismissing the superintendent since a majority felt, and con- 

tinued to feel, that he was an "extremely able and competent 

man." 

Eventually after a lengthy period, the strike was submit- 

ted to binding arbitration. The arbitrator ruled for the admin- 

istration on nineteen out of twenty of the most significant 

issues, including salary. Both the superintendent and board 

agreed that the staff person who represented their position had 

been an excellent negotiator and felt he was very persuasive 

and did a superb job of presenting the board's case.
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Desegregation 
  

During the superintendent's tenure, desegregation was of 

constant concern to the system. The superintendent believed a 

major factor for his survival in this system was the manner in 

which the administration proceeded with their desegregation 

plan. The superintendent, having sufficient time, was able to 

notify the public "very carefully" of the actions taken and the 

phases to be incorpordted. Although the community did not 

favor the idea, they realized its necessity and a majority sup- 

ported the action. The desegregation plan was carried out in 

six phases. This gave the administration time to plan trans- 

fers down to the "most excruciating details.'' Parents, teachers, 

and administrators were involved in the transfers,:claiming the 

movement went "optimally." 

During this period of transition, the news media was again 

very supportive of the action. No inflammatory messages or edi- 

torials were printed, which according to the superintendent, 

proved "extremely helpful." | 

The board, very involved in the plans for desegregation, 

felt this issue did not involve the superintendent sufficiently 

to be responsible for his retention. According to the board 

more guidance from the superintendent would have been prefer- 

able, but the system attorneys and the board devised the desegre- 

gation plan while the superintendent merely implemented their 

decisions. Despite the high degree of success of the incorpor-
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ated plan, the board never perceived the issue as a major 

controversy. 

Support of Administrative Staff 
  

The superintendent felt that a very effective, supportive 

staff was another reason for the retention of his position. 

Many of the superintendent's administrative staff, having been 

in the school system for numerous years, were aware of its 

strong and weak areas. Though few staff members disagreed 

loudly with him, said the superintendent, a sound professional, 

working relationship existed between the administrators. Like- 

wise, the board felt the superintendent maintained a good 

working relationship with his staff. At times he was probably 

a little too harsh and might be thought of as a "rather tough" 

employer, but he continued to extract the best effort from his 

staff. 

Being "very loyal" to his staff, the superintendent would 

only investigate complaints concerning teacher or administra- 

tive staff actions, if they were substantiated by facts. He 

did not involve the board in any complaints or administrative 

staff problems since he felt the matters arising between the 

staff and himself were part of his job. 

SOCIAL FACTORS 
  

Strikes 

This factor was previously mentioned under major factors.
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Desegregation 
  

This factor was previously mentioned under major factors. 

Outside Noneducational Groups 
  

Both the superintendent and board were confronted 

throughout their tenure with a variety of outside noneducation- 

al groups. Reactionary groups, minority organizations, reli- 

gious congregations, and many neighborhood community groups 

constantly attempted to pressure the superintendent and board 

to realize their own self-interests. 

The board, quite aware of these groups and their pressure 

tactics, were ''remarkably responsible", viewing the merit of 

these groups. Added the superintendent, the leadership of the 

board realized that certain pressure groups were always present 

in the school system despite who was in charge, 

POLITICAL FACTORS 
  

Relationship With City Government 
  

Both respondents described a cordial and good working 

relationship between the superintendent and the city govern- 

ment. 

The superintendent and the board agreed that the political 

aspirations of certain city leaders had hindered the relation- 

ship between them somewhat. Even though recently the desire of 

these government leaders to gain support of the teachers' union 

has interfered with the ability of the two agencies to work
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together, no major conflicts existed and none were anticipated. 

Effect of Public Elections 
  

Since the school system was independent of any political 

entity, not much pressure or inclination for public election 

was involved in it. There was, however, some involvement with 

funding and legislative committees, giving the administration 

a working, active committee. Still, the administrative commit- 

tee avoided involvement in the actual process of endorsing or 

electing candidates. 

Effect of Board Elections 
  

While the superintendent felt that his position was 

sometimes an issue in the election of school board members, 

there was never a significant number of new school board mem- 

bers elected in one year which caused any significant change in 

the character of the board. 

Both parties agreed that even when members were elected on 

the platform of changing the superintendent, once the new board 

members had a chance to become involved and understand the com- 

ponents of an urban school system, they apparently changed their 

attitudes. 

Turnover of Board 
  

The superintendent, employed by a unanimous vote, has had 

his contract renewed twice since his initial hiring. The last 

option for renewal was somewhat controversial with a marginal
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four-three vote. 

During the tenure of the superintendent, the board changed 

many times. In spite of these changes, the Superintendent main- 

tained a majority of support each time. Asa rule, once board 

members viewed the situation of the school system from the 

board position, they became supportive of the superintendent. 

Rather than considering this close four-three vote as a 

vote against the superintendent's competency, the superintendent 

and board claimed it was a vote against the manner in which 

the superintendent handled some situations. One negative 

board member characterized the superintendent as "inconsiderate, 

insensitive, and just not agreeable to my style" although in 

general, they considered him a very effective, efficient admin- 

istrator. 

SUPERINTENDENT COMPETENCIES 

1. RELATIONSHIP WITH BOARD 

Type of Relationship 

The board described the general relationship existing 

between them and the superintendent as open and pleasant. Even 

though some board members did not agree with the superintendent's 

philosophies and administrative techniques, most of the board 

considered him an “extremely able and competent man."' 

The superintendent asserted generally the relationship 

between himself and the board ranged from "mutually respectful 

to almost total antipathy.'' He succeeded in having a solid
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majority to support and condone most of his recommendations. 

Channels of Communication 
  

Overall, the board considered the superintendent open and 

truthful, and always available for discussion with members. 

There have been some instances when certain board members 

criticized the superintendent for not informing them of matters 

dealing with their personal interests, but the board did not 

recall any complaints concerning the unwillingness of the super- 

intendent to meet and discuss an issue with a board member. 

The superintendent also believed he and the board shared 

feelings of openness and availability. He mentioned that on 

occasion he was criticized for both overinforming and under- 

informing the board on matters of concern, although he did try 

to keep them abreast of the issues. He also encouraged board 

members to seek his advice. 

Defined Roles and Responsibilities 
  

When the present board took office, the superintendent 

found it difficult to explain the laws and policies defining 

the roles and responsibilities of each party. But, once the 

board considered the written, defined roles and responsibilities, 

very little confusion had existed and many potential problems 

had been eliminated. 

The board agreed they did not understand the constraints 

and defined roles, but when they finally accepted them, most
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problems of overlapping responsibilities were eliminated. 

Support of Board 
  

Even though the board did not support every decision of 

the superintendent, generally they supported a majority of his 

recommendations. They were more inclined to support recommen- 

dations of the superintendent in later years than at the begin- 

ning of their relationship because, "We have more faith in his 

judgment .'' Through experience they learned that the adminis- 

trative background and knowledge of the superintendent were 

excellent. 

The superintendent prepared a case for his recommendations 

sO some questions might be answered and usually the majority of 

the board respected and accepted his suggestions. He stated 

that no matter what he recommended, two members of the board 

would oppose it. 

Specific Reasons for Retention 
  

Neither the superintendent nor the board mentioned a 

specific reason for continuation of his contract. Each believed 

the renewal was a vote of confidence for the superintendent, a 

display of appreciation and support for a job well done. 

2. COMMUNITY RELATIONS 
  

Feeling of Respect and Confidence 

The superintendent believed the total community respected
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the position of superintendent, but because of all the contro- 

versial issues which have affected many community groups, a 

negative feeling existed regarding his performance. 

The board found this issue very difficult to judge. Again, 

due to the controversial issues dealt with during the superin- 

tendent's tenure, it was apparent that some community areas did 

not respect the position or the performance of the superinten- 

dent. In other areas, stated the board, the community generally 

had much respect for his judgement. 

Test Scores and Programs. 
  

There really was not much pressure or controversy concern- 

ing test scores or school programs in this school System. As in 

most urban cities, declining test scores had always been an area 

of concern, but this system's scores were beginning to show a 

slight increase. The greater pressure concerning the deficien- 

cies in the students' test scores was from certain school board 

members rather than from the community. They have blamed the 

superintendent, but have not gained much support on this issue. 

New school programs were initiated and accepted as part of 

the school curriculum. The community, teachers, and board had 

been notably supportive of innovative programs that were recently 

incorporated into the system's curriculum. 

Relationship with News Media 

Generally, the superintendent had a fairly open, positive 

relationship with the news media. He was always truthful with
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the media and had found the media to be a "very effective form 

of communication" with the public. 

The board also perceived that the superintendent had a 

good, open relationship with the news media. They had often 

discussed the possibility of hiring a public relations person, 

but because of limited funds had not done so. According to the 

board, their relationship with the news media was varied depend- 

ing on each individual board member. 

Alternative Means of Communication 
  

The superintendent, as mentioned previously, used the news 

media as an effective communication device with the public. 

Private meetings with various people also led to a communication 

and evaluation of the school system's goals and objectives. The 

superintendent tended to stay away from speaking engagements 

because of the time and his dislike for speaking in front of 

groups. 

Feeling an obligation to the community to listen and explain 

the system's positions on various issues, the board attended 

many extra meetings. Also, other forms of communications such 

as the telephone, area meetings, and speaking engagements were 

utilized. 

3. BUSINESS AND FINANCE 
  

Budgetary Matters 
  

With a budget of over one hundred and twenty-eight million
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dollars a year, there were always problems. The budget was 

initially presented to the public. The board, as their 

representative, voted for acceptance of the budget. Even 

though specific items of the budget were more controversial 

than others, budgetary matters were always worked out with no 

major controversies. 

In general, both the superintendent and board agreed that 

the school system was moderately successful with budgetary 

matters. This system probably has the highest bond rating of 

any school corporation in the United States, alleged the 

superintendent. 

Loss of Money 
  

The board and superintendent agreed that despite the 

threatened loss of monies resulting from various issues, the 

school system had generally received the same or more money 

each year. Declining enrollment was a threat to the district, 

but a change in the state funding formula allowed for additional 

money to become available to the system. 

4. STAFF AND PERSONNEL RELATIONS 
  

Relationship with Immediate 
Administrative stair 

This was considered a major factor for retention and was 

discussed earlier.
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Collective Bargaining 
  

The superintendent had run the gamut of everything from 

sitting at the table to acting in an advisory role, which he 

occupied at the time of the interview. The school system, for 

the past several years, used a legal firm to represent it 

during negotiations. Both the board and superintendent were 

very satisfied with their efforts and considered the job they 

did "superb." 

According to the superintendent, he was given a lot more 

credit for involvement in negotiations than he deserved. Much 

of this resulted from the exposure he and the chief negotiator 

received making all the public statements during the last 

negotiations with teachers. This was done to prevent staff 

and board members from appearing before the public on matters 

related to negotiations. 

Administrative Evaluations 
  

The school system did not have a formal written evaluation 

of the superintendent, and the board and superintendent felt 

that an evaluative procedure of this sort was "an exercise in 

futility.'' The board felt by renewing the superintendent's 

contract it was evaluating his performance and giving him sup- 

port for the work he had done. 

One board member did form a committee to develop a super- 

intendent's evaluation instrument, but due to it's impractical 

nature, it was rejected by the school board. The board verbally
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evaluated the Superintendent frequently, letting him know when 

they were dissatisfied with any aspects of the school system's 

actions. 

The superintendent evaluated each of his administrative 

staff yearly. No problems had ever developed from these 

evaluations, which were not publicized in any manner. 

Recruitment of Staff 
  

The superintendent was given the opportunity by the board 

to select his own immediate administrative staff when he was 

hired. Most of the changes were done through retirements and 

resignations, which worked out smoothly. 

5. EDUCATIONAL LEADERSHIP 

Both the superintendent and board believed that a sound 

understanding of educational concepts was both necessary and 

essential to the success of an urban school superintendent. 

The superintendent, whose main area of expertise was in 

curriculum before his appointment, perceived his own role in 

educational leadership diminishing because of other responsi- 

bilities of the position. He was not pleased with this role 

change, but accepted it with the understanding that a superin- 

tendent cannot do everything in a school system. 

The board was extremely pleased with the superintendent's 

role in the leadership of the educational programs in the system.
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They perceived his ability to administer and delegate duties 

to competent personnel, though, equally as important. 

6. SCHOOL PLANT OPERATIONS 
  

With the significant decrease in student population during 

the past few years, this school system was forced to close one 

school and more closings are pending. Even though there have 

not been a great amount of school closings recently, the school 

System anticipated a significant number of schools to be closed 

in the future. To avoid some of the emotional confrontations 

with the public, a task force committee was formed to investi- 

gate the closings including a representative from each of the 

major community organizations. They met with the community 

and discussed the reasons for the closing of the school. Also, 

the task force had all the information available which was used 

to determine whether the school should be closed. This infor- 

mation was also available to the media as well as anyone else 

who was interested. Thus, before the final decision to close 

the school was made by the board, this task force would have 

evaluated the reasons for the closing and validated them to the 

individual communities. 

The board always received a lot of pressure from community 

groups even though few schools were recommended to be closed. 

Board members were wary of these pressures, feeling a great per- 

sonal affinity for specific areas or certain schools. Even
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though most board members did not see themselves as represen- 

tatives of only their elected district, when pressures emerged 

from their area, they felt responsive. 

The teachers’ union opposed school closings because they 

felt it was a ploy to reduce staff. This has not been the case; 

through attrition and other factors, the district doubted it 

would be forced to lay off teachers. 

The administrative staff "reluctantly" supported the re- 

commendations to close schools, reported the superintendent. 

Although they knew it was financially and feasibly practical, 

they did not like to see some areas lose schools. 

7. PERSONAL QUALITIES 
  

Both the superintendent and board agreed that the public 

view of the superintendent's personal qualities was generally 

positive. The superintendent realized his difficulty in handl- 

ing his public speaking engagements and tried to eliminate as 

many as possible because they were so time-consuming. 

The superintendent believed that generally there was a 

feeling of respect concerning the position of the superinten- 

dent from the board and administrative staff. As a result of 

the teachers not fully understanding the difficulties of his 

job, the superintendent believed there was a "worsening" rela- 

tionship developing with them. 

Even though the board felt that a majority of its members 

respected the superintendent, they did not think his administra-
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tive staff felt the same. The board did not know how the 

teachers felt toward the position of the superintendent. 

Personal Life 
  

The superintendent stated there were "unbelievable en- 

croachments'' on his personal life in this position. His 

family was put at a disadvantage many times, but he said it 

was the "quality of the relationship and not the quantity" 

that his family understood and accepted. 

His family adjusted well to the inconveniences and un- 

pleasantries of his status. Even though there were some dif- 

ficult times, he still claimed he enjoyed his tenure as super- 

intendent, making many friends and acquaintances. 

SUMMARY 

COMMUNITY FACTORS 
  

With only one third of the residents having children in 

the public schools, a generally older population exists. The 

system has been losing students at twice the rate of the state 

average during the last few years. Minority students comprise 

almost half of the city's school population. 

The wealth of the district is considered average as opposed 

to other school systems in the area. The district was considered 

one of the more fiscally stable school systems in the state.
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MAJOR FACTORS 

With an unusually long tenure in the system, the super- 

intendent has developed relationships and credibility among the 

people of the district. Both parties agreed that having an 

"inside" person who knew the problems of the system and area 

was a major reason for retention. 

Both parties also agreed on two other areas as being major 

factors in retention. The manner in which the superintendent 

prepared the board and handled a very long, tough teachers' 

strike was the reasoning behind these perceptions. The ability 

of the parties to work together and settle the strike in the 

most feasible and realistic manner was essential to these 

beliefs. 

The support and competency of the superintendent's admin- 

istrative staff was the other factor believed by the parties to 

contribute to retention of this individual. 

While the superintendent stated the handling of the de- 

Segregation issue was a major factor, the board felt that this 

was not the case. Even though he did implement the plan quite 

successfully, he had limited involvement in the development 

of the desegregation plan. The board considered this issue 

basically as having little impact on his position in any manner, 

positively or negatively.



SOCIAL FACTORS 

Strikes and desegregation were mentioned previously. Even 

though the system was confronted with many outside educational 

Pressure groups, neigher party felt they had a major influence 

in any manner on the superintendent or the board. 

POLITICAL FACTORS 
  

There were few significant areas in this section that con- 

tributed to the retention of this administrator. The sound, 

cordial relationship that had been developed by the superin- 

tendent and board allowed the two factions to work together in 

support of the district. 

Public/board elections had no impact on the superinten- 

dent's position at any timé. The turnover of the board had 

little impact on the superintendent even though the last time 

his contract was renewed, there was a controversial four-three 

vote for retention. 

SUPERINTENDENT COMPETENCIES 
  

1. Relationship with Board 

No problems existed in this area as the superintendent 

and board carried on a supportive and open relationship. 

Few problems arose concerning the separation of respon- 

sibilities, once the board members had a chance to under- 

stand them.
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Community Relations 
  

Even though the longevity of the superintendent's 

tenure had allowed the superintendent to develop close and 

trusting relations with many segments of the community, 

the board and superintendent both agreed that due to the 

controversial issues he had dealt with during his tenure, 

a negative feeling existed within the total community. 

Both parties also agreed that the superintendent's 

open relations with the news media had a positive effect 

on his position. Alternate means of communications and 

test scores were handled adequately and were perceived to 

have had no impact on his position. 

Business and Finance 
  

With a budget of over one hundred million dollars, many 

problems had been evident, but were always worked out by 

the parties. Even with constant difficulties, the school 

system has never lost any state/federal monies. 

Staff and Personnel Relations 
  

Even though the superintendent was given the liberty to 

hire his own administrative staff, he did so very slowly 

and carefully. This contributed to the feeling of confi- 

dence and respect he had developed over the years with his 

administrative staff.
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Educational Leadership 

With a background in curriculum and instruction, the 

superintendent felt that this competency was most impor- 

Cant to superintendents. He viewed his role as decreas- 

ing, but accepted this with a knowledge and understanding 

that he could not do everything. The board has been very 

pleased with his past educational leadership, but felt that 

the ability to administer and delegate duties was just as 

important, — 

school Plant Operations 
  

The district has closed few schools during the tenure 

of the superintendent, but more are anticipated to be 

closed in the future. To alleviate community pressure, a 

task force was developed to investigate and report to the 

community the rationale for this action. Teachers felt 

that any closings were a ploy to reduce staff and, along 

with the community, have not supported this action. 

Personal Qualities 

The superintendent's personal qualities were generally 

thought to be positive by the general community. Both felt 

the board and his immediate administrative staff respected 

him, but also felt that respect was not evident among 

teachers.
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ANALYSIS 

The superintendent and board agreed on much of the infor- 

mation gathered, positive or negative, concerning the superin- 

tendent's position. 

The tenure of the superintendent, no doubt, allowed him 

to form a solid, supportive staff and board. His handling of 

crisis situations, especially the teachers' strike, allowed a 

majority of the board to believe that he was an extremely 

competent and able person. 

The ability of the superintendent to maintain only a 

“majority'’ of the board members led to minor problems which he 

acknowledged. While the turnover of the board did not have an 

impact on his position, he realized that an upcoming board 

election might cause this situation to change rapidly. 

He did not possess solid community or teacher support and 

acknowledged this as a result of the many controversial issues 

he had dealt with during his tenure. He still tried to work 

with these groupd, but was realistic of their feelings toward 

him.
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CASE D, - RETENTION 
R 

THE SETTING 
  

The Community - Population 
Distribution 
  

  

This system can be characterized as a minority school 

district in that approximately eight-five percent of the stu- 

dent population is of minority descent, a drastic change from 

years ago when the school population was over seventy percent 

white. The migration of whites to the suburbs and the enroll- 

ment of their children in private schools are the two main con- 

tributing factors for this reversal. 

The residential population is comparable to the school 

population in the percentage of minority groups. They can be 

classified generally as young and aggressive. Even though the 

general community population is increasing slightly, the school 

population has demonstrated a small decline. This is attributed 

to the increase of enrollments in private parochial schools in 

the city. 

The Community - Financial 
Distribution 
  

  

This school system can be classified as a low wealth 

system. Approximately seventy-five percent of the students 

qualify for free lunches and thirty-eight percent are on welfare. 

The system is distinctly divided into areas that are very rich 

and very poor.
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The system can be classified as improying in financial 

stability during the last few years and could be considered 

financially stable. This is directly attributed to the super- 

intendent and the business manager of the system and their 

abilities to improve a poor situation. 

MAJOR FACTORS 
  

The superintendent and the board perceived one major 

factor that has led to the retention of this person in his 

position: the fact that the "superintendent is much more in 

the eyes of the public than necessarily in the eyes of the 

board.'' The superintendent believes the reason a superintendent 

generally is retained does not have to do with competencies, 

but rather with "people's perceptions" and their involvement in 

those factors, placing an "aura" around the superintendent. 

Thus, the board would not necessarily take the action they 

would or could take to dismiss even if they wanted to. 

This superintendent communicated with the community and 

involved them to a great degree in the proceedings of the school 

system. Any action against the superintendent, he stated, 

would involve community action which would have the possibility 

of being very violent and disruptive. 

The board agreed with the superintendent and stated that 

any attempt to remove him from this position would polarize the 

community and would be a "very ugly and unpleasant thing to
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have occur.'' He had a substantial following in the community, 

predominantly in the black and white business communities. He 

also had a lot of detractors, primarily among the middle and 

upper class white communities, and also a ''tremendous" nega- 

tivity from a lot of teachers. Thus, if he were to leave under 

anything but his own power, it would actively and openly polar- 

ize the community in a way that would "not be beneficial for 

the kids." 

SOCIAL FACTORS 

Strikes 

The superintendent was confronted with a major teachers' 

strike during his tenure in this position. He felt the board 

was much more positive and supportive during this action than 

any time before or since the action. They met everyday and he 

considered the board and himself a team to settle this strike. 

He believed one member was undercutting the efforts of the 

group by informing the teachers' union of the content of the 

administrative meetings, but the majority of the board was 

supportive. 

The strike pitted the teachers against the superintendent, 

a very difficult condition for him to handle because before the 

strike he had always been characterized as a ''teachers' super- 

intendent.'' The leadership of the union was using the teachers, 

he felt, to gain some national recognition for himself. In the
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end, the teachers lost badly and they still resent the actions 

of the superintendent today. | 

The board agreed that although there were some tensions 

and doubts of honestly between the superintendent and certain 

board members, the majority held firm and did communicate 

openly and directly with the superintendent. The strike action 

resulted in a "marriage" of the effort of the two parties to 

accomplish a strike settlement. 

The board viewed the strike as much an ego struggle be- 

tween the superintendent and the leadership of the teachers' 

union as anything else. Even though he did receive a renewal 

of his contract after the strike settlement, the board felt 

he undermined his position with some members and his credi- 

bility was challenged in the minds of other board members. 

Desegregation 
  

At no time during the tenure of the superintendent has 

desegregation been an issue. 

Outside Noneducational Groups 

Both the superintendent and board were in agreement that 

groups outside the school system had a very positive influence 

on the position of the superintendent. He developed a large 

degree of involvement in the school system of groups and in- 

dividuals from the community. The community was active in ad- 

visory committees to the superintendent and he believed this
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positive feedback had a "great deal to do with his image in 

the community." 

The involvement of the business groups and other profes- 

sional organizations improved relations of the superintendent 

with these factions tremendously. Fact finding committees on 

financial problems of the school district led the district to 

stabilize their financial situation. 

The board believed this area is where the superintendent 

had some of his "greatest triumphs." He did a very good job 

bringing the subject of education to public and business 

groups, involving the community in many aspects of the school 

system. The board believed he had done a fine job in this 

area and had given him recognition for it. 

