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) Am purposs of thc uthdy wvas to obeerve and ducribq :hd’
adainu;uuvo behavior of th. mp.rintondcut.‘ !:I..ht wpordntcndcnt-
were mn-tho-job for a total puiod of 34 days. Stpuctured
oblqrvation was usad ni thc ptihnry data uthorlng ut‘d . In uddition.'
prelininary data were colltctcd on the n-jor ovcnfﬁ of each nuperin—
tendent's administrative beh‘vlbt for one wnok prior to the observation
period and a ltructured 1ntcr~1.v dli conducted vtth each luperintcndent.

Data were collected on the 9 oiny sequence of nctivitiga for
each .upetintcndent. Co-ponite ncBro; were then developed for all
- elght superintendents and from thenc.:coril a number of profiles vere
created of the lupcrintendent'l ndliniltrattvc bohavior. Finallyt a
series of propositions were generated from thc data concerning the '
pature of a superintendent's ndlinigtrntive behavior. )

_ The findings and concluliéné from the iiudy indicate that the
-upetintendeﬁt's daily work behavior is characterized by an involvement
in a kreat‘nu-ber of activities, each of tﬁort duration. His work is
essentially discontinuous in nature and he frequently has to deal with
a variety of unrelated issues and problems which cause him to shift |
his attention from one activity to another as the k}tuntion demands.
One of the main pressures of the’luperintendent'l job is that of.
organizing and controlling his time. The superintendent's adminis-
trative behavior is not as plunne& and organized as is suggested ia

the literature related to the processes of administration. The

v .
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oupirintmdcnt"- 1ubu:lty to adhere ro a plénned time lchcdulﬁio'd
pagely, to tho fact that he ependf a lnr;o proportion of his- wrking
time in vcrbn.l 1ntohctiono. ‘pptoxtut,cly halt of whtch are initiaged
by othorl. In addition, the lupcrintcndcnt' co-nitncnt to an opono .
door policy with his oubotdinptcl tends to encourage 1Ipronptu tnter-
ruptions and thcle place 1n:Lff-od pressure on his already pre—c.ptcd
‘time dchedule. The superintendent also .deals with a variety of problems

»

each day many of which require his 1mn¢diate attention.
The superintendent occupiel a uniq;g‘poaition in Ais sehool
system. He hag to deal.wich varyiih, and somatimes cohfliéting[
‘expectationl and multgple de-anda‘of different, interest groups. As a
result he 1s often called upo; to act as a nodia;qr and/or a;bitrator
-in various disputes. He aflo has to bé aware-of the political forces

. . . . . :
that surround him and he has to, on occasion, become political himself

in his dealings with various individuals apd groups. As superin}endent,

he also commands a status position in his community and is expected

by school trustees and community members to speak for his school system

on important issues and represent it at special functions akd events.

vi
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Chapter 1

INTRODUCTION .

»
The superingendent occupies an isportant position in the fo

or;lnilltipn of the educational systen. As the executive (usually the
htef executive) of the school board and as th&ioduentionnl leader of
his professional ehployees he coordinates the interdependent
'aétivities of numerous individuals and groups in achieving a common
objective--the education of children.

Because of the importance of the nuperintendent}s position in
the administrative structure of the school system, a greater
understanding of his adninistrative behavior would contribute to
the development or refinement of concepts and theory in administration
in general, and educational administration in particular. The
interdependence, of actual on-the-job behavior and theory in
administration was stressed by Simon (1965:37) when he stated: !

The first task of administrative theory is to develop a
set of concepts that will permit the description, in terms
relevant to the theory, of administrative situations, These
concepts, to/be scientifically useful, must be operational;
that is, their meanings must correspond to empirically
observable facts or situations.