POLITICAL FACTORS 

Relationship With City Government 
  

Both the superintendent and board agreed that generally 

he had a very positive relationship with city government. The 

city and school district had separate budgets, but cooperated 

with the interchange of properties for mutual use. 

The superintendent tried to keep the city officials informed 

of the problems of the district. They understood and worked 

with the school system and were very supportive of its functions.
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Effect of Public Elections 
  

There was never any controversy concerning the position 

of the superintendent. 

Effect of Board Elections 
  

Both agreed again that the election of new board members 

had little impact on the position of superintendent. Neither 

could recall any board election where any of the candidates 

were anti-superintendent. Rather, the candidates stated their 

beliefs regarding the office and favored giving the parties 

enough time to work out any conflicts between them. 

Turnover of Board 
  

The superintendent and board both agreed that the turnover 

in the Board of Education weakened his position significantly, 

but not enough to cause an action of dismissal to occur. He 

was hired by a seven-zero vote of the board that he considered 

a "professional" Board of Education. They understood the 

difference between policy and administration, he stated, and 

were very atuned to the needs of the superintendent and school 

district. 

Two new members replaced the two best members on this 

board and have been very difficult for the superintendent to 

work with. He worked very hard with these members and the 

relationship has improved, he stated, but it has made a dif- 

ference in the communications between the two parties.
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The board believed that turnover has weakened his posi- 

tion considerably. From the board that hired him by a seven- 

zero vote, three members who were very supportive of him were 

replaced by three that have been semi-critical of him-- 

although not so critical and negative as to demand his dismis- 

sal. The superintendent has received a little more criticism 

from the board with the new members than he did previously. 

SUPERINTENDENT COMPETENCIES 
  

1. RELATIONSHIP WITH BOARD 
  

Type of Relationship 
  

The board believed the relationship that existed between 

the parties was "guarded.'"' They felt there were a few board 

members that the superintendent trusted and related to more 

than others. They considered him a "role player" with dif- 

ferent relations with various members. There was some nega- 

tivism with members that had developed during the superinten- 

dent's tenure. 

The superintendent felt that with the majority of the 

board he had a "very positive” relationship. There were a 

few members that had been critical and hard to work with, and 

their relationship was not what it should have been. Generally, 

he felt positive about the relationship he had with the board 

even though it was not as totally positive ag it once had been.
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Channels of Communication 
  

Even though both agreed that communication with some 

members was difficult, they both felt that the channels of 

communication were always open and available. The superin- 

tendent had tried to improve this area and believed the situa- 

tion was improving. 

Defined Roles and Responsibilities 
  

Both the superintendent and board agreed that even with 

written and defined roles and responsibilities of the parties, 

problems still existed. Even though problems existed, they had 

tried to work out the question of exactly what was policy and 

what was administration. 

The board felt confident, as did the Superintendent, that 

this problem could be eliminated. They were meeting regularly 

with the purpose of educating the parties as to what each con- 

sidered policy and administration. It was perceived as an 

improving situation by both parties. 

Support of Board 
  

Both agreed that while the superintendent was not supported 

on all recommendations, the board had generally been very sup- 

portive of his actions. The board felt he had a "high rate of 

support", which they considered excellent, even on controversial 

issues.
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Specific Reasons for Retention 
  

No specific reasons were given to the superintendent at 

the time his contract was renewed. The board felt it was a 

reward for his service thus far and successful conclusion of 

the strike action. 

2. COMMUNITY RELATIONS 

Feeling of Respect and Confidence 

While the major reason for retention of the superinten- 

dent was stated as community respect and confidence in him, 

both parties agreed that this feeling was divided within the 

community, with support especially from the business community. 

The white liberal faction, however, had openly criticized him 

and usually opposed most actions taken by the superintendent. 

Both superintendent and board made it clear, though that the 

negative feeling was very slight and overall there was a 

strong feeling for the position of the superintendent. 

Test Scores and Programs 
  

Both parties agreed that test scores and institution of 

new programs were improved during his tenure. The superinten- 

dent was very "proud" of the improvement in test scores and the 

initiation of motivational programs for both students and 

teachers. He felt the schools had accomplished quite a lot 

and did not feel there were many school districts in the area 

that could match their improvements.
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The board also felt that this area had indeed improved 

and that much of the credit was due the superintendent. 

Parents were still upset, he stated, that the test scores 

were not higher and had voiced their complaints. Generally, 

though, there was an improvement and a greater improvement is 

expected in the future. 

Relationship with News Media 
  

Generally, the news media were positive toward the school 

System and superintendent. There were certain factions of the 

media that did not always agree with him, but both agreed that 

he had done a good job with the news media in the city. 

Alternative Means of Communication 
  

The board felt that they and the Superintendent were al- 

ways available for speaking engagements and other public 

affairs. The superintendent used the telephone to keep in con- 

stant touch with people, including board members. 

Both agreed they did not meet socially as often as they 

once did. This could be attributed to the increased negativity 

of some board members, asserted the board. 

3. BUSINESS/FINANCE 

Budgetary Matters 

The budget was in such disarray when the superintendent was 

appointed that he worked diligently and conscientiously to
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straighten things out. The board recognized this and felt he 

had done a very capable job. Even though there were still 

disagreements about the budget, this area had improved and his 

work in this area had a positive effect on his position. 

The superintendent stated that he had worked hard in this 

area, and generally the board was very supportive of his actions. 

There were no major controversies over budgetary matters; and 

he also felt the improvement in this situation had a positive 

effect on his position. 

Loss of Money 
  

Both parties felt that no significant loss of monies was 

evident during the tenure of the superintendent. Additional 

monies that were needed were received through federal grants 

and foundations. 

4. STAFF AND PERSONAL RELATIONS 
  

Relationship with Immediate 
Administrative Staff 
  

Both agreed that the superintendent had a very positive 

working relationship with his immediate administrative staff. 

No problems were evident and he had tried to incorporate most 

of his immediate staff into the decision-making processes of 

the school district.
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Collective Bargaining 
  

The superintendent took an advisory role in collective 

bargaining which the board felt was most appropriate for hin. 

He believed the board did not want him to get involved because 

they felt he was "too soft" and would give everything away. 

Administrative Evaluations 
  

Both the board and superintendent stated there was no 

formal written evaluation of him in this position. They agreed 

that this was not a hinderance to the position. 

The superintendent evaluated his immediate administrative 

staff each year through a very comprehensive evaluation proce- 

dure. There were few problems with these evaluations. 

Recruitment of Staff 
  

The board gave the superintendent the opportunity to hire 

his own immediate administrative staff. This situation worked 

out very well and was a tremendous help to the overall success 

of the superintendent. 

5. EDUCATIONAL LEADERSHIP 
  

Both agreed that the superintendent's educational leader- 

ship abilities were "very high."’ He was perceived as a direct 

influencer of improved test scores and new programs. 

While the board felt that this educational leadership was 

very definitely the most important quality the superintendent
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must possess, the superintendent felt the political leadership 

was the main ingredient for survival. 

6. SCHOOL PLANT OPERATIONS 

A citizen's committee to investigate the possibility of 

closing schools in the future was established, but the super- 

intendent had not yet had to close any schools in the district. 

The threat to close is better than the closing, stated the 

superintendent, because the "curriculum shapes up, the teachers 

shape up, and the community takes a greater interest in their 

school." 

7. PERSONAL QUALITIES 

Generally, both the board and superintendent agreed that 

he had demonstrated very friendly, positive qualities during 

his tenure. He was very active within the community and people 

perceived him as a very competent person. 

The superintendent felt that teachers, administrative staff 

and board all had respect for his position. The board believed 

that the administrative staff did, indeed, have respect for the 

superintendent, but felt that the board was a "toss up" and 

that teachers predominantly did not respect the superintendent. 

Personal Life 
  

The superintendent stated that he had no personal life. He 

spent his whole life dealing with the problems of the district.
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Speaking engagements, meetings, and problem solving consumed 

the majority of his time. 

SUMMARY 

COMMUNITY FACTORS 
  

The community has changed dramatically during the last 

ten years with a shift from a predominantly white to a black 

majority. The migration of the whites to the suburbs and in- 

creased enrollment of students in private schools are the con- 

tributing factors for this trend. The residents are character- 

ized as generally young and aggressive. 

A large majority of the students qualify for free lunches 

and many of the families are on welfare. The system is thus 

classified as a low wealth system. It is considered financially 

Stable after financial problems were improved. 

MAJOR FACTORS 
  

One major factor was stated by both parties as contri- 

buting to the retention of this superintendent: the superinten- 

dent's ability to involve the community in many school functions. 

The community's placing an "aura" around him was believed to 

have led to the action of renewal. Any actions taken against 

him would have polarized the community and would have been 

"very ugly and unpleasant", stated the board. His community 

relations with the black communities and white business communi-
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tles were excellent. Middle and upper class white communities 

and teachers felt more negative. Thus, the possibility of a 

viotile situation was a concern. 

SOCIAL FACTORS 
  

A teachers' strike tended to alienate the superintendent 

from teachers during the time of the strike and thereafter. 

This situation, though, permitted the board to work with the 

superintendent in a harmonious fashion and to accomplish a 

strike settlement. He felt the board was much more positive 

and supportive during this action than any time before or 

since the action. 

The board felt that the strike brought a "marriage" of 

the parties to settle the action, but also undermined the 

superintendent's position with some members as his credibility 

was challenged by board members. 

Desegregation was never an issue in this school systen, 

but the influence of outside noneducational groups had a very 

positive influence on his position. Involvement with the 

community, business groups, and other professional groups con- 

tributed to the perceptions of the superintendent's competence. 

POLITICAL FACTORS 
  

The superintendent's relationship with the city govern- 

ment was characterized as "very positive" by both parties, while
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the fact of board turnover weakened his position. He received 

much more criticism from the newer board than he did: from the 

original board that hired him, but his was not critical enough 

to demand his dismissal. 

SUPERINTENDENT COMPETENCIES 
  

1. Relationship with Board 
  

The board viewed their relationship with the superin- 

tendent as "guarded" with some board members lacking a true 

sense of trust in him. The superintendent believed a "very 

positive" relationship existed with a majority of the board 

members and realized the negative feelings some board mem- 

bers held. 

Problems existed in the area of defined and written 

roles and responsibilities of each group, but division of 

responsibility was viewed as an improving situation by both 

parties. Channels of communication were considered open 

and the board generally supported the superintendent on 

most issues. 

2. Community Relations 
  

A feeling of confidence was evident from a majority of 

the community. There were some groups that openly opposed 

him, but this feeling did not represent the true support- 

iveness of the total community.
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Test scores, school programs, relationship with news 

media, and other means of communication with the superin- 

tendent were all categorized as positive items that helped 

him keep the support of the community. 

Business and Finance 
  

The fiscal scene was in such terrible condition when 

the superintendent arrived that the improvement that was 

accomplished has had a positive effect on his position. No 

monies were lost and the superintendent was responsible for 

additional money that was received. 

Staff and Personal Relations 
  

No problems existed in this area of competency. The 

immediate administrative staff and the superintendent re- 

ported very positive relationship. He was given the oppor- 

tunity to hire his own staff and brought some key personnel 

into the system. The system did not have any formal eval- 

uation of the superintendent and did not consider this a 

problem. 

Educational Leadership 

Both parties agreed that the superintendent's educa- 

tional leadership was "very high." While the board felt 

this quality was the most important quality an urban super- 

intendent could possess, the superintendent felt political 

leadership was much more important.
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6. School Plant Operations 
  

No schools were closed during the tenure of the super- 

intendent even though the threat was constantly an issue. 

7. Personal Qualities 
  

The superintendent demonstrated very friendly, posi- 

tive personal qualities during his tenure. He was very 

active in the community and well respected. Both parties 

agreed that the immediate administrative staff had respect 

for the superintendent, but that the board and teachers were 

in question. 

ANALYSIS 

The superintendent's close ties with the community pre- 

vented any action of dismissal to be taken against him. As 

the board changed, the superintendent definitely lost total 

supportiveness he once had. Even with this increasing lack of 

support by the board, they did not take and do not anticipate 

taking any action against the superintendent because of their 

fear of community disruption. 

Generally, the board was satisfied with the superintendent's 

efforts in finance, community relations, and educational leader- 

ship, but felt that he was not truthful and honest to them in 

certain instances. Any problems between the parties concerning 

each's roles and responsibilities were being worked out and this 

situation was improving.
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Each party realized the situation that existed in this 

school system. The superintendent knew this board would not 

publicly take any action against him, but the feelings of each 

concerning another renewal of the superintendent's contract 

after the present one expires were not positive.
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CASE An - DISMISSAL 

THE SETTING 

The Community - Population 
Distribution 
  

  

This southeastern school system is characterized as hav- 

ing a middle age population with a tendency toward the younger 

family because of growing industrial expansion. Racial compo- 

sition of residents and students is approximately seventy 

percent white and thirty percent minority, with the only signi- 

ficant minority being the black population in the school system. 

The rate of growth of the public school system has in- 

creased slightly, but the movement of students to private 

schools has been evident during the last few years. 

The Community - Financial 
Distribution 
  

  

Although the school system has been classified as being 

"relatively poor", a new equalization formula enacted by the 

state was able to contribute "better than seventy percent of the 

total funding." Another "seven or eight percent" of total fund- 

ing is received from the Federal government, allowing for very 

adequate government funding for this system's schools. 

Much of this revised equalization was enacted before the 

superintendent came into the school System and, thus, the sys- 

tem has always been considered financially stable and viable.
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MAJOR FACTORS 

This superintendent did not complete his three-year con- 

tract and was given another position in the school system to 

fulfill his contractual obligations. The perceptions of both 

the superintendent and the board vary significantly concerning 

reasons for this action. 

Defined Roles and 
Responsibilities 
  

  

One of the major reasons the superintendent stated that 

caused him to leave his position before his contract period 

had expired was the matter of written and defined roles and 

responsibilities of each party. 

According to a newspaper article, when the superintendent 

was first hired, he claimed, 

My role is to involve many people on the 
staff in the decision making process to 
help the board. My philosophy is to lead 
the board and the staff toward decisions 
rather than prescribe to them decisions 
that they should make. 

The board, though, considered themselves the leaders and the 

group that ran the school system. "The superintendent is told 

what the board wants him to do and some superintendents simply 

don't like it. They like to run the school system but they do 

not do that here.'"' They felt they had a well-defined written 

policy handbook which was reviewed and revised every few years. 

They were not aware of any problems of misunderstanding in this
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matter. In reality, the board actually 

didn't pay any attention to them; we 
just expected them to be done like we 
set. That's generally not the way 
school systems are run but it's the 
way it should be. 

The superintendent, however, felt there were no defined 

roles and responsibilities for each faction and attempted sev- 

eral times to bring "the board together in a situation where we 

could iron out the direction of the school system.'' Consultants 

were brought in to establish what direction the board wanted to 

pursue, but, unfortunately, nothing was ever accomplished. 

‘Leadership Role 
  

The board wanted a strong leader who demonstrated his 

strength in public. The superintendent took a "soft"! leader- 

ship role, and later acknowledged this as a mistake he should 

have recognized. 

In a newspaper article, the board president stated his 

disagreement with the superintendent's philosophy of leadership 

by saying, 

The person this board hires (as 
superintendent) is the director, and 
we expect the full responsibility for 
the school system to come directly 
from him because we expect him to be 
super strong. We don't want him to 
be just average, we want him to be 
the best and we expect the superin- 
tendent to be strong to make sure we 
are the best.
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The superintendent was seen as "not strong" enough and not 

having the strength that was needed to lead the school Sys- 

tem in that position. 

The superintendent agreed that his approach of soft 

leadership was not the correct attitude in this situation. 

I should have exhibited. I should have 
knocked some people around and I didn't. 
That is the thinking you need to exert 
strong leadership and strong leadership 
means knocking some people around. 

This "misreading" of administrative leadership was seen by the 

superintendent as his fault rather than an approach to take in 

that particular school system. The board simply felt he just 

wasn't ''strong enough to do the majority of things that it 

wanted done in the school system." 

Relationship With News Media 
  

A mediocre relationship with the news media was another 

reason for the action taken, explained the superintendent. 

Although he could not point out exactly why this type of rela- 

tionship developed, he maintained that it was “very difficult 

to get a favored picture" of the school system from the media. 

One newspaper reporter claimed, "It is not our function to 

paint a favorable picture of a school system", expecially since 

most times a "negative type of feeling" existed. The superin- 

tendent felt he could not specifically point out the reasons 

for the feeling but his critical observation concerning some 

errors in the educational columms was a mistake he felt led to
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this negative reporting. 

The board, however, felt that the superintendent got along 

as well as he could have with the news media. The board, who 

had always been very open with the media, did not feel the 

negative remarks were a major concern to the superintendent or 

board. They realized the media's attempts to criticize 

"everything" the school system did because it was a ''good thing 

to write about in the paper." 

Superintendent's Health Problems 
  

The major reason the board perceived for the superinten- 

dent's failure to conclude his contract period concerned health. 

The board felt that the reason for his lack of strength in the 

superintendency was a "safety or health factor.'' The board 

supported the idea that most of the superintendent's problems 

stemmed from his failing health. 

The board did not feel it unfair that the superintendent 

had left a relatively "easy situation" and had come into their 

system knowing the health problems he was having. The board 

believed this "could be the only reason for the action taken 

because he was a pretty good superintendent where he was." They 

were not happy that the consulting group did not inform them of 

the superintendent's illness, if it existed at the time of 

hiring. 

The superintendent never spoke about health problems dur- 

ing his tenure in the school system.
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SOCIAL FACTORS 
  

Strikes 

There were no influential teachers' strikes or work stop- 

pages during the tenure of the superintendent. The board felt 

the superintendent was ''very fortunate" in not having any pro- 

blems with the teachers' association. 

Desegregation 
  

A court decree to desegregate the school was implemented 

before the superintendent took this position. There were no 

major problems concerning this action because it "basically had 

been decided upon and completed." 

The process progressed with relative smoothness, except 

for some minor problems of maintaining the ratio of students 

and keeping the buses running. 

Outside Noneducational 
Groups 
  

Both the board and superintendent acknowledged that there 

were a few outside noneducational groups with some influential 

powers in the school system, but generally they were not a 

problem or regarded as highly influential. 

The board reflected that even though these present groups 

were outspoken, their influence on board decisions was minor. 

Having "listened to everybody", the board was confident they 

made "sound decisions" after much consideration and evaluation.
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They never rushed or were pressured into a decision because 

they understood these groups' objectives and dealt with them 

accordingly. 

POLITICAL FACTORS 

Relationship With City 
Government 
  

  

Two different ideas arose on this issue of the superin- 

tendent's relationship with the city government. The super- 

intendent felt that there was a good working relationship 

between the school system and city government. The city 

government and the school system had a combined governmental 

operation. Legal services, data processing services, person- 

nel (non-certificate) and purchasing services, plus same motor | 

vehicle services, were all supplied by the city. 

The superintendent further concluded that the mayor and 

himself were very "compatible" and had a good relationship. 

The mayor, upon hearing of the superintendent's intention to 

leave his position, was "angry" that he had not been informed 

of it. Also, the mayor was very supportive of a Community 

Education Consortium, which operated with the city funds. The 

consortium was later discontinued since the school board was not 

in agreement concerning its effectiveness and use. 

The board's perceptions of the relationship that existed 

between superintendent and city government was significantly 

different. They classified the association, including the board



166 

along with the superintendent, as "terrible." The board viewed 

the school system's responsibilities as a separate area from 

the city government. The two factions "just do not cooperate 

well together." 

Effect of Public Elections 
  

There was never any involvement between the position of 

the superintendent and the election of public officials in 

this case. 

Since new school board members were appointed during the 

tenure of this superintendent, the issue of the superintendent's 

position in board elections was never mentioned or involved in 

any fashion. 

Board Turnover 
  

The board hired the superintendent by a split four-three 

vote. At the time, this superintendent was the second choice 

of the board and eventually was selected and offered the posi- 

tion. Past history shows the board had never unanimously voted 

to appoint a person to the position of superintendent, mainly 

because of varying philosophies of the board and a "definite 

faction" within the board to disagree. 

The turnover of the board had a definite effect on the 

board's supportiveness of the superintendent. A turnover of 

three members of the board, of which at least two were supporters 

of the superintendent, was ''not necessarily to my advantage",
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stated the superintendent. The superintendent believed that 

of the three newly appointed board members, at least two were 

non-supporters. This, obviously, did not increase his effec- 

tiveness and support with the Board of Education. 

The board believed that turnover of the board contributed 

to the actions that were taken against the superintendent. The 

new members, when they asked, were told that the superintendent 

was ''sick and simply not doing his job."' The board just 

believed that there was ''something wrong with him," and that he 

could not continue to function in his position in his condition. 

The old board wanted their feelings understood by the new board 

members and felt they may have contributed to the increasing 

non-supportiveness of the superintendent by the board. 

SUPERINTENDENT COMPETENCIES 

lL. RELATIONSHIP WITH BOARD 
  

Type of Relationship 
  

Overall, the superintendent felt his relationship with the 

board was at best "a little less than open; at worst, it was 

strained." 

The board conversely characterized their relationship with 

the superintendent as ''very good." He was very well liked by 

the board, but because of his lack of strength he was not 

"doing the job as it should be done."
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The board members varied in their personal relationship 

with the superintendent. One board member who was actively 

pursuing reelection to the board, boasted in a newspaper inter- 

view that he felt one of the things he was proud of in his term 

on the board was that he had "gotten rid of the superintendent." 

Although his influence was questionable, he felt he had engi- 

neered the action for termination. 

Channels of Communication 
  

The channels of communication between the superintendent 

and board were extremely limited and restrained. There were 

very few one-to-one meetings with school board members. Almost 

all of the meetings between the board and superintendent were 

open to the public. Any communication, written or otherwise, 

that left the desk of the superintendent was available to the 

news media and public. 

Defined Roles and 
Responsibilities 
  

  

These were discussed earlier as a major factor for dis- 

missal. 

Support of Board 
  

Basically, the board and superintendent agreed that most 

decisions were supported by the board. They explained that not 

all administrative decisions were backed, but as long as it was 

within their policy and the school system was "progressing",
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the board was supportive of administrative decisions. 

The superintendent claimed that most decisions were sup- 

ported by a four-three vote. One board member stated that he 

had never supported one of the superintendent's recommendations 

and was proud of it. 

Specific Reasons for Termination 
  

The superintendent was never given a specific reason for 

his termination. At times he did discuss the situation with 

board members individually but never got "any place."' They 

were open, he said, and mentioned some negative things but, 

"I was never able to put my finger on any specific reasons." 

2. COMMUNITY RELATIONS 

Feeling of Respect and 
Contidence 
  

  

Neither the superintendent nor the board could state 

definitely that the community had a feeling of respect and con- 

fidence for either the board or the superintendent. Both 

parties did mention that because of all the controversial 

issues, the community's confidence in the superintendent's 

ability to do the job had eroded. 

A women's voter group publicly criticized the superinten- 

dent's office by stating there was a "lack of leadership 

resulting in fragmented administration with internal politics 

in each section of the administration.'' There was no community
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reaction to the superintendent's removal from his position in 

any manner. 

Test Scores and Programs 
  

Even though the average student test scores improved 

"srade by grade", the superintendent never felt that the school 

system received the proper credit or publicity in this matter. 

Also, new programs that were developed for the professional 

development of the staff were, according to him, ''second to 

none," 

The board felt the test scores of students were actually 

better than most other school systems of their comparable size, 

and were, therefore, satisfied with the progress and results of 

these scores. The board felt that the superintendent had some 

positive influence in the implementation of new programs in the 

system, but that he simply felt they "ran the school system and 

set policies and he really didn't make that much difference." 

Relationship with News Media 
  

As mentioned previously, relationship with the media was 

considered a major factor in the dismissal of the superintendent 

from his position. The board perceived no problems and just 

accepted the criticism as something they do to "everybody here." 

Alternative Means of 

Communication 
  

  

Both the board and superintendent made themselves readily
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available for any community or social meetings. There were 

few, if any, board-superintendent meetings other than the regu- 

lar monthly board meetings between the parties. 

3. BUSINESS AND FINANCE 
  

Budgetary Matters 
  

The initiation of a new programmed budgetary procedure was 

a difficult period for relations between the board and super- 

intendent because of its difficult process and time-consuming 

structure. The board and superintendent felt that no major 

problems developed from budgetary matters during the tenure of 

the superintendent. 

Loss of Money 
  

During this period, the school system did lose money 

because of fluctuating tax rates but was able to compensate for 

this loss adequately. The board and superintendent agreed that 

the loss of monies during this period was sufficiently handled 

and caused no major problems. 

4. STAFF AND PERSONNEL RELATIONS 

Relationship With Immediate 
Administrative Staff 
  

  

Both the superintendent and board felt relations between 

the superintendent and his immediate staff were not what they 

should have been. The board felt this resulted because of the
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superintendent's illness. They claimed he "didn't have control 

of his staff"' and got to the point were "they were almost 

trying to run him." The staff felt, and the board agreed, they 

were carrying out board policy and needed to work in this area. 

The superintendent suspected that this strained relationship 

with his immediate administrative staff could have been due to 

their own educational ambitions. The superintendent had no 

reason to suspect "disloyalty" within his staff but their 

initiative to please the board lead him to believe that he 

could not trust many of his staff members. He further stated 

he had not been as perceptive as he needed to be and just 

hadn't gotten ''the picture soon enough." 

Recruitment of Immediate 
Administrative Staff 
  

  

When the superintendent was hired the board gave him the 

option of bringing in his own immediate working staff. The 

superintendent chose not to dismiss any of the previous staff 

because he felt they were "all well-qualified people." The 

superintendent suspected no disloyalty from any of his staff 

members. He was warned about certain individuals but ignored 

the warning. 

Collective Bargaining 

The superintendent was not involved directly in the nego- 

tiation process. An assistant superintendent handled all the 

settlements and the superintendent and board felt he was ''very



173 

good--one of the best in the nation as a school negotiator." 

Administrative Evaluations 
  

The board did not have any type of procedure for the 

evaluation of the superintendent's position. The superinten- 

dent felt it would have been quite helpful and should have been 

included in the hiring process. | 

They felt any evaluative process would have been a "waste 

of money'’, claiming their main concerns were the results and 

progress of the school system. 

The superintendent did annual evaluations of his adminis- 

trative staff. They were always done in a "constructive" 

manner, he said, and most of the feedback was positive with no 

evident problems. 

5. EDUCATIONAL LEADERSHIP 

The board felt when the superintendent first came to the 

school system his educational leadership was very good. 

Unfortunately, his illness did not allow him to be as effective 

as he had been during the first stretch of his tenure. 

The superintendent felt too little recognition had been 

given the significant progress that had been made in the area of 

educational improvements. Many new and improved programs were 

initiated; in-service education was excellent; student violence 

had diminished significantly; special education programs had been 

expanded; a vocational education program, which is probably the
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"best in this part of the country" was started; and an accep- 

tance of an improving school system was being recognized by 

students and the community. 

The superintendent viewed this educational leadership 

quality as an important ingredient to the overall composite 

of an urban superintendent. The board felt that the superin- 

tendent should have been much more concerned with the handling 

of the school system, since its control and administration 

must be strong and distinct. 

6. SCHOOL PLANT OPERATIONS 

Both the superintendent and the board agreed that student | 

population had remained relatively stable and there was never 

a need for the closing of schools during the superintendent's 

tenure. Some schools were closed as part of the desegregation 

plan, but that was before the superintendent's appointment. 

7. PERSONAL QUALITIES 

The board always described the superintendent as being a 

"very nice person--a very personable type of individual." He 

presented himself well in public and, in the board's perception, 

had their support and respect. 

The superintendent felt it was more of a "neutral" feeling 

than a positive feeling. he displayed. He did not feel the ap- 

proach he used either "helped or hurt"; however, he did believe
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he should have created a better image for himself in the school 

district and community. 

The board could not determine whether or not the superin- 

tendent's administrative staff had respect for him but believed 

all the staff members liked him as a person. Also, the board 

did not have any idea of any feelings of respect from the 

teaching staff of the school system. The board stated that 

generally the Board of Education had respect for the superin- 

tendent as an educator and a person. 

The superintendent believed that the relationship between 

himself and the board was "far too much a feeling of confronta- 

tion."" He also believed that parents and the general community 

respected the job the superintendent was doing and were generally 

supportive of their individual schools. The teachers of the 

school system were ''very, very positive" in both their actions 

and feelings toward him, he felt. 

The superintendent attributed an "excellent" relationship 

with the teachers' association to maintaining an overall mutual 

understanding and respect. During the period in which the 

superintendent took another role within the school system, the 

teachers' association president publicly lauded the superinten- 

dent. The teachers' president commented, 

We were told he had the sensitivity of 
teachers at heart when he came here, and 

I want to tell you he lived up to that 
reputation. For the last two years, 
decency has been at the superintendency 

far exceeded any I have known since I have
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been here. He was never too busy to find 
time to talk to teachers. 

The administrative staff of the superintendent was char- 

acterized by the superintendent as generally respecting his 

position. 

Personal Life 
  

The superintendent believed his family handled all the 

pressures and turmoil very well. At times, his family was con- 

cerned over all the negative feelings conveyed in the news 

media but understood the position the superintendent was in. 

SUMMARY 
COMMUNITY FACTORS 
  

The school system's rate of growth is increasing slightly 

but student population has not increased because of residents' 

decisions to send their children to private schools. The age 

of residents is "middle of the road" and approximately thirty 

percent of the student population is black. 

The school system is classified as relatively. poor but 

because of considerable state funding the system's financial 

status has always been considered stable. 

MAJOR FACTORS 

Division of roles and responsibilities of the parties was 

obviously a major factor for dismissal. The board perceived no
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problem in this area because it was quite clear to them that 

they were the leaders and "ran the system.'"" They did not pay 

any attention to any restraints or guidelines because they just 

"expected them to be done like we set.' The superintendent 

tried to arrange meetings so this problem could be worked out 

but did not have any success in trying to solve this problem. 

The "soft" leadership approach the superintendent displayed 

during his tenure was not the type of administrative technique 

the board wanted from its administrative leader. They wanted 

someone who was a strong leader and was ''strong enough to do the 

majority of things the board wanted one in the school system." 

The superintendent interpreted this statement to mean "knocking 

some people around", which he did not do and stated it was a 

"misreading" and fault on his part. 

The superintendent believed his overall news media rela- 

tions were very poor and a major contributing factor for dis- 

missal. The board did not perceive this negative situation 

and just felt the news media were always looking for negative 

stories, especially concerning the school system. 

The final reason was perceived as the major reason for 

dismissal by the board. They felt the superintendent's poor 

health was the one major reason for the action taken against 

him. This fact was never mentioned, however, at any time during 

the interview with the dismissed person or in any newspaper 

reference investigated.
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SOCIAL FACTORS 
  

Both respondents agreed that none of the areas of concern 

that were mentioned under social factors, such as strike situa- 

tions, desegregation issues, or the influence of outside pres- 

sure groups, had any impact on the action to dismiss the super- 

intendent. 

POLITICAL FACTORS 
  

The parties agreed that turnover of the board was a 

contributing factor for the dismissal action. Even though the 

superintendent was not a controversial issue in the elections, 

the new board members were generally not supportive of him. 

This non-support stemmed from a general influence from other 

board members that the superintendent was principally "not 

doing his job." 

The one area in which the parties did disagree signifi- 

cantly was concerning the superintendent's relationship with 

the city government. The superintendent believed there was a 

“good working relationship" while the board classified this 

relationship as “terrible.'' They felt that in general the two 

factions "just do not cooperate well together." 

SUPERINTENDENT COMPETENCIES 
  

1. Relationship With Board 
  

Two major areas of disagreement were identified in 

this section. While the superintendent characterized his
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overall relationship with the board as at best "a little 

less than open; at worst, it was strained,'' the board 

stated their relationship was "very good." 

The channels of communication were described by both 

respondents as very limited and restricted. There was 

little contact or communication between the two except for 

board meetings, which were always public. 

The board was generally supportive of the superinten- 

dent's recommendations as long as the school system was 

"progressing" in the right direction. 

Community Relations 
  

Both parties felt that because of all the ''controver- 

sial" issues that had taken place, the community did not 

respect or have confidence in their chief school officer. 

Test scores, school programs, and alternative means of 

communication with the community were all perceived factors 

that were considered positive to the superintendent's posi- 

tion. 

Business and Finance 
  

No problems were mentioned in this area of competency 

from either respondent. 

Staff and Personnel Relations 

The superintendent's illness and his immediate staff's 

own educational ambitions were the reasons that the board
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and superintendent stated for the negative working rela- 

tions between the two. 

No written evaluation were done by the board on the 

superintendent during his tenure. The board felt it was a 

waste of money and were only interested in results, while 

the superintendent felt an evaluative document would have 

been quite helpful. 

The superintendent was content to act in an advisory 

role in negotiations, so this area had no impact on his 

position. 

Even though he was given the opportunity to hire his 

own immediate administrative staff, he declined to do so. 

He was warned by individuals about certain staff members 

but ignored these warnings. 

Educational Leadership 
  

The superintendent and board disagreed as to his 

effectiveness as the educational leader of the school sys- 

tem. He felt that the educational improvements were often 

given little or no recognition. They believed that the 

superintendent's illness did not allow him to be as effec- 

tive in this role as he was when he first arrived in the 

system. 

School Plant Operations 

There was no major problems or controversy concern- 

this area.
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7. Personal Qualities 
  

The superintendent believed he could have displayed 

a much better personal image to the board and community. 

The board stated throughout that they were very pleased 

with his personal qualities. 

_ ANALYSIS 

Many discrepancies exist in this case of dismissal. 

During the interview, the board was very careful in the type 

of answers given and even though the representative answered 

the questions, there often needed to be restatements because 

of the roundabout manner in which they were answered. The 

interviewer received the perception that the board member may 

not have been totally frank during the interview. 

The board's main stated factor for dismissal was the 

superintendent's health problem. It was obvious that this may 

actually have been an excuse for the dismissal rather than the 

major reason. The researcher found no other evidence that sub- 

stantiates the board's claim of the importance of this factor. 

The basic reason for the dismissal appears to have been 

the superintendent's administrative style of leadership. While 

the board did not mention this in the interview, again, the 

superintendent and outside references substantiated this issue 

as the major point of controversy.
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The superintendent's poor relationship with the news 

media was obvious and he certainly realized this issue as a 

major problem. He realized afterwards that in order for a 

superintendent to survive in today's volatile urban educa- 

tional system, he must have a positive relationship with the 

media. 

Another area of disagrement was demonstrated in regard to 

the superintendent's relationship with the city government. 

The board did not believe that he had a sound working rela- 

tionship with the city, while the superintendent did not realize 

any problems existed in this instance and the board may have 

indicated a valid problem that may not have been obvious to 

the superintendent. 

The issue of role and responsibilities of the parties was 

also a major contributing factor for dismissal. The board 

believed they were the school system and that the administra- 

tion, policy making, and all the other duties of running a 

system were their responsibility. They basically wanted a 

superintendent who would concur in this manner with the board. 

The superintendent was not aware of this concept of the board, 

had never worked under those conditions, and was the type of 

individual who could not work under those conditions. 

An area where the board and superintendent again displayed 

a lack of agreement was in his relationship with the board. 

With the major issues described by both respondents, it is
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difficult to understand how the board could describe their 

relationship as ''very good."' A more realistic view was des- 

cribed by the superintendent in his statements. 

Disloyalty and the possibility of the board trying to 

manipulate the superintendent's ambitious administrative staff 

were evident; yet the board stated the reason for the negative 

working relationship as the superintendent's illness. Some of 

his administrative staff was known to covet the position and 

the person who did eventually succeed the superintendent was one 

of the staff members the superintendent had been warned to 

watch. 

If there was any area that the superintendent excelled in, 

it was the educational improvements that were made in the sys- 

tem. Even though the board did not acknowledge them, many 

gains were made by the superintendent in educational programs.
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CASE Bp - DISMISSAL 

THE SETTING 
  

The Community - Population 
Distribution 
  

  

This midwestern city is characterized as having a "middle 

of the road" distribution of residents: a combination of very 

wealthy older white residents combined with a significant poor 

black population. 

The school system has a minority population of approxi- 

mately severty percent including blacks, Hispanics, and other 

groups out of a total student population of roughly fifty 

thousand. 

The rate of growth of the city has been rapidly declining 

over the years. Out-migration of influential whites to the 

suburban areas of the city has been most evident. 

The Community - Financial 
Distribution 
  

  

The State Department of Education classified this city's 

school system as one of the wealthiest in the state. Both the 

superintendent and the board agreed this is not a realistic 

statement since the system's wealth is based largely on indus- 

trial wealth rather than residential wealth. Also, although the 

system had more money per pupil than most other state systems, 

the nature of the programs were actually costing the system a 

great deal more than other districts.
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The school system had maintained the same tax levy since 

the late 1960's. Every effort to increase the levy failed. 

The board did, however, convince the residents to approve a 

minimal school sales tax to increase the revenue the system 

annually receives from the city. 

Both the superintendent and the board agreed that the 

school system could not be considered financially stable during 

the tenure of the superintendent. This was not due to the 

superintendent's inability to manage or finance the system, but 

rather the need to increase taxes in the community or otherwise 

generate additional funds. The political climate was such that 

the understanding of the financial problems of an urban school 

system was not a major priority. The school system managed to 

survive, but faced certain financial problems each year. 

MAJOR FACTORS 
  

Turnover of Board 
  

The decision not to run for reelection by six of the nine 

board members who had hired the superintendent because issues 

were becoming ''too hot" led to the formation of an inexperienced, 

leadershipless board. Inexperience and continued lack of leader- 

ship and knowledge of the problems and pressures of the Board of 

Education were major factors in the superintendent's deterio- 

rating position.
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The superintendent expressed his disappointment in the 

differing philosophies of the board who hired him and the new 

board members who were elected. Previous members of the school 

board had said they would support "a strong superintendent who 

would be a firm chief officer", but the new board did not take 

that stance, the superintendent said. 

Even though most new members were basically supportive of 

the superintendent when elected, their inexperience and miscon- 

ception of their duties led to a negative feeling between the 

parties. The superintendent and the board representative agreed 

in part that each board member felt personally responsible for 

his district. Instead of working together to solve the problems 

of the school system, their conflict with the superintendent 

was caused because of personal loyalties to their sections. 

Both the board and the superintendent stated that the new 

board was so diversified that there was "no way anybody could 

work with the Board of Education.'' The superintendent also 

commented that the individual personalities of each new board 

member were so varied that they based decisions on "emotion, gut 

feeling", not policy or research. 

When asked by the local newspaper for the reasons for the 

system's problems, the superintendent credited the board change- 

over as a major source. A board member was quoted in the same 

article as stating that the superintendent
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1s not alone in his world of superinten- 
dents. All school district and corporate 
boards are subject to change from year to 
year. If the boards are going to be un- 
predictable, that's one of the calculated 
risks he takes when he accepts the job. 

Political Ramifications 
  

Both the superintendent and board agreed that political 

ramifications of the district were factors which contributed 

to the action taken to dismiss the superintendent. The board 

stated that the influence of a racial faction to undermine the 

newly appointed superintendent and get their nominee into that 

position was evident right from the beginning of the superin- 

tendent's tenure. The superintendent also perceived this situa- 

tion as a major problem in his position with the school system. 

Despite the racial faction which voted not to hire him, he was 

assured of their support. They did not and could not support 

him because of various pressuring groups and persons, some of 

whom became directly involved in managing this school system. 

The complexion and make-up of the board was so political that 

both the superintendent and board agreed the situation was one 

the superintendent "could not overcome." 

The superintendent believed that each board member felt 

an elected public official only of his/her district and pro- 

ceeded to work unharmoniously. All represented their own areas' 

needs and wants. The superintendent felt this was one of the 

"most serious complications" he faced.



188 

A political fight for control of the Board of Education 

developed among the new members. The Superintendent saw that 

every issue brought to the board would be decided in a 

"political" fashion. He realized the impossibility of working 

in this environment and brought in outside educational people 

to encourage the parties to work together. Often this was 

ignored. One board member from another urban area told the 

Superintendent she didn't "see how the System could operate at 

all" under those conditions. 

Superintendent Seeking Another 
Position 
  

When news broke that the Superintendent had been actively 

seeking employment in another district, had already been inter- 

viewed, and was a finalist for a position, the reactions were 

varied from board members. 

While neither the superintendent nor board made lengthy 

comments concerning his action to seek other employment as a 

factor for dismissal, local newspaper reports attributed a 

growing negative feeling toward the superintendent to this. 

The board was angered since they first heard of their 

superintendent's job-seeking through a school board association 

member attending a convention. The board member was quoted as 

saying, 

The only thing that surprised me was that 
he (superintendent) had said anytime he was 
dissatisfied he was going to come and tell 
us; if we get unhappy with him, we can sit 
him down.



189 

Another board member added, "I think he (superintendent) 

smelled a rat and decided to jump ship. It's kind of who can 

believe who before the ship goes down." 

Finally, in a later article, one board member claimed 

that some associates believed the superintendent would be in- 

effective because of his "lame duck status" after he confirmed 

he was indeed looking for another position. The board member 

added, "Other board members have criticized the lack of effort 

on the superintendent's part'' since his announcement. 

The superintendent, realizing his mistake, admitted that 

in going for the job interview he had done a "silly thing that 

made them angry, so, as a result, they started on me." 

Teachers' Strike 
  

Both parties felt this area most certainly weakened the 

relationship between the board and the superintendent. 

Although the major issues involved money and working conditions 

of the teachers, the superintendent felt the teachers' union was 

attempting to take advantage of a new superintendent and a new 

board to increase their strength and power. 

The superintendent felt the board had neither long-range 

plans for negotiation nor a competent negotiator representing 

the system. Thus, he became personally involved in the nego- 

tiations, as the focal point of the bargaining talks. He hired 

an attorney to conclude the negotiations but had already become 

involved in something he knew he should not have.
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Though the superintendent did not want certain actions 

against the union leaders taken, the board overruled his recon- 

mendation and he began to involve himself directly in the 

negotiations. The board was notably concerned about settling 

the strike and kept themselves from becoming directly involved 

in the negotiations because they felt they had a “responsibility 

to get the schools opened." The superintendent clarified to the 

board what the situation involved and the importance of their 

sticking together for a quick settlement. The board, though, 

changed their position within the first couple of weeks of the 

strike and created a very serious problem. Ultimately, the 

board realized the superintendent felt they had undermined hin. 

They understood this feeling of undercutting but were not satis- 

fied with the superintendent's performance as spokesman for the 

system because of numerous conflicting newspaper reports and 

other such reasons. 

The superintendent tried to keep the board informed of 

the negotiation process by meeting with then almost daily, but 

their desire to settle the strike and reopen schools was their 

major concern. The board and superintendent were already being 

pressured from the teachers, parents, and community, but the 

way the board took the initiative to settle the strike caused 

deep resentment and problems between them and their chief school 

officer.
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Desegregation 

A federal court desegregation decree had already been 

handed down prior to the superintendent's arrival. In order to 

keep federal monies, a pupil and administrative desegregation 

plan would have had to be developed and implemented immediately. 

The superintendent expected problems since the majority of the 

new board were so diversified in their beliefs and were basic- 

ally anti-integration. He told the board from the beginning 

that he intended to comply with the law and work out methods of 

desegregating that he felt were acceptable to all. The board, 

dissatisfied with the desegregation plan developed, felt it was 

not feasible and instructed the assistant superintendent to 

devise a plan. This plan, according to the board, was not 

acceptable either. 

Eventually, the board notified the federal agency in 

charge that they would form a citizens advisory committee to 

investigate plans for desegregation. A plan was developed, 

voted upon, and implemented by the board. 

Defined Roles and 
Responsibilities 

Probably the most controversial and Significant factor for 

the dismissal of this superintendent was the definition of roles 

and responsibilities. The superintendent did not mention: this 

item specifically as a major factor, but the board, along with 

newspapers, substantiated its importance.
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The superintendent, in an interview with a local news- 

paper, stated one of the main reasons for his disenchantment 

with the board was what he termed increasing "fulltime 

boardmanship" by the school board members. According to the 

superintendent, "This board, as expressed by some members, 

considers me just another employee, and they have leaned 

toward more active boardmanship.'' As an example of the "full- 

time boardmanship", the superintendent described an individual 

board member entering schools in an attempt to solve problems. 

According to the newspaper, the conflict over the super- 

intendent's and board members' roles arose at school board 

meetings when board members claimed certain topics were "none 

of the superintendent's business."' This led to both a loss of 

superintendent support and a misdefinition of the board's and 

superintendent's roles. 

The superintendent tried to force the board to establish 

written roles and responsibilities but with no success. 

Further, even with written definitions of each party, the 

superintendent stated he doubted if the board would have adhered 

to the roles, simply because of the individualism and politics 

of the board. The board differed, they believed it was the 

superintendent who did not want the establishment of roles and 

responsibilities of each party. 

They tried to hold "workshops" to promote better under- 

standing of the responsibilities of the superintendent and
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board, but were shocked when the superintendent approached them 

saying the board had no business holding workshops because 

"it's for me to tell you.'' The board felt it had made an 

honest attempt to assist the superintendent and reach some kind 

of "harmony" with him, but frequently the superintendent did 

not attend the workshops. 

School Closings 
  

The superintendent stated that one major problem was 

closing schools, while the board classified it as one of those 

issues that just began to erode the public's confidence in the 

superintendent. According to the superintendent, he recom- 

mended that a number of schools be closed due to decreasing 

enrollment and building deterioration. Still, the problem of 

closing schools was a very political issue and the board "rode 

the political line rather than take the stand that needed to be 

done", he stated. | 

Both parties agreed the public's pressuring reaction to the 

closing of some schools was a main factor causing very few 

schools ever to close. The board's geographic political factions 

made it nearly impossible to close schools because of community 

pressure on that district's school board member. The board 

realized that when recommendations to close schools were made, 

the committee usually responded negatively. They felt negative 

reactions were normal and did not feel that it constituted a 

major problem for the superintendent.
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SOCIAL FACTORS 

Strikes 

Mentioned in the case earlier as a major factor for 

dismissal. 

Desegregation 
  

Mentioned in the case earlier as a major factor for 

dismissal. 

Outside Noneducational 
Groups 

The superintendent stated that many political, racial, 

  

religious, and community groups were constantly trying to 

influence the superintendent and especially the board's posi- 

tion on issues. Geographic factions in each district attempted 

to influence the superintendent's decisions. A group of reli- 

glous leaders tried to pressure the superintendent and board on 

matters of employment but it was not considered a major concern. 

Stating they were unaware of any pressure groups influenc- 

ing their decisions or the superintendent's judgment in any way, 

although they did mention the ministerial group, board members 

felt they simply wanted to improve a "bad situation in the 

schools."
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POLITICAL FACTORS 
  

Relationship With City 
Government | 
  

  

Both the superintendent and board felt the superinten- 

dent had an "excellent" relationship with the city, including 

a harmonious working relationship with the mayor, city council 

members, and superintendent. 

Effect of Public Elections 
  

Public elections had no effect on the position of super- 

intendent. 

Effect of Board Elections and. 
Turnover of Board 
  

  

Mentioned in the case earlier as a major factor for 

dismissal. 

SUPERINTENDENT COMPETENCIES 
  

1. RELATIONSHIP WITH BOARD 
  

Type of Relationship 
  

The superintendent characterized his relationship with the 

board as "lousy." He did everything he could to keep them 

knowledgeable and updated on matters, but because of the com- 

position of the board he was unable to "pull it together." For 

the first time in his career, the superintendent was not able 

to work along with a board. Group members were so political 

and antagonistic toward one another it just could not work.
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The board, however, felt there was a ''good professional" 

relationship between them and the superintendent, despite 

board members who were constantly “undermining and embarrass- 

ing him publicly." This professional relationship was more a 

surface coverup rather than an honest attempt to work along 

with the superintendent, stated the board. 

Channels of Communication 
  

Both the superintendent and board agreed the channels of 

communication between the two were open and available. During 

the first year of the superintendent's tenure, there were 

approximately 103 board meetings, with the shortest one two 

hours. 

The board sometimes felt that the superintendent played 

one board member against the other, resulting in non-support of 

the superintendent's recommendations. 

Defined Roles and 
Responsibilities 
  

  

Mentioned in the case earlier as a major factor for 

dismissal. 

Support by Board 

During the beginning of the superintendent's tenure, most 

of his recommendations were generally supported. After the con- 

troversy of the teachers' strike action, the board became very 

unreliable in backing any suggestions of the superintendent.
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The board felt this non-supportiveness was due to the feeling 

of no confidence in the superintendent and the different 

factions that had developed against the superintendent. 

After the action for dismissal was initiated, the super- 

intendent stated in a newspaper interview that he felt 

"things I've recommended to the board have been overridden and 

have made me inoperative to do the types of things I want done 

for this school district." 

Specific Reasons for Dismissal 
  

No specific reasons were given, or sought, by the superin- 

tendent when the decision was made to move him into another 

position in the system. 

The board did not initiate any talks concerning their 

action. They handed everything over to their attorneys with 

hopes of settlement as soon as possible. 

2. COMMUNITY RELATIONS 

Feeling of Respect and 
Confidence 
  

  

Overall, the superintendent thought his community relations 

could be rated as "very good to excellent.'' He perceived no 

serious problems with community relations but felt the main pro- 

blem lay in a disagreeing and non-cooperative Board of Education. 

The board felt the superintendent had an excellent relation- 

ship with the business community, but did not feel he had as
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much support and respect from the general community upon his 

departure. 

Test Scores and Programs 
  

Due to the major controversies within this school system, 

these areas were not a prevalent issue during the superinten- 

dent's tenure. 

The superintendent stated that an initiation of a new 

reading project program contributed to a small increase in test 

scores but basically there were no improvements. He concluded 

the community did not believe in the educational process of the 

district and considered it in "complete shambles." 

The board confirmed this, saying that very little was 

accomplished in this area during the superintendent's tenure 

because of the seriousness of other issues. It might have been 

a more controversial issue if not so many other problems were 

evident. 

Relationship With News Media 
  

The superintendent felt he had an excellent relationship 

with all forms of the news media in this city. He believed he 

was treated fairly and a majority of the time was supported by 

the media. 

The board also perceived the superintendent as having an 

excellent relationship with the media. Different members of the 

board had different relationships with the news media, but it
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was generally considered average. 

Alternative Means of 
Communication 
  

  

The superintendent made an honest effort to be available 

for speaking engagements and to inform the community of school 

activities, although this action caused him to be criticized 

by some teachers as never being available in his office. The 

board realized the superintendent's attempt to make himself 

available to the public and considered this one of the super- 

intendent's greatest assets. They were, however, disappointed 

that the superintendent did not try to meet more regularly with 

board members on an individual basis. 

3. BUSINESS AND FINANCE 
  

Budgetary Matters 
  

There was constantly a problem with financial matters of 

the district, the superintendent said. The board, he added, had 

no concept of financial management of a large urban system. He 

tried to reorganize the administrative staff but because of 

political friendships of board members, controversy arose widen- 

ing relations between the parties. 

According to the superintendent, the budget was always built 

"backwards" with no regard for the necessities of the school sys- 

tem. Although a constant problem, it was one which the superin- 

tendent and board came to expect and live with.
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The board felt the superintendent was a relatively strong 

financial administrator, considering the constant budgetary 

problems as something expected. The matter of reorganization 

was a special controversy and each member felt that different 

areas should be eliminated. This issue was a contributor to 

the generally non-supportiveness of the superintendent. 

The superintendent added that each year the budget fin- 

ished in a deficit but was usually bailed out by city or state 

financial support. He thought the board members felt the 

money was available through other means and did not worry 

themselves about the issue. 

Loss of Money 
  

The threat of loss of federal monies for not adhering 

to a federal court order to desegregate was the only incident 

which either the superintendent or board could recall on this 

issue. 

The superintendent did state that the board was not con- 

cerned, even with all their financial problems, with the pos- 

sible loss of twelve million dollars in federal aid because of 

the district's failure to initiate a Satisfactory desegregation 

plan. The district finally adopted a plan for desegregation 

and no monies were lost by the district.
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4. STAFF AND PERSONNEL RELATIONS 

Relationship With Immediate 
Administrative Stati 
  

  

The board viewed the superintendent's working relation- 

ship with his immediate administrative staff as a "good pro- 

fessional"' relationship. The board did not feel that any 

problems of disloyalty or unfairness existed. 

On the contrary, the superintendent felt, because of each 

staff member's political ties with board members, their work- 

ing relationship was not what it should have been. He tried. 

to work and "re-educate'' them but determined they just did not 

care. In general, he said, their relationship was ineffective. 

The superintendent believed some of the administrative 

staff was disloyal and incompetent but could do nothing because 

the new board would not allow him to make any changes in the 

staffing. He realized that his power was limited and that his 

staff members knew this. 

Collective Bargaining 
  

After the superintendent became directly involved in the 

negotiation process during the strike, he never became involved 

again. He was able to hire a personnel administrator, who he 

believed did an excellent job, to handle all further matters of 

negotiation for the district. 

The board perceived his role as an advisor and were also 

very satisfied by the way the administration handled negotiations
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after the strike issue. 

Administrative Evaluations 
  

-_There was no formal means of evaluation of the superin- 

tendent's performance until the action was taken to terminate 

his contract. The superintendent had asked for a means of 

evaluation from the very beginning but mentioned the board 

could not develop an adequate instrument. The superintendent 

felt that this was the case because the "board didn't want to 

sit down and show their weaknesses.'' He added, "The board 

could not set their goals and objectives, much less come back 

and tell me what to do because they did't know where they were." 

The board stated they had developed an evaluation form but 

felt the superintendent would reject the form "unless he could 

evaluate the board.'' The matter of evaluation was dropped and 

never considered again. Both the superintendent and board 

thought an evaluative format would be both helpful and necessary 

to both parties. But, because of the feelings toward the super- 

intendent, it was impossible. '"Serious'’ problems arose when 

the superintendent attempted a realistic job evaluation of his 

administrative staff. The staff knew the superintendent was not 

satisfied, but because of their connections with board members 

knew the superintendent was unable to eliminate them. The 

board acknowledged receiving the superintendent's administrative 

evaluations but did not make any other comments concerning this 

area.
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Recruitment of Immediate 
Administrative Staff 
  

  

The superintendent was told by the board that hired him 

that he had complete authority to change the entire organiza- 

tion. When the turnover of the board occurred, they made it 

clear that this policy was no longer in effect. He gave each 

staff member the opportunity to prove his worthiness, but if 

given the chance for change, would have "eliminated each one of 

them after six months." 

The board acknowledged that the superintendent only re- 

quested the hiring of one staff member and approved this action. 

The board wanted to reserve the Opportunity of interviewing the 

individual but did not believe a problem existed. 

>. EDUCATIONAL LEADERSHIP 
  

Both the superintendent and board agreed that with all the 

other major issues and controversies, not much thought was given 

to the educational leadership of the superintendent. 

The superintendent believed an urban superintendent must 

have a basic understanding of education so he is able to "monitor" 

it, but must have a strong curriculum person designated to handle 

the bulk of this area for success in the system. 

Both parties agreed most of the urban superintendent's time 

is spent on management and administrative matters. They con- 

cluded for the superintendent to be successful, he must be a 

good administrator.
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6. SCHOOL PLANT OPERATIONS 

School closings and their effects on the district and 

superintendent were discussed earlier in this case. 

7. PERSONAL QUALITIES 

The superintendent believed he still had a "good image" 

as superintendent in his former district. He felt he was 

straightforward, never emotional, and a good executive. The 

board felt the superintendent took great pains to make a good 

impression. Generally, he was impressive and capable of han- 

dling himself very well in public. Both parties, however, felt 

the Board of Education had no respect for the position of super- 

intendent at the time the contract was terminated. 

The superintendent felt the respect of his administrative 

staff deteriorated to very little. The board could not comment 

on this area. The superintendent felt he had a vast majority of 

the teachers' respect. The teachers' union president was quoted 

in the newspaper as stating that the superintendent had done a 

"relatively adequate job considering that he had to cope with a 

series of crises in the district.'' The board felt the teachers 

had little respect for the superintendent and really “had no use 

for him." 

Personal Life 
  

The superintendent stated that this experience "ruined my
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life.'' He had trouble coping with the stress of the position 

and it actually "impaired" his judgment in a variety of matters 

simply because the pressure was so great. It was a twenty- 

four hour a day job which caused the destruction of his per- 

sonal family life. 

He concluded by stating the pressures on a superintendent's 

family and self are so great and taxing that a young adminis- 

trator should learn to deal with conflict, management and the 

stress factor if he wishes to succeed as an urban school super- 

intendent. 

SUMMARY 

COMMUNITY FACTORS 
  

Even though the school district's wealth is said to be 

high, this fact is based on industrial wealth rather than resi- 

dential wealth of the system. The inability to be able to gen- 

erate additional taxes made this system's financial status 

unstable. 

The minority population, which is largely composed of blacks 

with the remaining residents Hispanic, totals approximately 

seventy percent of the system's residential and school popula- 

tions. The rate of growth of the city has been steadily declin- 

ing with most influential white families moving to the suburbs.
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MAJOR FACTORS 
  

Many factors were reported and a majority were agreed 

upon by the superintendent and board as major factors for the 

dismissal action. 

The turnover of the board, political ramifications of the 

board, the superintendent seeking another position, the teachers' 

strike, desegregation issue, and a conflict in roles and res- 

ponsibilities of the parties were all factors that were mentioned 

as causing the dismissal of this administrator from his position. 

Each is discussed in the case. 

The one area the parties did not agree upon was the issue 

of school closings. While the superintendent stated this issue 

to be very political and controversial, the board felt the con- 

munity's reaction and other negative feelings on this issue were 

to be expected. They believed this issue to have no impact on 

his dismissal. 

SOCIAL FACTORS 
  

The superintendent believed that many outside pressure 

groups influenced the board concerning their decisions on various 

matters. The board was not aware of any major pressure group's 

influence on their decisions and again felt these actions were 

to be expected. 
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POLITICAL FACTORS 
  

Both respondents asserted that the superintendent had an 

"excellent" relationship with the city government. 

Public elections were never a matter of concern in this 

case. Board members were generally supportive of the superin- 

tendent while running for board positions, but this support 

deteriorated after their election to the board. 

SUPERINTENDENT COMPETENCIES 
  

1. Relationship With Board 
  

The board and superintendent both agreed the relation- 

ship they maintained was less than open and satisfying. He 

termed their relationship as "lousy" while they felt at 

first they had a good professional relationship. They 

later asserted that this type of relationship was really 

not evident and was more a convering up of the total board's 

poor relationship with the superintendent. Even though this 

poor relationship existed, the superintendent continually 

tried to maintain an open and available office. 

Ssupportiveness for the superintendent diminished after 

the teachers’ strike as a feeling of non-confidence in him 

developed. Also, political factions on the board were be- 

coming stronger and more difficult to deal with.
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Community Relations 
  

The superintendent considered his overall community 

relations as good to excellent. The board stated that he 

indeed did have good relations with the business community 

but had little or no support from the general community. 

They also felt that his relations with the news media 

were excellent and alternative means of communications one 

of his greatest assets. 

Business and Finance 
  

While the superintendent felt there were constant 

financial and budgetary problems that contributed to a 

negative feeling for him, the board believed those problems 

were to be expected. He asserted that they had no concept 

of an urban school system's financial difficulties and this 

matter led to many debates that caused a negative feeling. 

The system was threatened often but never lost any state/ 

federal monies. 

Staff and Personnel Relations 
  

The board believed a good sound working relationship 

existed between the superintendent and his administrative 

staff. The superintendent believed this was not so because 

of the individual political ties some staff members had with 

the board.
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There was no formal written evaluation process in 

this situation, but both felt it would have been quite 

helpful. 

A major discrepancy in recruitment of the superinten- 

dent's administrative staff existed. He was told that he 

would have complete authority to change the entire organi- 

zation by the board that hired him. When the board changed, 

the superintendent stated, they did not allow him to make 

these changes. The board declared that he only made one 

request for administrative hiring and that was approved. 

Educational Leadership 
  

It was agreed that because of all the other controver- 

sial issues, very little thought or consideration was given 

to this topic. 

Both did agree, though, that the most important ingre- 

dient for the success of the urban superintendent was his 

management and administrative abilities. 

school Plant Operations 
  

This issue was discussed as a major factor for dismissal. 

Personal Qualities 
  

Both parties agreed the superintendent's personal quali- 

ties were of the highest quality. They agreed that the 

majority of the board had no respect for him but their 

attitudes were different concerning teachers.
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The superintendent stated that this experience 

"ruined his life" and the pressures of the position were 

tremendous. 

ANALYSIS 

The massive turnover of the board that hired the superin- 

tendent was a major issue in this case. There were very few 

experienced board members who understood the problems they 

would encounter. No strong leadership was evident on this 

board and differences in philosophies of the new board and 

superintendent were also contributing factors to the action 

taken. | 

Each board member's connections with different parts of 

the city caused major political overtones in this case. Each 

felt they had to represent their ward at any cost. Minority 

board members were constantly non-supportive of the superinten- 

dent because of their own desires for a black superintendent 

in this city. In a sense, the new board was so diverse, poli- 

tical, and complex in its make-up that it was almost an impos- 

sible situation to survive in. 

The board's dissatisfaction in the way the superintendent 

handled the teachers' strike and desegregation issue led to the 

general non-supportiveness of him. A lack of communication and 

the lack of ability to work harmoniously to settle these issues 

were major factors for dismissal.
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The board did not understand or appreciate the superin- 

tendent's desire to seek a new position without their know- 

ledge. This, he acknowledged, was stupid on his part because 

it gave them the feeling he was deserting the school system. 

Again, the matter of closing schools was more a political 

matter which neither party could control. The board typically 

capitulated under tremendous community pressures due mainly 

to the board's political make-up. 

The superintendent's strong business and media relations 

were not enough to offset the large negative feelings about 

him from the public and board. 

Financial instability was evident because of the board's 

inexperience and lack of financial knowledge. Again, pressure 

from outside groups forced the board to make budget decisions 

that were not fiscally sound for the system. | 

The disloyalty of his administrative staff was caused by 

political ties with board members and a knowledge that he 

could not fire them without approval from the board. 

Each party realized that this was a very difficult situa- 

tion to survive in. All the controversial issues, political 

undertones, and differences in philosophies made this situation 

one in which dismissal was almost inevitable.
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CASE C. - DISMISSAL D 

THE SETTING 
  

The Community - Population 
Distribution 
  

  

This community, described by both respondents as diverse 

and a good cross section of residents, has an influx of 

younger families coming into energy-oriented industries. 

Generally, the city could be classified as average age distri- 

bution. 

Minority groups comprise approximately fifty percent of 

the residential and student population of the system, with 

Hispanics approximately thirty percent of the population. The 

remaining minority population is of black descent. 

This city is experiencing a decline in the number of 

students in their system for various reasons. The reduction of 

the birth rate, younger families moving into the city with fewer 

children and migration of families to the suburbs are among the 

contributing factors to this reduction of approximately thirty 

percent during the last ten years. 

The Community - Financial 
Distribution 
  

  

In spite of high assessed property value, the amount of 

money the city school system receives is not considered high as 

compared to surrounding systems. There is a wide spectrum of 

wealth and poverty within the city. Government workers,
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military personnel, and management personnel all comprise the 

wealth of the community while Hispanic population constitutes 

the poor section of the city. Generally, the city is of 

average wealth distribution. 

Both respondents agreed that the school system has always 

been financially stable. 

MAJOR FACTORS 
  

Two major factors were identified by both the superinten- 

dent and board as being the principal causes for the dismissal 

of the superintendent from his position. 

Turnover of Board 
  

The superintendent was hired by unanimous vote with a 

strong five-man conservative anti-busing group led by two for- 

mer board presidents. Neither of these individuals ran for 

reelection to the board, but before these members left they 

"rammed through" a three-year extension of the contract in an 

effort to "tie the hands of whomever the voters put on the 

board." 

The board election left the board divided into two sepa- 

rate and distinct factions. There was a solid three-member 

liberal pro-busing faction and a three-member anti-busing 

conservative faction. The board president was considered an 

independent on the board, but because of the close friendship
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and relationship he had with the superintendent, he usually 

supported the superintendent's recommendations. 

With this definitive split between conservatives and lib- 

erals, it made the superintendent's job much more difficult. 

Bach faction bitterly resented the other, and for the last two 

years of his tenure, there often was "a negative vote from one 

faction merely because the other side recommended it." 

The superintendent stated that the two groups were so 

‘different philosophically and politically that he was alienated 

from six of the seven members" when he left. The three liberal 

members were so liberal in their beliefs and the three conserva- 

tives were so completely reactionary that there was "no way" he 

could work with them. He further asserted that the liberals 

were the ones that finally ousted him, but it could as easily 

have been the conservatives. An out-of-town reporter remarked 

that "the superintendent was walking down the white lines 

Separating both sides of the road and he was hit by traffic 

going both ways." 

The superintendent was dismissed by a four-three vote with 

the board president casting the deciding vote. The president 

Stated that the board "could not have found a stronger leader 

for a system as complex and diverse, but a Superintendent must 

have a board that stands behind him" and that was not the case 

in this situation, thus his vote for dismissal. He further 

stated that he felt
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A superintendent could not run a system this 
complex and large with just one vote on the 
board; he needed a majority. I could not 
see the system limping along with that kind 
of friction until the contract ran out. 

The superintendent concluded by stating that the "board 

that hired him wanted strength. The board that fired him did 

not. It was a changing board." 

Desegregation 
  

The superintendent was hired with the knowledge that a 

federal court had decreed the city school system must desegre- 

gate. The board had, at the time, a solid five-member anti- 

busing majority that preferred that he take a "soft" leadership 

role in this matter. When the board changed, a more liberal 

aggressive group surfaced to deal with. He followed his slow 

plan to integrate the schools and considered it "one of the 

smoothest operations in the country." 

The liberal faction became very disenchanted and critical 

toward his leadership role and "his general conservatism and 

in particular his lack of aggressiveness in supporting desegre- 

gation." The conservative faction claimed "he was going too 

fast"', but in general he was following the orders of the Court 

in the manner he felt was best suited for the children of the 

system. 

The superintendent took this soft role in integrating the 

schools because of the "emotional" and sensitive feelings 

toward busing in the community. He was quick to point out that
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there were ''no riots or community fights" as in other cities 

that were under court decrees to desegregate. He believed this 

approach successfully served the people and his philosophy of 

the issue. 

During the time before his dismissal, the most outspoken 

critic on the liberal side felt that the superintendent had 

been only "lukewarm" in his efforts to implement the court- 

ordered integration. A conservative member rebutted that by 

stating that the process was following the context of the law 

and was probably "going too fast.'' The board substantiated 

these feelings by stating that some of the board members who 

were "anti-busing felt he was going too fast and the pro- 

integrationists felt he wasn't going fast enough." 

After his dismissal, the superintendent defended his posi- 

tion in the local newspaper by stating that considering the 

children and personnel involved this 

was the only way it would have worked. 
We have, and still have, a divided city. 
I approached it publicly as something that 
had to be done. We took a conservative, 
deliberate stance. The end results speak 
for themselves. This city is known across 
the country as the big city where desegre- 
gation went smoothly and where we've got a 
plan that will keep it working. 

Unfortunately, the board asserted, this deliberate plan led to 

the action to dismiss this administrator.



217 

Defined Roles and 
Responsibilities 
  

  

The board stated that even with written roles and re- 

sponsibilities, problems developed, contributing to a lack of 

confidence and trust in the superintendent. The board charged 

that he had overstepped policy bounds in offering school build- 

ings for use by another school systen, publicly discussing the 

possibility of charging tuition at a traditionally free public 

school, and suggesting the closings of eight elementary schools 

without the knowledge or consent of the board. They also felt 

that statements make to the news media were often too controver- 

sial and did not relect their attitude or policy of the board. 

The superintendent disagreed with the board's perception 

in this matter. He stated the district had no written and 

defined roles and responsibilities of the Superintendent and 

board. He believed not having the guidelines hindered his 

ability to perform effectively, but caused few problems that 

contributed to the dismissal action. 

There were other factors that were mentioned that contri- 

buted to the dismissal action, but neither respondents felt any 

one issue was important enough to cause the dismissal. 

SOCIAL FACTORS 

Strikes 

There was not a teachers' strike or work stoppage at any 

time during the superintendent's tenure in this position.
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Desegregation 
  

The issue was discussed as a major factor for dismissal. 

Outside Noneducational Groups 
  

Both respondents agreed there were "all kinds" of pressure 

groups that both parties had to deal with, but none had a major 

influence on the superintendent's or board's decisions. These 

groups and persons were varied and included civil rights organi- 

zations, city and state officials, revolutionary types, and 

even an American Indian pressure group. 

Some groups did try to pressure the board into changing 

their decision after the vote for dismissal had been taken. 

News media, community and state officials all applied some 

degree of pressure on the board, but they were not influential 

enough to cause a change in their decision to dismiss the leader. 

POLITICAL FACTORS 

Relationship witn City 
Government 
  

  

The superintendent believed he had excellent relations with 

both the city and state government. They were always supportive 

of his decisions and of the school system. 

The board also felt that the superintendent has an excellent 

relationship with the city, but did not believe it has any impact 

on his position. They had a good "working" relationship, but 

were not influential with each other's positions in any way.
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Effect of Public/Board 
Elections 
  

  

Both agreed that the superintendent's position was never 

an issue in either public or board elections. 

Turnover of Board 
  

This was discussed previously as a major factor for the 

dismissal action. 

SUPERINTENDENT COMPETENCIES 

Ll. RELATIONSHIP WITH BOARD 

Type of Relationship 
  

The board characterized the type of relationship that 

existed between the parties as "abrasive."' The fact that 

the board was evenly split and each faction had developed a 

lack of trust and confidence in him contributed to this feeling. 

He was put in the middle as was the board president because of 

their close personal relationship. Still, the board president 

stated, he also, to some degree, shared this lack of trust and 

confidence in the superintendent. 

The superintendent was perceived as a strong man. The 

different factions of the board typically tried to pressure him 

to take a particular stance on a subject and when he did not, 

they would take all their frustrations out on hin. 

The superintendent felt he and the board got along quite 

well socially. He felt, though, he was "alienated" from six
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of the seven members by political and philosophical differences 

and their professional relationship was one of conflict and 

disagreement. Either the liberals or conservatives could have, 

at one time or another, raised the issue of his dismissal; thus, 

he was very vulnerable to the board. 

Channels of Communication 
  

Both respondents claimed the channels of communication 

between the groups were always notably open and frank. No 

one ever hesitated letting their feelings be known. 

Defined Roles and 
Responsibilities 
  

  

Mentioned previously in the case as a major factor for 

dismissal. 

Support of Board 
  

Both respondents stated that in the total operation of 

the district the superintendent generally received the support 

of the board. 

Specific Reasons for Dismissal 
  

Both the superintendent and board stated that no specific 

reasons were given for his dismissal. One board member listed 

areas that led to the lack of confidence in him, but no identi- 

fiable reasons were given to him personally.
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2. COMMUNITY FACTORS 

Feeling of Respect and 
Respect 

Both the superintendent and board believed that he had 

  

the confidence and respect of the community. He stated that 

after he was dismissed, petitions were Signed by over 30,000 

persons opposing the action. The public, the media, and even 

some legislators voiced their dissatisfaction over the firing 

of the superintendent. 

The community had gotten the sense of a strong articulate 

Superintendent, the board said, from the news media. He was 

constantly quoted in the papers and on television. It was a 

major advantage to him and they realized the community reaction 

would be opposed to this action. 

Test Scores and School 
Programs 

Both parties agreed that test score problems were evident, 

  

but this was in no way a controversial or major issue in the 

Superintendent's tenure. 

No school programs were ever issues or problems. The 

school system had many well-taught programs and this aspect 

never was a problem at any time. 

Relationship With News Media 
  

Again, both agreed that the Superintendent had an excel- 

lent relationship with the news media. He was considered
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“good copy" and they followed him around trying to get news. 

Both local newspapers published editorials denouncing the 

action of dismissal. They believed the action was a political 

struggle between the liberal and conservative factions on the 

board. They felt that the Superintendent had done an excel- 

lent job in coping with the different controversial issues and 

stated very strongly that certain board members should resign. 

Alternative Means of 
Communication 
  

  

The two parties agreed that they met socially quite often 

and the superintendent made a point to meed each member indivi- 

dually to discuss any problems they were encountering. Even 

with these meetings there was never a relationship established 

between the two factions on the board that made the situation 

manageable. 

The superintendent was often available to the public and 

extensively used the news media to inform the communities of 

what was going on in the school system. 

3. BUSINESS AND FINANCE 

Budgetary Matters 
  

The superintendent and board agreed there were no budget- 

ary matters that effected the position of the superintendent. 

The superintendent did state one of his immediate administra- 

tive staff members made final budget changes without informing
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him. The board had requested that this staff member initiated 

the changes in the budget. He did not inform the superinten- 

dent until later in the day about these changes and some 

questions were raised as to the loyalty of this person. He 

stated that this 

person was reacting on instinct. He knew 
where the power was and took orders from 
them. It was a tough spot for him--I don't 
think there was any disloyalty intended. 

Loss of Money 
  

Except for a few instances where the system decided not 

to pursue the availability of additional money for the district, 

they both agreed no monies were lost during the superintendent's 

tenure. 

4. STAFF AND PERSONNEL RELATIONS 

Relationship with Immediate 
Administrative Staff 
  

  

A "cordial and good working relationship" was perceived 

by both parties. The only mention of any problems with staff 

members was the possibility of disloyalty of a staff member. 

Collective Bargaining 
  

The system had a Director of Employee Relations which the 

board and superintendent were quite pleased with. The super- 

intendent never got directly involved in the negotiations and 

his advisory role was one that both parties were pleased about.
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Administrative Evaluations 
  

There was no evaluation of the superintendent by the 

board at any time during the administrator's tenure. Both felt 

it would not have had any impact on the situation due to the 

politics of the board. 

The superintendent evaluated his administrative staff, 

but these reports were not shown to the board unless requested 

and there was never a problem with them. 

Recruitment of Immediate 
Administrative Staff 
  

  

The superintendent was given the opportunity to hire mem- 

bers of his immediate staff. He did so slowly and there was 

no evident problems in this area. Some of those recruited 

staff members are still employed by the school system. 

>. EDUCATIONAL LEADERSHIP 

Both parties agreed that the superintendent's educational 

leadership was very good, with mention that "good things" 

happened because he was there. Some things he initiated per- 

sonally and some things he brought in. Most good things that 

happened were done by virtue of the climate that he created. 

The board felt that the superintendent was very "cre- 

ative", not rigid, and willing to look at new ideas; they 

believed he was "ideal" in that respect.
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6. SCHOOL PLANT OPERATIONS 

Because of declining enrollments the system did close a 

few schools during his tenure, said the superintendent. They 

were all tough battles "politically" and many of his recommen- 

dations to close schools were not supported by the board. They 

were very reluctant to close schools because of “populace” 

pressure from the community and teachers. The superintendent 

accepted their decisions, but warned of potential problems in 

the future with the operating of these schools. 

The board felt the closing of schools was "not too bad" 

during this period. A broad-based citizen's committee was 

formed, which the superintendent did not mention, that worked 

on the criteria for the closings of these schools. With the 

community input they felt it went "magnificently smooth, with 

almost no controversy.'' It was expensive because of the staff 

input, but it was a very helpful tool to evaluate the possibil- 

ity of closing schools. 

The superintendent felt the community, teachers, and 

board generally opposed the closings. The board felt since 

the community, teachers, and board were part of the judgment 

process, most supported any proposed closings. Both agreed 

that the immediate administrative staff supported the recon- 

mendations of the superintendent to close schools.
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7. PERSONAL QUALITIES 

Both the superintendent and board agreed that generally 

he demonstrated very positive personal qualities. He was open, 

accessible, and very personable. 

Both felt that the immediate administrative staff and 

teachers had respect for their chief administrative officer. 

The board felt they respected the Superintendent both profes- 

Sionally and personally. He believed they respected him as a 

person, but not as a superintendent. 

Personal Life 
  

According to the Superintendent, both he and his wife are 

very disillusioned and bitter people. It did not destroy his 

confidence, but his wife was extremely hurt. Even now she is 

very guarded in terms of friendships and professional relation- 

ships. He thinks about the dismissal almost daily and con- 

siders the whole incident a personal hurt. 

SUMMARY 

COMMUNITY FACTORS 
  

Minorities comprise approximately half the student popu- 

lation with a majority being of Hispanic descent. The resi- 

dents are classified as "average" with the population having 

declined almost thirty percent in the last ten years. The 

wealth of the system is considered average and the school
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system has always been financially stable. 

MAJOR FACTORS 
  

Turnover of the board and the desegregation issue were 

the two major factors that both parties agreed led to the dis- 

missal of the superintendent. The issue of overlapping respon- 

sibilities was another factor only mentioned by the board, but 

reflected by the superintendent as a major factor. 

SOCIAL FACTORS 
  

No teachers’ strikes ever occurred during the tenure of 

the superintendent. Desegregation was, however, discussed as 

a major factor for dismissal. Outside noneducational groups 

were varied and many but both agreed few had any impact on the 

position of the superintendent. 

POLITICAL FACTORS 
  

Both agreed that the superintendent had an excellent 

relationship with the city government and no public or private 

elections ever made an issue of the superintendent's position. 

Turnover of the board was also discussed as a major factor for 

dismissal.
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SUPERINTENDENT COMPETENCIES 
  

Relationship With Board 
  

The parties both felt the relationship they had was 

not good. The board characterized it as "abrasive" while 

the superintendent believed it "alienated" him from the 

members. 

The channels of communication were always open and 

available to everyone. Both parties were very candid and 

frank and this sometimes caused problems. They both felt 

that the board was generally supportive of the superinten- 

dent. 

No specific reasons for dismissal were stated to the 

superintendent at the time the action was taken. A list 

of contributing factors was read to the media, but it was 

generally stated as a lack of confidence by the board for 

the superintendent. 

Community Factors 
  

Both felt the superintendent was highly respected by 

the community. A petition with over 30,000 signatures was 

presented to the board to demonstrate the community's dis- 

approval with this action. 

Test scores and school programs were never major 

issues and were generally thought to be positive to the 

superintendent's position.



229 

The superintendent's relationship with the news media 

was described as "excellent" by both parties. They usually 

supported the superintendent and were very vocal during and 

after the action to dismiss was taken. 

Many social and club activities were attended by both 

parties. With the two political: factions constantly bicker- 

ing, no unity could be developed by the superintendent. 

Business and Finance 

No budgetary matters or loss of monies were evident 

in this case study. 

Staff and Personnel 
Relations 
  

  

A "cordial" and good working relationship existed be- 

tween the superintendent and his immediate administrative 

staff. A Director of Employee Relations handled all nego- 

tiations with the superintendent in an advisory capacity. 

The board did not evaluate the superintendent any 

time during his tenure. Both agreed it had no impact on 

the position. The superintendent did evaluate his imme- 

diate staff and no problems were evident in these cases. 

The superintendent was given the Opportunity to hire 

his own administrative staff. He proceeded to do so 

Slowly, and some of his selections are still in the school 

system.
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5. Educational Leadership 

Educational leadership was described as "very good" 

by both parties. Both believed the superintendent was 

instrumental in providing excellent education to the stu- 

dents. 

6. School Plant Operations 
  

Political battles were evident in the issue of school 

closings. The pressure from community and teachers was so 

great that the board usually did not support the recommen- 

dations of the superintendent. The board did not perceive 

this issue as a problem. They felt the closings went 

“smoothly, with almost no controversy" because of a citi- 

zen's committee. 

7. Personal Qualities 
  

The superintendent demonstrated a very positive, ac- 

ceptable image within the school system. He was very open, 

frank, and popular with the public. 

ANALYSIS 

Once the board changed and two distinct factions, liberal 

and conservative, were formed, the superintendent's position 

was in danger. The board president was constantly the swing 

vote in matters and was considered to be a firm supporter of 

the superintendent. Still, when the action to dismiss was
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taken, the board president elected to vote to dismiss him 

because he felt the superintendent's effectiveness had dimin- 

ished too much for him to manage the school system properly. 

Almost all issues were controversial to some degree, but 

the desegregation issue was the one that divided the community 

as well. The aggressiveness of the board to "administrate" 

the affairs of the system contributed to the disenchantment of 

both factions with the superintendent.
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CASE Dy - DISMISSAL 

THE SETTING 
  

The Community - Population 
Distribution 
  

  

With more than a ninety percent black population, this 

city's racial composition of the student population is com- 

posed of almost entirely black children. The black population 

is characterized as being relatively young, while the white 

population as aging and single. 

The rate of growth of the community is steadily declining 

with an average loss of approximately 5,000 students per year. 

This loss can be attributed to the declining birth rate, the 

elimination of housing units, and the migration of the resi- 

dents to the suburbs or other areas. Figures seem to indicate 

that there is a slight influx of white families into this city, 

but they have not made any significant impact on the student 

population figures. 

The Community - Financial 
Distribution 
  

  

Some very poor ghetto areas exist within the city, but 

extremely affluent wealthy sections are also found. While more 

than half the students qualify for free lunches and come from 

single-parent families, this system in relation to other sur- 

rounding school districts is of average wealth with few pro- 

blems concerning funding.
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At no time during the superintendent's tenure was the 

school system in fiscal difficulties. The board was concerned 

because even though they believed the system to be financially 

stable, ‘nobody knew it."' It was very difficult for the board 

to gain a perspective on the financial stability of the system 

because of what they felt was the superintendent's ineffective- 

ness to manage financial affairs. Despite minor difficulties, 

the superintendent stated, the system was always fiscally 

stable and balanced its budget. 

MAJOR FACTORS 
  

Turnover of Board 
  

With only two persons remaining on the board that hired 

him, the superintendent believed that the changeover of board 

members was a major factor for his dismissal from this posi- 

tion. The board changed at least four different times with 

each turnover attributed to the political aspirations of the 

former board members. 

The superintendent was hired by a seven-three-one vote 

and after one month, a board election caused him to lose two 

of his supporters. According to the superintendent, the exit 

of these supporters was the "beginning of the end" of his 

tenure even though he really had not had a chance to prove 

his effectiveness.
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Although the new board members never made the superin- 

tendency an issue during their election and did not enter the 

board with a negative attitude, they did question the job the 

superintendent was performing. This doubt of the superinten- 

dent's actions came not only from nonsupporters, but as the 

board changed and the members saw what was happening, also 

from the supporters. 

As the board's composition changed again, the superinten- 

dent continued to lose support. Still, the new members never 

publicized their nonsupport of the superintendent during their 

campaigns, but upon taking office, their feelings became evi- 

dent. 

The reason for the nonsupportiveness of the new board 

members, stated the superintendent, was their opposition to 

“radical change.'"' Basically, the new members were opposed to 

"radical" changes he was incorporating into the system. 

Although the original board that hired the superintendent 

agreed these changes were necessary for the benefit of the 

school system, the new board viewed these changes with fear 

and opposition. 

The board believed that the turnover of members was not a 

significant factor in the dismissal of the superintendent. To 

the contrary, the board believed he gained supporters when 

there was a change, but that this support "rapidly eroded" as 

the new members witnessed the superintendent's lack of admin- 

istrative ability.
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Political Climate 
  

Both the superintendent and board mentioned this factor 

as a contributing cause for dismissal. The superintendent was 

extremely popular with the community and the nonsupportive 

politicians had only a slim chance of being elected to public 

office. 

Generally, board members and politicians did not support 

the superintendent, and at times this was damaging to their 

candidacy for public office. ‘Thus, a political movement to 

remove him from office began developing. The local newspaper 

stated the superintendent's relations with the community were 

so strong that he could probably run for public office and win. 

The superintendent felt that if the superintendency had been 

an elected position, he could have defeated the board. 

The board agreed political factions within the city 

helped remove the superintendent from his position. Some of 

the former board members who had hired the superintendent ran 

for public office to right their wrong and to put pressure on 

him to resign. The board agreed the superintendent had a 

unique quality of remaining close to the public, causing many 

politicians to feel uncomfortable because often they could not 

publicly support him. 

Administrative Ability of 
the Superintendent 
  

  

When the board brought the charges for dismissal, the 

superintendent recalled their main complaint was his inability
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to manage the total affairs of the school system. Highlight- 

ing this inefficiency in management was the administration's 

lack of financial skill. 

In this unique school system, the entire financial situa- 

tion was and will always be a "mess", according to the super- 

intendent. When he was hired he brought with him a competent 

business and finance expert. He attempted to clean up the books 

and straighten things out in order to make some sense from then. 

"Everybody" became upset because what had happened consisted of 

a lot of different 'schemes"’ that had been applied to the fin- 

ancial arrangements to make them work. 

Being an outsider hired with no prior knowledge of the 

intricate and complex financial operations of the system, the 

superintendent acknowledged that his administration did not 

understand what problems were evident. He claimed this was a 

perfect way to "set up" the superintendent if he is an out- 

sider, unaware of the financial funding of the district. All 

the board must do if they want to dismiss a superintendent, is 

to open up the financial situation because it is "a mess." 

According to the board, this lack of management and admin- 

istrative ability was the major factor for the superintendent's 

dismissal. They did state, however, the superintendent's lack 

of managerial ability was not limited only to financial matters, 

but was evident in most of the other affairs. His total lack 

of administrative expertise contributed to a lack of confidence 

in the superintendent.
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Decentralization of District 
  

Again, both respondents believed this issue significantly 

contributed to the dismissal action of the superintendent. 

The decentralization of the school system was controver- 

sial in the approach of instructional changes. The selection 

method for the regional leaders of each section of the district 

was a Main argument in this controversy. The superintendent 

and the board disagreed as to the authority of each to choose 

the regional heads, and hiring restraints were placed on each 

leader. In essence, each faction had a different plan to de- 

centralize and each felt their plan a more practical procedure. 

The communities, under the superintendent's decentraliza- 

tion plan, were organized to create local school boards and 

regional superintendents were hired to oversee each district. 

These regional superintendents were all allowed to hire 

teachers and other personnel for their school district. 

The board felt the fact that the total school system did 

not know how many people it was hiring was ridiculous and con- 

trary to sound management procedures. Personnel control was 

"nonexistent" and highly dangerous to the fiscal stability of 

the district, the board asserted. 

The superintendent also claimed the organization of these 

local districts caused board meetings' attendance to grow to 

such numbers that the board "just got scared.'' When they began 

to criticize the superintendent during board meetings,
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community people defended him. The board alleged the superin- 

tendent was organizing the people to support the chief school 

officer which, the superintendent Stated, was not really the 

case. 

Radical Curriculum Changes 
  

The superintendent believed his radical approach toward 

changes in the curriculum was a difficult issue for the board 

and teachers of the district to deal with. 

The teachers' union took a stand in opposition to his 

superintendency when he asked for a change in the number of 

teaching positions in certain areas. This change was very 

threatening to the union and caused many problems the superin- 

tendent did not anticipate. 

The superintendent tried to change the nature of dealing 

with handicapped children and mainstreaming of students within 

the district. Teachers and supervisors became very upset 

because they equated these changes with the elimination of 

teaching positions. He did not conceive of the teachers see- 

ing these changes as losing positions, but as creating other 

jobs for teachers. It was difficult dealing with a teachers' 

union that was anti-superintendent early in his tenure. 

The board did not feel that the superintendent's "radi- 

cal'' changes in the curriculum were a major factor for his 

dismissal. They felt that the superintendent was a strong 

curriculum developer, but lacked the administrative ability to
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implement these changes correctly. Also, they felt, he did 

not perceive goals and objectives that would have been most 

beneficial to the students of the system. 

Relations With News Media 
  

According to the superintendent, his "terrible" relations 

with the news media was a major factor for his dismissal. 

Most of the time the media was hostile, stated the superinten- 

dent. He felt they were tremendously biased and revengeful 

because of an issue within the system that dealt with the 

interests of one of the local newspapers. There was no one 

the media would allow to report objectively to the public 

because of their dislike and intent to get the superintendent 

fired. 

However, the board felt the media were merely reporting 

what they found out and that they realized the superintendent's 

incompetency. In fact, they gave credit to one of the local 

newspapers as "starting the process that led to the firing" of 

the superintendent. 

The board attributed their mixed relationship with the 

news media to the volatile situation that existed. 

SOCIAL FACTORS 

Strikes 

Though there was a strike threat by teachers during the 

superintendent's tenure due to salary and work hours, the
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work stoppage or teachers' strike never emerged. 

Desegregation 
  

This school system has never been faced with a desegre- 

gation issue because of the already high number of black 

students in the system. 

Outside Noneducational Groups 
  

The superintendent's excellent relations with a majority 

of the community allowed for very little interference of 

antagonistic outside groups. He was confronted by two groups, 

but the issues were not a major concern, and he did not per- 

ceive these groups as a serious threat to his position. 

Only one group, recalled the board, endorsed the superin- 

tendent. They were, in fact, employed by the school district. 

The superintendent had formed this particular group so that 

each regional community district would be kept informed of the 

process of the district. Instead, the board felt this radical 

group became the superintendent's "survival as well as his 

demonstration organization." 

POLITICAL FACTORS 
  

Relationship With City 
Government 
  

  

Relations between the superintendent and city government 

of the school system were characterized at best as "strained" 

with the superintendent. The city was responsible for the
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school system's budget, as well as the buildings and grounds. 

Problems existed prior to the Superintendent's tenure and a 

“boiling kettle" already waited. 

During the first stages of his tenure, the board felt 

there was a good relationship between the parties, but it 

clearly, quickly deteriorated. Although the mayor seemed sup- 

portive of the superintendent, he had to lend his corporation's 

counsel to have him removed, so clearly was not supportive of 

him. 

Effect of Public Elections 

Neither the board or superintendent could distinctly re- 

call any public elections that had either a negative or posi- 

tive impact on the superintendent's position. 

Effect of Board Elections 
  

Both parties agreed that even with the constant turnover 

of the board, most of the candidates did not make an issue of 

the superintendent's position. 

The rationale for this, said the superintendent, was that 

most people realized the superintendent had the support of a 

majority of the people. They saw the hazardous situation and 

downplayed it in fear of causing a major inner-city problem. 

Turnover of Board 

This was mentioned previously as a major factor for dis- 

missal.
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SUPERINTENDENT COMPETENCIES 

1. RELATIONSHIP WITH BOARD 

Type of Relationship 
  

The superintendent felt that he had a good relationship 

with the four members who supported him and a bad relationship 

with the seven who did not Support him. It was a constantly 

divided board and many members were, at times, hostile toward 

each other. 

According to the board, the superintendent made major 

issues out of relevantly insignificant ones, interfering with 

the parties' relations. This was done, they believed, to try 

to keep them on the defensive. 

The superintendent treated people who tried to help him 

in such an inconsiderate and unpleasant manner that any type 

of working relationship that had developed could not be main- 

tained. 

Channels of Communication 

Both parties believed that after a very short period of 

time the channels of communications were closed between the 

board and superintendent. The superintendent stated if he 

had not been so interested in the communities of the district, 

he would have tendered his resignation very early in his ten- 

ure, but his dedication to the people of the community would 

not allow him to do so.
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The board felt that he usually offered very general, 

nonspecific information on important district issues. Since 

they did not trust the superintendent, any possible means of 

communication evaporated quickly. 

Defined Roles and 
Responsibilities 
  

  

Both respondents agreed there were no written, defined 

roles and responsibilities in the district. The superinten- 

dent felt that the board had "no perception" as to their roles 

as policymakers and there were "eleven administrators, each 

trying to run the schools" in their own wards. 

The board was realistic as to the overlapping roles of 

the superintendent and board. They were very active to begin 

with, added the board, and with the superintendent's inability 

to run the school system, they became even more active. As it 

was a constant problem, the board admitted further that some 

board members did take on the role of an administrator, but 

only because there "wasn't any administration going on." 

After the superintendent left his position, there was a 

study committee formed in conjunction with the city govern- 

ment to investigate and clear any discrepancies concerning 

future superintendent's and board's roles and responsibilities. 

Support of Board 
  

Both the superintendent and board agreed that the 

board's reactions to the superintendent's decisions were
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negative after the first six months of his tenure. 

The board did state that during the first stages of his 

Cenure to even question the judgment of the Superintendent was 

a "mortal sin." After the board had had a little bit of time 

to informally evaluate the overall job of this superintendent, 

its supportiveness declined dramatically. 

Specific Reasons for 
Dismissal 
  

  

Through public hearings, seventeen charges were brought 

against the superintendent as reasons for dismissal. They 

were all very well documented and detailed and were made pub- 

lic during the hearing. The reasons covered the full spectrum 

of the difficulties mentioned in the case. 

Although many reasons were documented, the superinten- 

dent believed the real reason for his dismissal was "clearly 

a fear of the mobilization of the black poor to the political 

aspirations of the people sitting on the board." 

2. COMMUNITY RELATIONS 

Feeling of Respect and 
Confidence 
  

  

Both respondents believed the black community supported 

the superintendent profoundly and the white community was 

totally against everything he did. The business community did 

not support or respect the superintendent and even with a 

majority of black supporters, the overall community's
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confidence in him was divided. 

Test Scores and 
Programs 

The issue of radical changes in the district's curriculum 

  

was previously mentioned as a major contributing factor to the 

dismissal of the superintendent. 

Test scores were always a controversial issue. The super- 

intendent believed the reason test scores were so low was 

because the children were not being effectively taught. He 

believed the teaching had to imporve and that instructional 

efficiency schemes had to be implemented. He was against all 

kinds of testing and would not consent to institute a 

competency-based testing program, which the district success- 

fully implemented after the Superintendent's dismissal. 

The board blamed the superintendent for forcing this 

aspect to be a controversial issue. The students in this dis- 

trict declined so greatly on national test score exams that 

they literally "fell off the graph." The board could not 

believe the superintendent's attitude of not wanting to test 

students and viewed his attitude as "purely racial in nature." 

The fact which was of concern to the board was that the 

district's scores were two years behind the big city norms, 

not simply two years behind the national norm. 

Relationship With News Media 
  

Previously mentioned as a major factor for dismissal.
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Alternative Means of 
Communication 
  

  

Early in his tenure there were speaking engagements and 

other informal meetings with the community and board, but as 

the situation deteriorated, outside communication was curtailed. 

3. BUSINESS AND FINANCE 

Budgetary Matters 
  

As the school administration, city government, and fed- 

eral government all played active roles in the approval of the 

budget each year, there were the usual problems that all sys- 

tems face concerning budgetary matters. 

The superintendent's only major controversy dealt with 

nonapproval of funds for positions in the decentralization 

process. In reality the superintendent was not in the posi- 

tion long enough, the board stated, to have any real budget- 

ary problems. 

Loss of Monies 
  

The school system was continuously threatened with the 

loss of money for various program areas, but never actually 

lost any federal or state money. 

The board stated that the school district usually did not 

spend all the monies it was allocated in the budget.
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4. STAFF AND PERSONNEL RELATIONS 

Relationship With Immediate 
Administrative Staff 
  

  

The superintendent believed with half his administrative 

staff he had a sound supportive relationship, while relations 

with the other half were "strained."' He lost several key 

staff members because they "disagreed with his confrontation 

with the board"; this loss of two high level administrative 

staff members was considered a major loss for the superinten- 

dent. 

The board agreed that when the superintendent lost the 

two key administrators, his relations with the rest of his 

staff went from ''bad to worse." The manner in which he handled 

his administrative staff was sometimes questioned as he 

"yelled, shouted, and carried on repeatedly" with staff menm- 

bers. 

Collective Bargaining 
  

The school system had a staff negotiator and the super- 

intendent's position in bargaining matters was never fully 

described. 

Administration Evaluations 
  

While the superintendent stated that the evaluation 

report the board conducted was simply a "mock evaluation" 

used for removal, the board states the evaluation was conducted
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because of the "deteriorating" job of the superintendent. The 

superintendent claims no yearly evaluations were ever reported 

but the board recalled an initial evaluation of the superin- 

tendent early in his tenure which was probably "positive" in 

nature. 

Evaluation of his administrative staff was never a pro- 

blem and a standardized yearly evaluative form was used by the 

superintendent. 

Recruitment of Immediate 
Administrative Stafr 
  

  

Both the superintendent and board agreed that when hired, 

the superintendent was given the opportunity to bring in a 

substantial number of administrative staff members. The 

superintendent took advantage of this agreement, but lost two 

key staff members during his tenure as superintendent. 

9. EDUCATIONAL LEADERSHIP > 

The superintendent described himself as a “superior 

educational leader" but did not believe this competency was 

important for being an urban Superintendent. The most impor- 

Cant aspect of the urban school superintendency was the ability 

to handle or manage conflict and he admitted he was not a 

good manager of conflict. He felt the Superintendency was 

clearly a political position, and must be recognized as such.
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The board believed that the superintendent was a "good 

diagnostician, but a bad prescriber.'"' He could describe the 

plight of black children's education problems and begin de- 

Signs toward total curriculums, but he could not cope with 

what to do with kids in the fifth grade who were three years 

behind the norm. 

The board considered the superintendent to be generally 

"very, very good" in matters that had to do with research and 

development in education. They felt he was "very, very bad 

in the nuts and bolts" of running a multi-million dollar 

enterprise. 

The board saw the business and financial aspects as the 

main strengths an urban school superintendent presently needs. 

The superintendent differed, however, saying a “changed popu- 

lace" was the strength needed to survive in today's urban 

educational system. Business expertise could always be gained, 

he said, through the hiring of a strong business manager. 

6. SCHOOL PLANT OPERATIONS 

Both parties agreed that although the possibility of 

closing schools was a constant issue, other issues were so 

volatile and controversial that this issue was never considered 

a major one. 

No schools were ever closed during the tenure of the 

superintendent, even with the dramatic yearly decline in the
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Student population. The decrease in enrollment figures made 

some buildings available for other uses within the community. 

7. PERSONAL QUALITIES 
  

The superintendent perceived himself as a definite 

“confrontationist.'' He was considered "a maverick, aggres- 

Sive, militant, and a change agent--a radical in education." 

The board characterized the superintendent as an "ex- 

tremely vindictive, ivory tower type person," saying he 

should not be an urban superintendent. He was considered a 

conservative and brought the "good ole boy" policy into the 

system, not attempting to change it. He was good at placing 

people on the defensive, completely without their expecting 

it. 

The board and superintendent agreed that the Board of 

Education and administrative staff had little respect for the 

Superintendent at the time of his dismissal, but some teachers 

respected the superintendent for his educational beliefs and 

attempts. 

Personal Life 

The superintendent stated that the position was a 

twenty-four hour job which put a tremendous strain on him. 

Harrassment by people constantly was a major problem, but his 

family was very supportive of his efforts throughout the 

tenure.
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SUMMARY 

COMMUNITY FACTORS 
  

The loss of approximately 5,000 students per year due 

to elimination of housing units, declining birth rate, and 

migration of residents to the suburbs has left this school 

district with a black student population of over ninety per- 

cent. The residents are characterized as being relatively 

young and there is now an influx of white families back into 

this city. 

Even though most of the families are relatively poor, 

there are some very prestigious and wealthy areas in this 

city. This had allowed for the system to be fiscally stable, 

with an average wealth in the community. 

MAJOR FACTORS 
  

Three areas of discrepancy existed in the perceptions of 

the parties. The first was the turnover of the board. The 

superintendent reported that after he was hired by a seven- 

three-one vote, a board election caused him to lose at least 

two supporters. Eventually, he lost a majority of his support- 

ing votes, and because his unique style and abilities did not 

fit the new board's ideals, the action for dismissal occurred. 

The board felt the change might have allowed him to gain sup- 

porters, but after they saw how incompetent he was, the backing 

deteriorated rapidly.



252 

The board asserted that the superintendent's total lack 

of administrative ability was the major reason for the dismis- 

Sal action. He believed being an outsider and not knowing the 

complexities and intricacies of the system caused this per- 

ception, even though it was not true. 

The superintendent felt his radical curriculum changes, 

which were approved by the board that hired him, also contri- 

buted to this action. The board felt that he was a strong 

curriculum administrator, but his inability to implement these 

changes destroyed their purposes. 

The other areas that were mentioned were agreed by both 

parties to contribute to this dismissal of the superintendent. 

They included political climate of the system, decentralization 3 

and poor media relationships. 

SOCIAL FACTORS 
  

There was never a teachers' strike or desegregation issue 

in this system during the tenure of the superintendent. Little 

influence was exerted by outside pressure groups in this situa- 

tion. 

POLITICAL FACTORS 
  

Both agreed that relations with the city government were 

"strained" at best with the superintendent. Problems existed 

before he arrived and that only added to his difficulties.
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No public or board elections ever concerned the superin- 

tendent's position in any way. 

SUPERINTENDENT COMPETENCIES 
  

1. Relationship With Board 

All areas of this competency were negative or closed. 

They both agreed that this total negative feeling contri- 

buted to the dismissal, but was not specifically a major 

factor. Each is explained in detail in the case. 

2. Community Relations 
  

Again, all areas of this competency were agreed to 

contribute negatively to the superintendent's position. 

Both parties did agree, though, that he had attracted and 

developed a large amount of community backing and support. 

This support was generally positive with the black conm- 

munity, but negative with the white and business communi- 

ties. 

3. Business and Finance 

The superintendent felt because of the different 

forms of governmental approval needed for this system's 

budget, problems were evident every year. This caused 

him to appear unable to handle the financial matters, an 

untrue belief, he felt.
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Staff and Personnel 
Relations 
  

  

The constant confrontation between the parties con- 

tributed to the problems between the superintendent and 

his immediate administrative staff. He lost some key men- 

bers of his staff and relations among the remaining members 

went from "bad to worse." 

Educational Leadership 
  

Both parties agreed there was no question of the 

superintendent's educational leadership abilities. The 

problem was that he could not seem to implement his pro- 

grams in a manner satisfying to all. 

The superintendent mentioned a "changed populace" 

was needed in today's urban school system, while the 

board stated the business/financial aspects were the most 

important. 

School Plant Operations 
  

Although there was a significant decline in popula- 

tion, no schools were ever closed and this was never an 

issue. 

Personal Qualities 
  

Both respondents believed that the personal quali- 

ties displayed by the superintendent were negative. He 

felt these types of qualities were needed in this system 

for survival.



They agreed that the board and administrative staff did 

not have any respect for him, but some teachers may have felt 

differently. 

ANALYSIS 

During the course of the superintendent's first year in 

the position, both parties realized this situation was not 

working. The philosophies of the board were so different from 

the board that hired the superintendent that survival was slin. 

The superintendent realized this change plus other negative 

factors, such as political climate of situation, his poor 

relations with news media, and other controversial issues, 

would eventually lead to his dismissal. He wanted to make 

some educational impact for the community and students of the 

district and in doing so alienated many parts of the system 

against him. 

The board felt he should not have been hired because 

of the lack of experience needed to run the school system 

efficiently. The lack of administrative ability in all 

areas of concern and the superintendent's abrasive manner 

in handling most issues allowed them to feel that the only 

course of action in which the school system would benefit 

would be in the dismissal of this person. 

TABLE SUMMARIES OF AREAS OF CONCERN 

Five main areas of concern were investigated in this 

study concerning the retention and dismissal of superintendents
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in urban city school systems. They included community factors, 

social factors, political factors, superintendent's competen- 

cies, and major factors for retention/dismissal of the super- 

intendents. Each section is summarized and stated in rela- 

tionship to each individual case study. These summary tables 

allow for conclusions and recommendations to be made with 

regard to the data obtained in each of the cases. Each table 

has been constructed so that perceptions of superintendents 

and school board presidents/chairpersons or designees can be 

caompared and analyzed in each case (Table 4.1-4.12).
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Case B - 

3 dD " vote + Yes Major Poblems Nonsuppprtive Nd 
Lousy . 

Moe ee. Exigted 
: No- Yes- 
Case C, - - . le 

D alienated" t'Abrasive" Y¢s Hindered | Major Supporfive Np 

eee Position {Problems 
. Nb- 

Case D Maiorit . 
D ayorney _ Nb Heavy Boayd Inter- Nonsuppprtive Yes 

ference in Admin.                     
  

0
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Vable hy a) 

af. 
ae 

SUMMARY OF SUPERINTENDENT'S COMPETENCTES 

RELATTONS 

Was there a feeling 
of confidence and 
respect from community 
concerning the position 

2. COMMUNITY 

Effect of test scores 
and school programs on 
the position of the 

What type of rela- 
tionship was demon- 
strated between the 
superintendent and 

+ Posilive 

- Negative 

0 No effect 

‘Were chere any alter- 
native means of com- 
munication between 
superintendent, board, 

  

  

  

  

  

  

  

  

  

of superintendent? superintendent. News Media? and community? 

Retained Supt Bd Supt Bd Supt Bd Supt Bd 

Case Ap Yds 4 + 4: + Yes 

ac i Public-No 
Case BR Yes Business- _ 0 0 t - Yes 

Yes 

Case Ce Nb 0 0 4 + Yes 

Case De Ybs + + + t Yqs 

Dismissed 

Case An Nb + + - - Yes 

co Public No 
Case By Yes Business- 0 0 + i Yes 

Yes 

Case Ch Yts 0 0 + t Yes 

ees Black Community Yes 
Case Dy | White Comunity No - - - - Nb 

business Cdmmunity No                       

etc. 

This section dealt with additional meetings of superintendent and board; between themselves and public. 
Speaking engagements, luncheon affairs, committee meetings, 

1
9
2



Table 4.6 

Were there any budgetary matters 
that had an effect on the super- 

SUMMARY OF SUPERTNTENDENT'S COMPETENCTES 

BUSINESS AND FINANCE 

Did the school district 
ever lose any federal / 

  

  

  

  

  

  

  

  

  

intendent's position? state monies? 

Retained Supt Bd Supt Bd 

Case AR Np Yes - 
No Problems 

Case Be Np No 

Case CR Nb No 

Case Dp Np No 

Dismissed 

Case An Nb Yas - 

No Problems 

Case By Yds No 

Case Cy Nb No 

Case Dy Np No           

9
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Table 4.7 

SUMMARY OF 

4. 

What type of working 
relationship was 
demonstrated by supt 
with his immediate 

SUPERINTENDENT'S COMPETENCTES 

STAFF AND PERSONNEL RELATIONS 

What role did the 
supt have in col- 
lective bargaining 

Were there any 
administrative 
evaluative tech- 
niques of the 

+ Positive 
- Negative 

Was the supt given 
the authority to 
recruit his own 
administrative staff 

  

  

  

  

  

  

  

  
  

                

administrative staff? process? Supertintendent ? when he was hired? 

Retained Supt Bd Supt Bd Supt Bd Supt Bd 

Case Ap + + Advitory Nob Yes 

Case Bp +: ' Advibory Yds Yes 

‘Case Cp + { Advibory 
Nb 

Yes 

Case DR + t Advibory No Yes 

Dismissed 

Case Ap - - Advibory No Yes 

Case By - + Advibory Np No Yes 

Case Cy + + i Advibory Nd Yes 

Case Dy Have ~ Advibory Yes Yes     

C
9
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Table 4.8 

SUMMARY OF SUPERINTENDENT'S COMPETENCTEES 

9. EDUCATIONAL LEADERSHILP 

How were the supt's 
educational leader- 
ship abilities rated? 

Ts this educational 

leadership ability 
the most essential 
quality of the urban 
city supt? 

  

  

  

  

  

  

  

  

  

          

Retained Supt Bd Supt Bd 

Case A _ Adm. R + + Yes No Ability 

Mgmnt. & 
Case BR t + Yes No- Business 

Abilities 
, But Supt's 

Case CR { + Yes- Role No 
Changing 

Case D, Political 
R t + No - Leadership Yes 

Dismissed 

— Case A Control & 
D + ~ Yes No- Adin. of 

District 

Case B Could Not Be Good N Mgmt. & 
D Determined By|Respondents No-,dministratorpo,, 4dm- _ y Matters 

Case C Working With), | Adm. 
D + + No - Board NO Role 

ne Ability To . 
Case Dp + - No- Handle No -Pusiness/ 

Conflict 
  

+ Positive 

- Negative 

7
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Table 4.9 

Was there a problem 
of declining enrollment 
in the school district? 

Did this decline cause 
the closing of schools? 

SUMMARY OF SUPERINTENDENT'S COMPETENCIES 

SCHOOL PLANT OPERATLONS 

Support Of School Closings By   

  

  

  

  

  

  

  

  

  

Community Teachers Adm. Bd. 

Retained Supt Bd Supt —_ Bd Supt Bd Supt Bd Supt Bd Supt’ Bd 

Case Ap Nb *Nho Np Yds Yes Yas 

Case Bp Yds Yes Nd Yds Yes Yds 

Case Ce Yds Yes Np No Yes Yes 

_ Case De Yds Nb -.---}----4----- 4------}-----}-----}------, -- 

Dismissed 

Case Ap Nb ----$--- |) J nent }.---4-----J------}----- Jo- LL ee {_.- 

_ Case By Yds Yes Nb Np N/A N/A No 

Case Cy Yds Yes No Yes No Yes Yes No Yes 

Case Diy Yds Nb- |  8[ -----b----4----- jo..--- ~---- $~----|------4 --                               

* Declining enrollment was not a cause for the closing of schools, but schools were closed because of 
location, age, and growth patterns of district. 

G
9
C



Vable 4.10 

What type of personal 
qualities were displayed 
by supt during his 

+ Positive 

- Negative 

N/A No Answer 
SUMMARY OF SUPERTNTENDENT'S COMPETENCLES 

tenure? 

PERSONAL QUALITIES 

Respect For The Superintendent From 

Immediate 

Adm Staff Teachers bd of Ed 

  

    

  

    

  

  

    

  

  

Retained supt  — Bd Supt Bd Supt Bd Supt Bd 
Case R + + Yes Yes Yes 

Case B, + + Yds Nb Yes 
. 

Did Case C, + + Yds No Not Yes 
Know 

Case R + 4. Ye S Yes No Yes Toss 
Up 

Dismissed 

Case p Neu- 
tral + Yes |N/A Yds No Yes 

Case 
D + -+ No N/A Yes No Nq 

Case 
D “+ + Yes Yés No Yes 

C 7 
ase D _ _ 

Np Ya Ss No                     

99
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Table 4.171 
SUMMARY OF 

MAJOR FACTORS FOR 

SUPERINTENDENT /BOARD PERCEPTIONS 

Major Factors For Retention 

Case A 

Supt 

R 
Bd 

RETENTION 

Case B 

Supt. 
R 
Bd 

  

Defined Roles and Responsibilities * 

Case 

Supt 

C 
R 
Bd 

Case 

Supt 
R 
Bd 

  

  

Supt Fitting Qualifications of Bd oP
 

  

Building and Finance 
  

Working Relation with Conmunity 2 

  

Working Relation with Bus. Community 
  

Working Relation with Immd. Adm. Stf. 
  

Supt's Desire Not to Leave Position 
  

Passage of Tax Election 
  

Reorganization of Adm. Structure 
  

Working Relation with Board 
  

Longevity of Position te 

  

Handling of Teachers' Strike 
  

Handling of Desegregation Issue 
  

Support of Adm. Staff             *       

L
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Table 4.12 

Major Factors For Dismissal 

SUMMARY OF 

MAJOR FACTORS 

  

Defined Roles and Responsibilities 

FOR DISMISSAL 

SUPERINTENDENT /BOARD PERCEPTIONS 

Case 

Supt 

1 

Bd 

Case 

Supt 

C 

Bd 

Case 

Supt Bd 
  

  

Lack of Leadership Role 

  

Supt's Poor Relationship With News Media 

  

Supt 's Health Problems 

  

Turnover of Board 

  

Political Ramification of Board 

  

Supt Seeking Another Position 

  

Supt 's Handling of Teachers' Strike 

  

Supt's Handling of Desegregation Issue 

  

school Closings 

  

Radical Curriculum Changes 

  

Decentralization of Schvol Districts                 
  

8
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CHAPTER V 

SUMMARY AND CONCLUSTONS 

SUMMARY 

INTRODUCTION 
  

Tenure rates of urban superintendents have decreased 

significantly from 6.5 years in 1953 to just over 4.0 years 

in 1973.1 This reduction in the length of tenure of the super- 

intendent is partly due to school boards hiring administrators 

who they feel will solve their school districts' problems and 

the ultimate but inevitable failure of the administrators to 

3 ? and Scott? agreed that do 30.7 Fowler, Johnson, ~ Betchkal, 

the reasons for the satisfaction or lack of satisfaction of the 

superintendent's abilities to perform his duties shculd be 

  

tarry Cuban, "Urban Superintendents: Venerable Experts," 
Phi Delta Kappan, (December, 1974), p. 281. 
  

Phillip G. Jones, "The Search for the Vanishing Superin- 
tendent,'' The American School Board Journal, 
(September, 1975), p. 24, 

>charles W. Fowler, "When Superintendents Fail," The 
American School Board Journal, (February, 1977), p. 21. 
  

“Carrol Johnson, "Superintendents Are Benched When They 
Make These Avoidable Mistakes,'' The American School 
Board Journal, (March, 1979), pp. 25-27. 

  

  

> James Betchkal, "How to Fire a Superintendent,'' The American 
School Board Journal, (April, 1972), p. 23. 
  

SHugh J. Scott, “The Urban Superintendency On The Brink," 
Phi Delta Kappan, (December, 1976), pp. 347-348. 
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investigated. Though statewide studies have been conducted, 

the literature revealed that a study concerning the retention/ 

dismissal of major urban school superintendents from across 

the nation had never been conducted. 

The purpose of this study was to investigate those 

factors most likely to discriminate between dismissed and 

retained superintendents in selected urban school systems 

between 1975-1979. 

An ex post facto case study methodology was used to 
  

provide an indepth understanding of the factors that lead to 

retention/dismissal of superintendents in urban school sys- 

tems. Young stated that the "most meaningful studies" in 

the social sciences are those linked with case studies, 

mainly because case studies are able to describe accurately 

the interrelationship of the factors to be studied, / 

Van Dalen further asserts that even though case studies are 

"narrower in scope, they are more exhaustive and more quali- 

tative in nature than a survey, '"° 

The major rationale for using the case study method was 

the lack of information and understanding regarding the 

  

‘Pauline V. Young, Scientific Social Surveys and Research, 
(New Jersey: Prentice Hall, Inc., 1956.) 
  

Snebold Van Dalen, Understanding Educational Research: 
Enlarged and Revised, (New York: McGraw Hill, 1966), 
p. 216. 
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factors related to the retention and dismissal of superinten- 

dents in urban school systems throughout the country. This 

case study methodology, Stake asserts, provides a method for 

“adding to existing experiences and humanistic understanding."” 

This understanding was necessary to provide meaningful des- 

cription of the factors under study. 

The population of this study was represented by a sub- 

group of the National School Boards Association designated as 

the Council of Urban Boards of Education. Fifty-five urban 

school systems were listed as members (Appendix A). Fourteen 

of these systems were identified as having dismissed their 

superintendent during the study period. Four of the fourteen 

school systems were randomly selected and their former super- 

intendents and school board chairpersons contacted for parti- 

cipation in the study. Four urban school systems that closely 

approximated these systems, but which had retained their super- 

intendents were then selected. Their superintendents and 

school board chairpersons were contacted and asked to partici- 

pate in the study. All the superintendents contacted consented 

to become part of the study. One school board chairperson 

from each the retained and dismissed groups was unable to 

participate in the study. 

  

Robert Stake, "The Case Study Method in Social Inquiry," 
Educational Researcher, (February, 1978), pp. 5-7. 
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In the dismissed case, the school board chairperson unable to 

participate in the study designated a school board member who 

had served during the time the superintendent was hired and 

dismissed. He was able to participate. The retained school 

system's board chairperson that was unable to participate at 

the time of the interview process designated a former board 

president, who was currently on the board, and he consented to 

become a part of the study. 

The data for this study was obtained primarily from 

personal interviews with the participants. Newspapers and 

other written documents were requested and obtained in some of 

the cases investigated. Some of the written material was very 

useful, while in other cases there was little or no helpful 

material available. Semi-structured interviews were conducted 

with the selected superintendents and school board chairpersons 

or their designees. Each group was asked questions concerning 

their perceptions as to the factors that were responsible for 

or contributed to the retention or dismissal of the superin- 

tendents. Through these interviews, it was possible to iden- 

tify potential factors that contributed to retention or dis- 

missal of urban school superintendents. The specific research 

questions identified and addressed by this research study were: 

A. What factors, as perceived by the dismissed superinten- 
dent, were responsible or contributed to the dismissal 
of the superintendent from his position?



B. What factors, as percieved by the retained superintendent, 
were responsible or contributed to the retention of the 
superintendent in his position? 

C. What factors, as perceived by the school board's president/ 
chairperson or designee, were responsible or contributed 
to the dismissal or retention of the superintendent? 

D. Were the perceptions of the dismissed/retained superinten- 
dents similiar to those of the school board presidents/ 
chairpersons or designees concerning the reasons for 
retention/dismissal? : 

SOCIAL FACTORS 
  

Teachers' Strike 
  

All four of the retained superintendents and their boards 

agreed that the superintendent's handling of a teachers' 

strike had helped the superintendent to retain his position. 

Only one of the dismissed superintendents experienced a 

teachers' strike. The superintendent and his board believed 

that the teachers’ strike, in this instance, had contributed 

to the board's decision to dismiss the superintendent. 

In all of the retained cases, the superintendent was in 

constant communication with the board concerning the actions 

taken by the superintendent during the strike situation. The 

board generally approved and supported the superintendent's 

actions and felt they were a integral part of the decision 

making progress to solve the strike situation. The dismissed 

case was punctuated by the disagreement between the superin- 

tendent and board concerning the manner of the superintendent's 

actions. Many problems developed between the superintendent 

and board as to the direction the school system should pursue
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to settle the strike. Thus, the manner in which the board 

approved or disapproved the superintendent's handling of a 

strike situation proved critical to the decision regarding 

the retention or dismissal of the superintendent. 

Desegregation 
  

Two retained superintendents and their boards viewed the 

superintendent's handling of a desegregation issue as having 

had a positive effect on the Superintendent. One superinten- 

dent could not comment on this issue because a court decision 

was still pending. The final superintendent agreed with the 

remaining two boards that the superintendent's handling of a 

desegregation issue had no effect on the board's decision to 

dismiss or retain. 

Only two of the dismissed superintendents experienced a 

desegregation case. In both of these cases, the superinten- 

dents and their boards agreed that the superintendents’ 

handling of this issue had a contributing influence on the 

boards' decision to dismiss the superintendent. 

The occurence of a desegregation issue in a school SyS- 

tem does not, in itself, tend to influence a decision for 

retention or dismissal of the superintendent, but rather the 

manner in which the superintendent works with the board in 

deciding together the best direction the school system should 

pursue is crucial to the board's decision to retain or dismiss 

the superintendent. Unlike the retained cases, the dismissed
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cases were illustrated by different philosophies and directions 

between the superintendent and board concerning the desegre- 

gation issue. 

Outside Noneducational 
Pressure Groups 
  

  

Two retained superintendents and their boards agreed that 

outside noneducational pressure groups had a positive effect 

on the superintendent. The other two retained superintendents 

and their boards believed that these special interest groups 

had no effect on the boards' decision to retain the superin- 

tendent. 

Three dismissed superintendents and all four boards of 

the dismissed superintendents believed that outside noneduca- 

tional pressure groups had no effect on decisions of the 

board to dismiss the superintendent. The remaining superin- 

tendent felt that these pressure groups had a negative effect 

on the boards' decision to reemploy him to his position. 

The findings indicated that even though noneducational 

pressure groups were evident, the majority either had a posi- 

tive influence or no influence on the decision to retain or 

dismiss the superintendent. Most groups were recognized as 

special interest groups. The pressures they placed on the 

superintendent and board were generally recognized as some- 

thing that must be dealt with in most school systems.
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POLITICAL FACTORS 
  

Relationship Between Superintendent 
and City Government 
  

  

All retained superintendents and three boards of the 

retained superintendents were in agreement that a positive 

relationship existed between the superintendent and city 

government. One board believed that the superintendent and 

the city government had a negative relationship. 

In the dismissed cases, three superintendents and two of 

the boards felt a positive relationship existed between the 

superintendent and the city government. The remaining super- 

intendent and boards believed inadequate relationships had 

been established between the parties. 

Thus most of the superintendents and boards within this 

study agreed that the superintendent and city government had 

a positive working relationship. There was. no evident impact 

on the board's decision to retain or dismiss the superinten- 

dent due to this relationship, however. 

Superintendent's Position An Issue 
During Public Elections 
  

  

In both the retained and dismissed cases, all the super- 

intendents and boards stated that issues concerning the 

school superintendent were never involved during any public 

elections.



Superintendent's Position An Issue 
During Board Elections 
  

  

In nearly all the cases (except for one retained super- 

intendent) superintendents and boards agreed that the super- 

intendent had not been an issue during any board elections. 

Most persons who ran for the board of education did not make 

the superintendent a focal point of the election. Election 

year politics did not, therefore, have a dramatic impact on 

the board's decision regarding retention or dismissal of the 

superintendent. 

Vote to Hire and Retain 
the Superintendent 
  

  

In three of the retained cases, the superintendent was 

originally hired by an unanimous vote of the board. Of 

these three, two were retained by a unanimous vote while the 

other was retained by a split vote of the board. The only 

superintendent who was hired by a split vote was also 

retained by the same split vote. 

Vote to Hire and Dismiss 
the Superintendent 
  

  

Three of the dismissed superintendents were hired by a 

split vote. Two of these superintendents’ contracts were 

subsequently "bought out" and the board vote not made public. 

The remaining superintendents, one who had been appointed by 

a unanimous vote and the other hired by a split vote of the 

board, were dismissed by a majority vote of the board.
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Turnover of the Board 

All the retained superintendents and their boards agreed 

that the turnover of the board was not a contributing factor 

in the action to retain the superintendent. All the dismissed 

superintendents and their boards agreed that the turnover of 

the board was a contributing factor in the action to dismiss 

the superintendent. Turnover of the board was the major 

reason for dismissal that was stated most often by the dis- 

missed groups within the study. 

Boards of Education tend to change during the tenure of 

the superintendent. In some instances the impact and ramifi- 

cations on the superintendent are greater than in other sit- 

uations. Superintendents who are hired by a unanimous vote 

of the board are less likely to be affected by the turnover 

of the board than a superintendent who had been appointed by 

a split vote. Since change in a board of education occurs in 

most cases, the orientation, care, and handling of new board 

members in crucial to the new board members' perceptions of 

the job the superintendent is doing. 

SUPERINTENDENT PERFORMANCE 
IN SELECTED AREAS 
  

1. Relationship with Board 

Type of Relationship Between 
Superintendent and Board 
  

  

All the retained superintendents and their boards 

believed a positive relationship existed between the
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superintendent and the board. 

One dismissed superintendent and two boards believed 

that a positive relationship existed between the superinten- 

dent and board. The remaining three dismissed superintendents 

and two boards believed that a negative relationship existed 

between the parties. 

The type of relationship created and maintained by the 

superintendent and board was very important to the satisfaction 

the board felt with regard to the superintendent's retention 

or dismissal. The ability of the superintendent and board to 

work in a harmonious fashion, and perhaps just to feel good 

about each other, is critical to the board's action to retain 

or dismiss the superintendent. 

Channels of Communication Between 
puperintendent and Board 
  

Open and distinct channels of communication were believed 

to be present and evident by all the retained superintendents 

and boards. 

Two dismissed superintendents and two boards felt that 

open channels of communication existed. The other two dis- 

missed superintendents and boards believed that these channels 

were less than adequate. 

In most cases, the superintendents made a concerted 

effort to be available to board members and to communicate 

openly and freely. This ability appeared important in the 

establishment of a positive working relationship between the
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superintendent and board and substantial impact can be 

attributed to this factor as it pertains to the action to 

retain or dismiss. 

Written and Defined Roles 
and Responsibilities 
  

  

Iwo retained superintendents and boards agreed that even 

though written and defined roles and responsibilities were 

present, problems concerning the appropriate duties and res- 

ponsibilities of superintendents and boards still existed. 

One superintendent and one board stated that roles and respon- 

sibilities were defined and no problems were evident. In the 

one retained case, it was indicated that roles and responsi- 

bilities were not written and defined, however, both the 

superintendent and the board stated that no major problems 

were evident due to lack of this formality. 

Three of the four dismissed superintendents stated that 

no written and defined roles and responsibilities of the 

superintendent and board existed. Two of the dismissed 

Superintendents' boards stated that written roles and res- 

ponsibilities were indeed present. The remaining boards 

stated that roles and responsibilities were not defined. 

Only one of the four board members stated no problems existed 

between the parties in this area. 

Written roles and responsibilities of the superintendent 

and board were not typically well defined. Problems existed 

in many of the cases and the need for the superintendent and
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board to establish and review detailed roles and responsi- 

bilities of both the superintendent and board is evident and 

necessary. The lack of written roles and responsibilities of 

the superintendent and board can lead to conflict between the 

parties, a greater chance of difficulties existing between 

the parties, and the feeling of discontent and unsatisfaction 

by the board with a greater chance for a dismissal action. 

Supportiveness of Board 

All the retained superintendents and their boards agreed 

that the superintendent received the general support of the 

board concerning decisions made. 

Two dismissed superintendents and their boards felt that 

the board did not support the superintendent, while two dis- 

missed superintendents and their boards believed the board 

did support decisions made by the superintendent. 

Support of the superintendent's decisions by the board 

of education is critical for the existence of a sound work- 

ing relationship between them. Nonsupportiveness of the 

board is one of the first indicators of the board's lack of 

satisfaction in the job of the superintendent and may well 

lead, it appeared, to dismissal. 

Specific Reasons for 
Retention/Dismissal Action 
  

  

Two of the four retained superintendents and boards 

stated that there were specific reasons given to the super- 

intendent concerning the action to retain him.
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Three of the four dismissed superintendents and boards 

stated that no specific reasons were given to the superinten- 

dent concerning the action to dismiss the superintendent. 

While it was evident in a majority of the cases within 

the study that no reasons for retention or dismissal were 

given the superintendents, there was a need for the board to 

communicate their feelings of confidence or lack of confidence 

to the superintendent so that an understanding could be 

developed between the parties concerning the job of the super- 

intendent. 

2. Community Relations 

Confidence of the 
Community 
  

  

Three of the retained superintendents and two boards 

stated that there was a feeling of confidence and respect 

from the community concerning the position of the superinten- 

dent. In one case, both the retained superintendent and his 

board believed that this feeling did not exist within the 

community. One board in a system that had retained its 

superintendent stated that while the business community had a 

high degree of respect and confidence in the superintendent, 

the general community did not have the same feelings. 

Two of the dismissed superintendents and one of the their 

boards believed a strong feeling of respect and confidence 

was evident for the superintendent in the district. One dis-~- 

missed superintendent and board agreed that there was a
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definite lack of confidence in the superintendent. Another 

board felt that while the business community respected and 

had confidence in the leader, the general public did not. 

The fourth superintendent and his board agreed that while the 

black community respected the superintendent, the white and 

business communities did not. 

The positive or negative feelings developed in the com- 

munity by the superintendents contributes to the feeling of 

confidence or lack of confidence the board has in its super- 

intendent. The superintendent must make every effort to 

generate understanding, support, and good relations within 

the community which, in turn, influences the board's feeling 

of confidence in hin. 

Effects of Test Scores 
and School Programs 
  

  

Two retained superintendents and their boards agreed 

that test score results and school programs had a positive 

effect concerning the superintendent. The other two super- 

intendents and boards agreed that these areas had little or 

no negative or positive effect on the superintendent's 

position. 

While one dismissed superintendent and board stated that 

test scores and school programs had a positive effect on the 

superintendent's position, another superintendent and board 

felt a negative effect was evident. The other two superin- 

tendents and boards stated that these areas were of little
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concern and had no effect on the position of the superintendent. 

There is little evidence that test scores and school 

programs negatively affect the superintendent. The impact 

these areas have on the decision of the board to retain or 

dismiss the superintendent is limited. 

Type of Relationship 
With News Media 
  

  

With the exception of one board, all the retained super- 

intendents and their boards agreed that positive realtionships 

existed between the superintendent and the news media. 

While two dismissed superintendents and boards felt that 

a positive relationship existed between the superintendent 

and news media, the remaining two superintendents and boards 

believed they did not enjoy a positive relationship with 

local news media. The relationship a superintendent 

establishes and maintains with the news media is important to 

his ability to be retained in his position. A sound trustful 

working relationship with the news media can enhance the 

superintendent's position within the community and give 

support in instances that are controversial and crucial to 

the retention of that superintendent. 

Alternative Means of 
Communication 
  

  

All the retained superintendents and their boards agreed 

that there were sufficient means of communication between the 

superintendent, the board, and the community.
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One dismissed superintendent and his board believed that 

there were inadequate communications between the superinten- 

dent, the board, and the community. All the remaining super- 

intendents and boards believed there was a sufficient variety 

of alternative communications between the parties. 

_In most instances, the superintendents were readily 

available and willing to confer with the board and community. 

No major impact was evident concerning the board's decision 

to retain or dismiss the superintendent in this area. 

3. Business and Finance 

Budgetary Matters 
  

Budgetary matters had no effect on the position of any 

of the retained superintendents. Three of the Four dismissed 

superintendents and their boards agreed that bedgetary matters 

had no effect on the superintendent's dismissal. One dis- 

missed superintendent and his board stated that certain 

budgetary matters did indeed negatively affect the issue of 

retaining or dismissing the superintendent from his position. 

Loss of Money 
  

In only one of the retained cases was there a reduction 

of federal or state funding noted. In this case, both the 

superintendent and board agreed this situation presented 

little difficulties for the superintendent and had no effect 

on the superintendent.



Only one dismissed case indicated the school system had 

suffered a loss of money during the superintendent's tenure. 

Again, both the superintendent and board agreed that few 

difficulties arose within the system because of this loss and 

the superintendent was not affected during this period. 

Most superintendents in this study experienced very few 

difficulties in the area of concern. The problems they did 

encounter were handled satisfactorily and did not effect the 

action to retain or dismiss the superintendent. 

4. Staff and Personnel Relations 

Relationship With Immediate 
Administrative Staff 
  

  

All the retained superintendents and their boards agreed 

that a positive relationship existed between the superinten- 

dent and his immediate administrative staff. 

Two dismissed superintendents and their boards stated that 

negative relationships between the superintendent and his 

immediate administrative staff were present. One superinten- 

dent and two boards stated that they believed the superinten- 

dent and his administrative staff had a positive working 

relationship. Still another superintendent stated that feel- 

ings were equally divided among his staff. 

While in all the retained cases a positive relationship 

existed between the superintendent and administrative staff 

dismissed case was there evidence of a less than positive
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working relationship between the superintendent and his 

immediate administrative staff. The ability of the superin- 

tendent and administrative staff to work together in a har- 

monious manner thus seems a key to retention of the superin- 

tendent. The positive working relationship established and 

maintained between the parties apparently contributes to:the 

support and confidence the board has in the superintendent. 

Role of Superintendent in 
Collective Bargaining 
  

  

All the retained and dismissed superintendents and their 

boards agreed that the advisory role the superintendent under- 

took in collective bargaining did not affect the decision to 

retain or dismiss him. 

Administrative Evaluation 
of the Superintendent 
  

In only one of the retained and one of the dismissed 

cases was an evaluation instrument used to indicate the 

strenghts and weaknesses of the superintendent's performance. 

While most of the retained superintendents and their 

boards believed the use of a formal evaluation was useless, 

the majority of the dismissed superintendents and their boards 

believed the use of a formal evaluation could have proved 

helpful in the prevention of factors that caused the dismissal 

action. 

Recruitment of Administrative 
Start 

All the retained cases indicated the superintendent had
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the authority to recruit his own administrative staff when he 

was hired. 

Three of the four dismissed superintendents and their 

boards stated that the superintendent had the authority to 

hire his own administrative staff when he was appointed. In 

the remaining case, the superintendent stated that he was not 

given this authority, while his board stated he was given this 

power but made very little use of the opportunity. 

5. Educational Leadership 

Superintendent's Instructional 
Leadership 
  

  

All the retained superintendents and their boards agreed 

that the superintendent's instructional leadership abilities 

were very positive. 

Three of the four dismissed superintendents stated they 

believed their instructional leadership abilities were posi- 

tive. Two boards stated that the superintendent did not 

demonstrate ability in instructional leadership with a third 

board stating that his superintendent had a positive rating 

in this category. Both respondents in the fourth case gave 

comments which could not be classified. 

Importance of Educational 
Leadership   
  

While three of the four retained superintendents agreed 

that educational leadership was the most essential quality of 

the urban superintendent, three of four retained boards felt
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other qualities such as business and administrative abilities 

were more important. 

Three of four dismissed superintendents believed that 

qualities other than educational leadership were essential to 

the urban superintendent. All the dismissed boards agreed 

that management and administration of the school system were 

more important qualities than educational leadership. 

While most of the retained superintendents believed that 

educational leadership was the most important quality of the 

urban superintendent, most of the dismissed superintendents 

believed this initially but had changed their minds based 

upon their more recent experiences. Nearly all the retained 

and dismissed boards believed qualities other than instruc- 

tional leadership were far more important. The urban super- 

intendent today must apparently possess specific administra- 

tive and management skills in addition to, or perhaps, more 

importantly than instructional leadership skills. 

6. School Plant Operations 

Three of four retained superintendents and their boards 

indicated a problem of declining enrollment but only two of 

the systems closed schools. The other system closed schools 

for reasons other than declining enrollment. In all the 

retained cases, the community did not support the school 

closings, while the administrative staff and board did support 

the action.
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Three of the four dismissed superintendents and their 

boards stated declining enrollment was a problem, but in 

only two systems did this problem cause the closing of schools. 

Only one board stated that the community did support the 

closings while the other superintendents and boards stated 

they did not support the closings. Most teachers in these 

cases also did not support the closings. 

Since only half of the cases did actually experience 

the problem of school closings, little can be generalized from 

this area. The manner in which the superintendent goes about 

recommending which schools are to be closed though, is 

critical. A plan which incorporates the community, board, 

and other groups can be a successful way of proposing, with 

as little resistance and backlash as possible, the schools to 

be closed. 

7. Personal Qualities 

Type of Qualities 
  

In all of the retained cases, the superintendents and 

their boards agreed that the superintendents displayed pos- 

itive personal qualities. 

Two of the dismissed superintendents and three of the 

boards believed that positive personal qualities were dis- 

played by the superintendent. In one dismissed case, both 

the superintendent and board agreed that the superintendent 

did not display overall positive personal qualities. The
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remaining dismissed superintendents stated his belief that he 

displayed "neutral" qualities during his tenure. 

The personal qualities the superintendent displays in 

the community and with the board has a definite impact on the 

board's decision to retain or dismiss the superintendent. 

Respect for the Superintendent 
  

All the retained superintendents and their boards agreed 

that the superintendent's immediate administrative staff had 

respect for him. All the superintendents and three of four 

boards also believed the board of education had respect for 

the superintendent. Two retained superintendents and one 

board stated the teachers had respect for the chief officer, 

while two superintendents and boards felt they did not. The 

final board stated he did not know. 

Two dismissed superintendents and one board stated they 

believed the superintendent's immediate administrative staff 

did have respect for him. Two other superintendents and 

one board felt they did not. The remaining boards could not 

answer the question. All the superintendents and three of the 

four boards felt teachers respected the superintendent. All 

the superintendents, with two boards in agreement, believed 

that the boards of education did not respect the superintend- 

ent. 

The degree of respect teachers, the immediate administr- 

tive staff, and the board of education has in the superinten-
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dent has a significant impact on the board's decision to 

retain or dismiss the superintendent. 

CONCLUSIONS 

Many different factors were identified that were 

responsible for or contributed to the retention or dismissal 

of the urban superintendent. The following factors will 

be stated to address the specific research questions of the 

study in this manner: (A) stated factors identified by all 

the respondents; (B) stated factors identified by three of 

the four respondents; and (C) stated factors identified by 

two of the four respondents. 

Research Question A 
  

What factors, as perceived by the dismissed superinten- 
dents, were responsible or contributed to the dismissal of 
the superintendent from his position? 

(A) Turnover of the board. 

(B) Negative relationship between the superintendent 
and the board of education. 

Lack of written and defined roles and responsibil- 
ities of the superintendent and board. 

(C) Superintendent's poor relationship with the news 
media. 

Political ties and influences of the board. 

The superintendent's handling of a desegregation 
issue. 

Lack of channels of communications between the 
superintendent and board. 

Lack of support the superintendent received from 
the board.
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Negative working relationship demonstrated between 
the superintendent and his immediate administrative 

staff. 

Research Question B 
  

What factors, as perceived by the retained superintend- 
ents, were responsible or contributed to the retention of 

the superintendent in his position? 

(A) 

(B) 

(C) 

Positive handling of a teacher's stike. 

Positive relationship between the superintendent 
and the city government, board, news media, and 
immediate administrative staff. 

Open channels of communications between the super- 
intendent and board. 

General support the superintendent received from 
the board of education concerning decision he 
made. 

Positively rated educational leadership abilities 
of the superintendent. 

Respect that the immediate administrative staff 
and the board of education had for the superinten- 
dent. 

The feeling of confidence and respect by the com- 
munity in the superintendent. 

Positive effect of test scores and school programs 
on the superintendent. 

Respect the teachers have for the superitendent. 

Working relationship the superintendent had 
established with the business community. 

Research Question C 
  

What factors, as perceived by the school board president/ 
chairperson or designee, were responsible or contributed to 
the dismissal or retention of the superintendent?
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Retention of Superintendent 
  

(A) 

(B) 

(C) 

Positive handling of teachers' strike. 

Positive relationship demonstrated between super- 
intendent and board. 

Positive relationship demonstrated between super- 
intendent and his immediate administrative staff. 

Positive educational leadership abilities of the 
superintendent. 

Positive personal qualities displayed by the 
superintendent. 

Positive relationship established between the 
superintendent and the city government. 

Positive relationship demonstrated between the 
superintendent and the news media. 

Superintendent's positive handling of a desegrega- 
tion issue. 

Positive working relationship with the community. 

Positive impact of outside noneducational pressure 
groups on the superintendent. 

Positive effect of test scores and school programs 
on the the superintendent. 

Dismissal of Superintendent 
  

(A) 

(B) 

(C) 

Turnover of the board. 

None 

Negative handling of the desegregation issue by the 
superintendent. 

Negative relationship established between the super- 
intendent and the city government. 

Negative relationship demonstrated between the super- 
intendent and the board of education. 

Lack of communication between superintendent and the 
board.
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Lack of written and defined roles and responsi- 
bilities of the superintendent and the board. 

Nonsupportiveness of the board of education con- 
cerning decisions of the superintendent. 

Negative relationship demonstrated between the 
superintendent and the news media. 

Lack of leadership role of the superintendent. 

Political ramifications of the board. 

Negative relationship demonstrated by the superin- 
tendent with his immediate administrative staff. 

Negative educational leadership abilities of the 
superintendent. 

Research Question D 
  

Were the perceptions of the dismissed/retained superin- 
tendents similiar to those of the school board presidents/ 
chairpersons or designees concerning the reasons for reten- 
tion/dismissal? 

While an agreement of responses is not constant 

throughout the study among the superintendents and boards, 

there were generally more significant areas of agreement 

between the retained superintendents and their boards than 

there were between the dismissed superintendents and their 

boards. In many instances, the dismissed superintendents 

and their boards did not agree on many of the issues they were . 

asked to respond. 

It appeared that though some issues were clearly more 

important than others in the decision to dismiss or retain, 

a feeling of cooperation, trust, good personal realtions, and 

a general agreement as to what things are really important
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appeared to be the overriding factors. In the final analysis, 

it appears difficult to provide a prediction of success based 

on any single factor or indeed any number of factors. The 

formula is much dependent on a mixture of factors, perhaps 

some of which may not have been specified, that make up the 

context of each situtation.
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APPENDIX A 

NATIONAL SCHOOL BOARDS ASSOCIATION 

COUNCIL OF URBAN BOARDS OF EDUCATION DIRECTORY 
  

ALBUQUERQUE SCHOOL DISTRICT 
  

Mrs. Laura E. Threet 
President 
Board of Education 

Dr. Robert Robitaille 
Superintendent of Schools 
P. O. Box 25704 
Albuquerque, New Mexico 
(505) 842-8211 

87125 

ATLANTA PUBLIC SCHOOLS 
  

Ur. Benjamin E. Mays 
President 
Board of Education 

Dr. Alonzo A. Crim 
Superintendent of Schools 
224 Central Avenue, S.W. 
Atlanta, Goergia 30303 
(404) 659-3381 

AUSTIN INDEPENDENT SCHOOL 
DISTRICT 
  

Rev. Marvin C. Griffin 
President 
Board of Education 

Dr. Jack L. Davidson 
superintendent of Schools 
6100 Guadalupe 
Austin, Texas 

(512) 451-8411 
78752 

BALTIMORE CITY PUBLIC SCHOOLS 
  

Mr. Mark K. Joseph 
President 
Board of Education 

Dr. John L. Crew 
Superintendent of Public 

Instruction 
3 East 25th Street 
Baltimore, Maryland 21218 
(301) 396-6863 

BIRMINGHAM PUBLIC SCHOOL 
oYSTEM 
  

Mrs. Ossie W. Mitchell 
President 
Board of Education 

Dr. Wilmer S. Cody 
Superintendent of Schools 
P, QO. Drawer 10007 
Birmingham, Alabama 35202 
(205) 252-1800, Ext. 280 

BOSTON PUBLIC SCHOOLS 
  

Mr. David I. Finnegan 
President 
Board of Education 

Dr. Robert C. Wood 

Superintendent of Schools 
26 Court Street 
Boston, Massachusetts 02108 
(617) 726-6364, 6365
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BUFFALO PUBLIC SCHOOLS 
  

Mrs. Florence E. Baugh 
President 
Board of Education 

Mr. Eugene T. Reville 
superintendent of Schools 
712 City Hall 
Buffalo, New York 
(716) 842-3161 

CHICAGO PUBLIC SCHOOLS 
  

Mr. John E. Carey 
President 
Board of Education 

Dr. Joseph P. Mannon 
General Superintendent 

of Schools 
228 North LaSalle Street 
Chicago, Illinois 60601 
(312) 641-4400 

CINCINNATI CITY SCHOOL 
DISTRICT 
  

Mr. J. Howard Sundermann 
President 
Board of Education 

Dr. James N. Jacobs 
superintendent of Schools 
230 East Ninth Street 
Cincinnati, Ohio 45202 
(513) 369-4700 

CLEVELAND CITY SCHOOL 
DISTRICT 
  

Mr. John E. Gallagher 
President 
Board of Education 

Dr. Peter P. Carlin 
Superintendent of Schools 
1380 East Sixth Street 
Cleveland, Ohio 44114 
(216) 696-2929 

COLUMBUS PUBLIC SCHOOLS 
  

Mr. Paul R. Langdon 
President 
Board of Education 

Dr. Joseph L. Davis 
Superintendent of Schools 
270 East State Street 
Columbus, Ohio 43215 
(614) 225-2880 

DALLAS INDEPENDENT SCHOOL 
DISTRICT 
  

Mr. Bill C. Hunter 

President | 
Board of Education 

Linus Wright 
Superintendent of Schools 
3700 Ross Avenue 
Dallas, Texas 75204 
(214) 824-1620 

DENVER PUBLIC SCHOOLS 
  

Mr. Omar Blair 
President 

Board of Education 

Dr. Joseph Brzeinski 
Superintendent of Schools 
900 Grant Street 
Denver, Colorado 
(303) 837-1000 

80203 

SCHOOL DISTRICT OF CITY OF 
DETROIT 
  

Mr. George Bell 
President 
Board of Education 

Dr. Arthur Jefferson 
General Superintendent of 

Schools 
5057 Woodward 
Detroit, Michigan 48202 
(313) 494-1075
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PUBLIC SCHOOLS OF THE 
DISTRICT OF COLUMBIA 
  

  

Mr. Conrad T. Smith 

President 
Board of Education 

Dr. Vincent E. Reed 
Superintendent of Schools 
415 12th Street, N.W. 
Washington, D.C. 20004 
(202) 724-4222 

EL PASO INDEPENDENT SCHOOL 
DISTRICT 
  

Mr. Harold Wiggs 
President 
Board of Education 

Mr. J. M. Whitaker 
Superintendent of Schools 
P. O. Box 20100 
El Paso, Texas 
(915) 779-4010 

79998 

FORT WORTH INDEPENDENT 
SCHOOL DISTRICT 

Dr. H. Richard O'Neal 
President 
Board of Education 

  

Dr. Gerald Ward 
Superintendent of Schools 
3210 West Lancaster 
Fort Worth, Texas 7610/7 
(817) 336-8311 

HOUSTON INDEPENDENT SCHOOL 
DISTRICT 
  

Mr, William E. Harwell 
President 

Board of Education 

Mr. Billy R. Regan 
Superintendent of Schools 
3830 Richmond Avenue 
Houston, Texas 7/7027 
(713) 623-5451, 5133 

INDIANAPOLIS PUBLIC SCHOOLS 
  

Dr. James R. Riggs 
President 
Board of Education 

Dr. Karl R. Kalp 
Superintendent of Schools 
120 East Walnut Street 

46204 Indianapolis, Indiana 
(317) 266-4411 

DUVAL COUNTY SCHOOL BOARD 
  

Mr. William E. Carter 

Chairman 
Duval County School Board 

Mr. Herb A. Sang 
Superintendent of Schools 
1325 San Marco Blvd. 
Jacksonville, Florida 
(904) 633-6350 

LONG BEACH UNIFIED SCHOOL 
DISTRICT 

32207 

  

Mr. Jerald S. Jacobs 
President 
Board of Education 

Dr. Francis Laufenberg 
Superintendent of Schools 
701 Locust Avenue 
Long Beach, CA 
(213) 436-9931 

90813 

LOS ANGELES UNIFIED SCHOOL 
DISTRICT 
  

Mr. Howard Miller 
President 

Board of Education 

Dr. William J. Johnston 
Superintendent of Schools 
P. O. Box 3307 
Los Angeles, California 90051 
(213) 625-6251
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JEFFERSON COUNTY SCHOOL 
DISTRICT 

Mr. C. B. Young, Jr. 
Chairman 
Board of Education 

Mr. Ernest Grayson 
Superintendent of Schools 
Jefferson County Education 

Center 
3332 Newburg Road 
Lousiville, Kentucky 40218 
(502) 456-3251 

MEMPHIS CITY SCHOOLS 
  

Mrs. Barbara Sonnenburg 
President 
Board of Education 

Mr. John P. Freeman 
Superintendent of Schools 
2597 Avery Avenue 
Memphis, Tennessee 38112 
(901) 454-5444 

DADE COUNTY PUBLIC SCHOOLS 
  

Mrs. Phyllis Miller 
Chairman 
The School Board of Date 

County Florida 

Dr. Johnny L. Jones 
Superintendent of Schools 
1410 N.E. Second Avenue 
Miami, Florida 33132 
(305) 350-3268 

MILWAUKEE PUBLIC SCHOOLS 
  

Mr. Anthony S. Busalacchi 
President 
Board of School Directors 

Dr. Lee R. McMurrin 
Superintendent of Schools 
P. O. Drawer 10K 
Milwaukee, Wisconsin 53201 
(414) 475-8001 

SPECTAL SCHOOL DISTRICT 
NO. 1 MINNEAPOLIS 
  

  

Mrs. Carl R. Lind 
Chairman 
special School District 1 

Dr. Raymond G. Arveson 
Superintendent of Schools 
807 N.E. Broadway 
Minneapolis, Minnesota 55413 
(612) 348-6084 

METROPOLITAN NASHVILLE- 
DAVIDSON COUNTY 
  

  

Mr. Lawrence C. Biggs 
Chairman 

Board of Education 

Dr. Elbert D. Brooks 
Director of Schools 
2601 Bransford Avenue 
Nashville, Tennessee 
(615) 259-5153 

37204 

THE SCHOOL DISTRICT OF 
KANSAS CITY 
  

  

Dr. Edward W. Scaggs 
President 
The Board of Directors 

Dr. Robert R. Wheeler 
Superintendent of Schools 
1211 McGee 

64106 Kansas City, Missouri 
(816) 221-7565 

THE BOARD OF EDUCATION OF 
NEWARK, NJ - THE COUNTY 
OF ESSEX 
  

Mr. Carl Dawson 
President 

Board of Education 

Mr. Alonzo Kittrels 
Superintendent of Schools 
2 Cedar Street 
Newark, New Jersey 17102 
(201) 733-7333
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ORLEANS PARISH PUBLIC SCHOOLS 
  

Dr. Mack J. Spears 
President | 
Orleans Parish School Board 

Dr. Gene A. Geisert 
Superintendent of Schools 
4100 Touro Street 
New Orleans, Louisiana 70122 
(504) 288-6561 

CITY SCHOOL DISTRICT OF THE 
CITY OF NY 
  

  

Mr. Stephen R. Aiello 
President 
Board of Education 

Mr. Frank J. Macchiarola 
Chancellor 

110 Livingston Street 
Brooklyn, New York 11201 
(212) 596-6161 

NORFOLK PUBLIC SCHOOLS 
  

Mr. Joseph H. Strelitz 
Chairman 
School Board of City 

of Norfolk 

Dr. Albert L. Ayars 
superintendent of Schools 
800 East City Hall Avenue 
Norfolk, Virginia 23510 
(804) 441-2107 

OAKLAND UNIFIED SCHOOL 
DISTRICT 
  

Ms. Peggy Stinnett 
President 
Board of Education 

Dr. Ruth B. Love 
Superintendent of Schools 
1025 Second Avenue 
Oakland, California 94606 
(415) 836-2622 or 8200 

QKLAHOMA CITY PUBLIC SCHOOL 
DISTRICT 1-89 
  

  

Mrs. Freddye Williams 
President 
Board of Education 

Dr. Thomas W. Payzant 
Superintendent of Schools 
900 North Klein 
Oklahoma City, Oklahoma 73106 
(405) 23-62661 

SCHOOL DISTRICT OF OMAHA #1 
  

Dr. Paul Kennedy 
President 
Board of Education 

Dr. Owen A. Knutzen 
Superintendent of Schools 
3902 Davenport Street 
Oamaha, Nebraska 68131 
(402) 554-111 

SCHOOL DISTRICT OF PHILA- 
~DELPHIA   
  

Mr. Arthur W. Wilson 
President 
Board of Education 

Dr. Michael P. Marcase 
Superintendent of Schools 
Parkway at 21st Street 
Philadelphia, PA 19103 
(215) 299-7823 

PHOENIX UNION HIGH SCHOOL 
SYSTEM #210 
  

  

Dr. V. A. Dunham, Jr. 
President 
Board of Education 

Dr. Patricia B. Henderson 
Superintendent of Schools 
2526 West Osborn Road 
Phoenix, Arizona 85017 
(602) 257-3131
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PHOENIX SCHOOL DISTRICT #1 
OF MARICOPA COUNTY 
  

  

Ms. Ann Croom 
President 
Board of Trustees 

Dr. Don Wright 
Superintendent of Schools 
125 East Lincoln Street 
Phoenix, Arizona 85004 
(602) 258-3755 

ROOSEVELT SCHOOL DISTRICT 
NO. 660 : 
  

Mr. Robert Carcia 
President 
Board of Trustees 

Dr. Russell A. Jackson, Jr. 
Superintendent of Schools 
6000 South 7th Street 
Phoenix, Arizona 85040 
(602) 257-3822 

PITTSBURGH PUBLIC SCHOOLS 
  

Mrs. Helen Miscimarra 
President 
Board of Education 

Dr. Jerry C. Olson 
superintendent of Schools 
341 South Bellefield Avenue 
Pittsburgh, PA 15213 
(412) 622-3500 

PORTLAND SCHOOL DISTRICT #1 
  

Mr. Johnathan Newman 
Chairman 
Board of Education 

Dr. Robert W. Blanchard 
Superintendent of Schools 
631 N.E. Clackamas Street 
P. QO. Box 3107 
Portland, Oregon 97208 
(503) 234-3392 

RICHMOND SCHOOL DISTRICT 
  

Mr. Miles J. Jones 
Chairman 
Board of Education 

Dr. Richard C. Hunter 
Superintendent of Schools 
301 North 9th Street 
Richmond, Virginia 
(804) 780-5300 

23219 

CITY SCHOOL DISTRICT OF 
ROCHESTER, NEW YORK 
  

Ms. Betrice B. Paul 
President 

Board of Education 

Dr. John M. Franco 
superintendent of Schools 
13 South Fitzhugh Street 
Rochester, New York 14614 
(716) 325-4560 

SAN ANTONIO INDEPENDENT 
oCHOOL DISTRICT 
  

  

Dr. William Elizondo 
President 

Board of Educaction. 

Dr. Harold H. Hitt 
superintendent of Schools 
141 Lavaca | 

78210 san Antonio, Texas 
(512) 227-5121 

SAN DIEGO UNIFIED SCHOOL 
  

DISTRICT 

Rev. George Smith 
President 

Board of Education 

Dr. Thomas L. Goodman 
Superintendent of Schools 
4100 Normal Street 
san Diego, California 
(714) 298-4681 

92103
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SAN FRANCISCO UNIFIED SCHOOL 
  

DISTRICT 

Mr. Benjamin Tom 
President 
Board of Education 

Dr. Robert F. Alioto 
Superintendent of Schools 
135 Van Ness Avenue 
san Francisco, 
(415) 565-9450 

SAN JOSE UNIFIED SCHOOL 
DISTRICT 
  

Mrs. Bette Allen 
President 
Board of Education 

Dr. Charles Knight 
Superintendent of Schools 
1605 Park Avenue 
san Jose, California 95114 
(408) 998-6057 

SEATTLE SCHOOL DISTRICT NO. 

California 94102 

1 
  

Mrs. Pat Sutton 
President 
Board of Education 

Dr. David L. Moberly 
Superintendent ofSchools 
815 Fourth Avenue North 
seattle, Washington 98109 
(206) 587-3414 

ST. LOUIS PUBLIC SCHOOLS 
  

Mr. Emory Grich 
President 
Board of Education 

Dr. Robert Wentz 
Superintendent of Schools 
911 Locust Street 
St. Louis, Missouri 
(314) 231-3720 

63101 

INDEPENDENT SCHOOL DISTRICT 
#625 

Mr. Emory Borriett 
Chairman 

Board of Education 

  

Dr. George P. Young 
Superintendent of Schools 
360 Colborne Street 
St. Paul, Minnesota 55102 
(612) 298-5900 

THE SCHOOL BOARD OF HILLS- 
  

BOROUGH COUNTY, FLORIDA 
  

Dr. Rowland H. Lewis 
Chairperson 
The School Board of 

Hillsborough County 

Dr. Raymond O. Shelton 
Superintendent of Schools 
P.O. Box 3408 
Tampa, Florida 
(813) 223-2311 

33601 

TOLEDO PUBLIC SCHOOLS 
  

Mr. Jude Aubry 
President 

Board of Education 

Dr. Donald J. Steele, Jr. 
Superintendent of Schools 
Manhattan and Elm Streets 
Toledo, Ohio 43608 
(419) 729-5111 

INDEPENDENT SCHOOL DISTRICT 
NO. 1, TULSA COUNTY, OKLA. 
  

  

Mrs. Mary Warner 
President 

Board of Education 

Dr. Larry L. Zenke 
Superintendent of Schools 
P. O. Box 45208 
Tulsa, Oklahoma 74145 
(918) 734-3381
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UNIFIED SCHOOL DISTRICT NO. 259, 
SEDGWICK COUNTY, WICHITA, KANSAS 
  

Dr. Kenneth Kimbell 

President 
Board of Education 

Dr. Alvin E. Morris 
Superintendent of Schools 
428 South Broadway 
Wichita, Kansas 67202 
(316) 268-7833
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APPENDIX B 

INTERVIEW GUIDE 

Name | 
School System 
Rate of Retention/Dismissal 
Number of Years of 

Superintendent/Board Chairperson 

  

  

  

QUESTIONS 
  

Ll. What were/are the major factors you believe led to 
the retention/dismissal of the superintendent/you from 
that position concerning Community (examples), Social 

(examples), Political (examples), and Competencies of 
the Superintendent (examples). 

A. Community Factors -- Do you feel there were any 

factors in your district/community that tended to 
influence the tenure of the superintendent positively/ 
negatively? 

1. Population Distribution 

a. Age Were the characteristics of 
b. Race the people in your district 
c. Rate of growth an influence as to your/the 

of community retention/dismissal? 

2. Financial Distribution 

a. Tax Base - Is/Was the wealth of your community 

compared to others in your state, considered 

strong or weak? 

Is/Was your system considered financially 
stable during your tenure? 

B. Social Factors -- Do you believe there were any social 
factors, such as strikes or busing, that may have 
contributed to or led to your/the superintendent's 

. dismissal?
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Strikes -- Local or Private 
  

Were there any personnel work stoppages (private/ 
public) that effected your/the efficiency of the 
superintendent? 

Busing -- Desegresation 
  

Did any federal legislative actions to bus 
students effect your/the superintendent's 
position? 

Outside Noneducational Groups 
  

Did any outside noneducational groups put pressure 
on the superintendent's decisions or Board of 
Education's? 

Political Factors 
  

Were there any political factors that led or contri- 
buted to the superintendent's/your retention/ 
dismissal? 

1. Did the relationship the superintendent/board 
have with the city government influence the 
position of the superintendent? 

What effect did a) public elections and b) 
Board of Education elections have on the 
position of the superintendent? 

Turnover of Board 
  

What vote were you/the superintendent hired? 
What count retained or dismissed? 
Did the turnover of the board contribute to your/ 
the superintendent's retention/dismissal? 

superintendent Competencies 
  

What competencies did the superintendent demonstrate 
that may have led to his/her retention/dismissal? 

1. Relationship With Board 
  

In general, what type of relationship did you 
have with the superintendent/board of education? 

Were the channels of communication concerning 
information and decision making by each party
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open and distinct? 

What kind of support concerning decisions made 
by each party did you/the board receive? 

Were there written and defined roles and 
responsibilities of the board and superintendent? 

What specific reasons were given to you/by the 
board to the superintendent concerning his/her 
dismissal/retention? 

Community Relations 
  

Was there a feeling of confidence and respect 
from the community concerning the job of the 
superintendent? 

School Programs? 
Test scores of students? 

What was the relationship of a. the superintendent 
b. board 

in regard to the news media? 
  

Were there any other means of communication 
between the superintendent and board or community 
besides Board of Education meetings? 

Business and Finance 
  

What influence did the superintendent/board have 
concerning budgetary matters? 

Did any defeats, acceptances, or modifications in 
the budget effect the position of the superinten- 
dent? | 

In terms of financing, did the district ever lose 
any federal or state monies? How did this effect 
the district? 

Staff and Personnel Relations 
  

Do you feel you/the superintendent demonstrated a 
working professional relationship between him and 
his immediate staff?



On
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a. Collective Bargaining 

What role did the superintendent/you have in 
the negotiation process? Negative? Positive? 

b. Administrative Evaluations 
  

Was/Is there any evaluative process in the 
school system to evaluate the job of the 

superintendent--by the--board? 
administrative staff--by the--superintendent? 

c. Recruitment of Administrative Staff 
  

Did you/the superintendent have the opportunity 
to select his own staff? Was this a problem? 

Educational Leadership 
  

How would you rate your/the superintendent 
educational leadership abilities? Is this quality 
really important? 

school Plant Operations 
  

Has the problem of declining enrollment effected 
the operation of your schools? Were ther any 
schools closed? What effect did this have on 
the: Community? Teachers? Board of Education? 
Administration? 

Personal Qualities 
  

What type of personal qualities did the superin- 
tendent demonstrate during his/her tenure? 
Positive? Negative? 

Did the superintendent/have the respect of the 
administrative staff? Board of Education? 
Teachers? 

How did your position of superintendent effect 
your family?



The vita has been removed from 

the scanned document



FACTORS WHICH DISCRIMINATE BETWEEN RETAINED 

AND DISMISSED SUPERINTENDENTS IN 

SELECTED URBAN CITY SCHOOL SYSTEMS. 

by 

Patrick J. Russo 

(ABSTRACT) 
8 

The purpose of this study was to investigate those factors 

most likely to discriminate between retained and dismissed 

superintendents in selected urban city school systems between 

1975-1979. 

The population of this study was represented by a subgroup 

of the National School Boards Association designated as the 

Council of Urban Boards of Education. Four school systems were 

randomly selected that had dismissed their superintendents and 

a like number were selected that most closely represented those 

Systems that had retained their superintendent during this 

study period. 

Case study methodology was used to provide an indepth 

understanding of the factors that lead to the retention or 

dismissal of the superintendent in urban city school systems. 

The data for this study was obtained primarily from semi- 

structured personal interviews with the retained/dismissed 

superintendents and their school board chairpersons or 

designees. Newspapers and other written documents were also



obtained and used to investigate the problem. 

Many different factors were identified that were 

responsible for or contributed to the retention or dismissal 

of the urban superintendent. The following factors will 

be stated to address the specific research questions of the 

study in this manner: (A) stated factors identified by all 

the respondents; (B) stated factors identified by three of 

the four respondents; and (C) stated factors identified by 

two of the four respondents. 

Research Question A 
  

What factors, as perceived by the dismissed superinten- 
dents, were responsible or contributed to the dismissal of 
the superintendent from his position? 

(A) Turnover of the board. 

(B) Negative relationship between the superintendent 
and the board of education. 

Lack of written and defined roles and responsibil- 
ities of the superintendent and board. 

(C) Superintendent's poor relationship with the news 
media. 

Political ties and influences of the board. 

The superintendent's handling of a desegregation 
issue. 

Lack of channels of communications between the 
superintendent and board. 

Lack of support the superintendent received from 
the board.



Negative working relationship demonstrated between 
the superintendent and his immediate administrative 
staff. 

Research Question B 

What factors, as perceived. by the retained superintend- 
ents, were responsible or contributed to the retention of 
the superintendent in his position? 

(A) 

(B) 

(C) 

Positive’ handling of a teacher's stike. 

Positive relationship between the superintendent 
and the city government, board, news media, and 
immediate administrative staff. 

Open channels of communications between the super- 
intendent and board. 

General support the superintendent received from 
the board of education concerning decision he 
made. 

Positively rated educational leadership abilities 
of the superintendent. 

Respect that the immediate administrative staff 
and the board of education had for the superinten- 
dent. 

The feeling of confidence and respect by the com- 
munity in the superintendent. 

Positive effect of test scores and school programs 
on the superintendent. 

Respect the teachers have for the superitendent. 

Working relationship the superintendent had 
established with the business community. 

Research Question C 
  

What factors, as perceived by the school board president/ 
chairperson or designee, were responsible or contributed to 
the dismissal or retention of the superintendent?



Retention of Superintendent 
  

(A) 

(B) 

(C) 

Positive handling of teachers' strike. 

Positive relationship demonstrated between super- 
intendent and board. 

Positive relationship demonstrated between super- 
intendent and his immediate administrative staff. 

Positive educational leadership abilities of the 
superintendent. 

Positive personal qualities displayed by the 
superintendent. 

Positive relationship established between the 
superintendent and the city government. 

Positive relationship demonstrated between the 
superintendent and the news media. 

Superintendent's positive handling of a desegrega- 
tion issue. 

Positive working relationship with the community. 

Positive impact of outside noneducational pressure 
groups on the superintendent. 

Positive effect of test scores and school programs 
on the the superintendent. 

Dismissal of Superintendent 

(A) 

(B) 

(C) 

Turnover of the board. 

None 

Negative handling of the desegregation issue by the 
superintendent. 

Negative relationship established between the super- 
intendent and the city government. 

Negative relationship demonstrated between the super- 
intendent and the board of education. 

Lack of communication between superintendent and the 
board.



Lack of written and defined roles and responsi- 
bilities of the superintendent and the board. 

Nonsupportiveness of the board of education con- 
cerning decisions of the superintendent. 

Negative relationship demonstrated between the 
superintendent and the news media. 

Lack of leadership role of the superintendent. 

Political ramifications of the board. 

Negative relationship demonstrated by the superin- 
tendent with his immediate administrative staff. 

Negative educational leadership abilities of the 
superintendent. 

Research Question D 
  

Were the perceptions of the dismissed/retained superin- 
tendents similiar to those of the school board presidents/ 
chairpersons or designees concerning the reasons for reten- 
tion/dismissal? 

While an agreement of responses is not constant 

throughout the study among the superintendents and boards, 

there were generally more significant areas of agreement 

between the retained superintendents and their boards than 

there were between the dismissed superintendents and their 

boards. In many instances, the dismissed superintendents 

and their boards did not agree on many of the issues they were 

asked to respond. 

It appeared that though some issues were clearly more 

important than others in the decision to dismiss or retain, 

a feeling of cooperation, trust, good personal realtions, and 

a general agreement as to what things are really important



appeared to be the overriding factors. In the final analysis, 

it appears difficult to provide a prediction of success based 

on any single factor or indeed any number of factors. The 

formula is much dependent on a mixture of factors, perhaps 

some of which may not have been specified, that make up the 

context of each situtation.
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