-

The observation and description of the administrative behavior of
the superintendent can lead to further clarification of this
relationship between "observed behaviors" and 'theoretical concepts"

in the study of educational administration.
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BACKCROUND TO THE STUDY . . ‘

The frame of reference proposed by Griffiths (1969:18) contains
many of the essential elements of educational administration in one
conceptualization. The dimensions identified gy Criffiths were: the
job, the man, and the social setting. Research studies on '"the man
himself" and on ''the social setting” provide useful insights into tg‘

:min. of administrative bihuvtor. but it is through a detailed

examination of the "content of the vyrk" that the essential elements

of the administrative tasks can be best understood. Tge fmportance

of using this knowledge about the work bf the administrator as a basis

for conceptualizations about educational administration was

emphasized by Nolte (1966:199):
One can visualize school adninistration, and indeed all
administration, ia terms of {ts content. Thus viewed, R
administration may be said to consist of the tasks which )
administrators perform, that is, the job to be done.. . %

?he statement leads directly to the question, "bhlt is 1t
that administrators do each day in discharging their adwinistrative
responsibilities? The literature on the sugject provides a partial
answer by identifying specific "principles’ and "prescriptions’ for
administrative action and by listing a number, of administrative tasks
and functtonf, and the processes involved in carrying out these
tasks and fu;}tions. An elaboration on these approaches with
supporting literature sources wil} be presented in Chapter 2, but a
brief review of the literature related to the'processes of
administration will help place the present study in perspective.

. The definition of educational administration in terms of

processes (an approach widely accepted by writers in educational




administration (Sears, 19%; Amsrican Association of School
Aduipistrators, 193%; Cregg, 1957; Miklos, 1968;’$n., 1977) i{s perhaps
best exemplified by Cregg's (1939:269) definitice which stated that
administration conaisted of "the total of the pr&Z‘i:;; through which
appropriate human and material resources are made available and made

" affective for accomplishing the purposes an enterprise.” This

definition consisted of a refinement of Guiihk's (1937:13) analysis

of the work of the chief efcutive presented in the now well known
acronym Pmbcowplnnnlng. organizing, affing, directidg,
coordinating, reporting, and budgeting). GCregg (1957:270), in

discussing Gulickls contribution to our understanding of thﬁ h

the chief executive stated:
[}
He (Gulick) raised the question of what the work of the
chief executive is and then answered it as fcollows:
"The answer is POSDCORB,
POSDCORB is, of course, a made-up word designed to call

attention to the various functional elements of the work of

the chief executive . . . ." |

Davis, 1957; Collins, 1958; Hencley, 1958; Wilson, 1960;
Dykes, 1965; Downey, 1976; and others, have adopted the process
categories in describing the administrative functions of the
superinfendent. This approach serves as a useful taxonomic tool
through which conceptualizations regarding administration can be
developed.

Halpin (1957:195), however, has voiced a caution about using
the process categories to explain administrative behavior. He
emphasized the distinction between observed administrative behavior
and administrative process when he stated:

Unless one is extremely careful he can easily be tempted

into talking about "process' as if it were a free-floating
affair, detached from the behavior of individuals . . . . An

.- o s Al
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qutside obeerver can never observe "process'" qus "process”p
can observe only a sequence of behavior or behavior
oducts from which he may infer process.

The observation of the administrative behavior of the school
superintendent going about the conduct of his daily work would seem,
therefore, to be both a legitimate and desirable method for the refine-~
-c;exnnd further development of definitions, concepts, and thogry
related ‘to administrative behavior. Sargent and Belisle (1957:3)

ed increased attention to this }or- of research in educational

administratiqn over two decades ago wvhen they suggested:
fforts to dis¢over, organize, and relate
e about administrative behavior rests

h and adequacy with which they tap
into the real stuff of a strative behavior, which
consists of a particular adminis behaving in a
particular situational sequence of intera
Checking general ideas or formsulations against
of situations both helps to illuminate the concepts a
thgq;iel and to g:nrd against losing contact with the
"styff'-—the reality of administratjon.

All L]
abstract knowle
ultimately in the

Despite Sargent and Belisle's encouraging words, the literature contains

only a limited description of the '"reality of the situation'" for manv of

our educational administrators, such as, principals and superintend-

‘énts. This present study tried to add to our knowledge of educa-

-

tional administration by concentrating on the superintendent's actual

istrative behavior.

PURPOSE OF THE STUDY

™~

~—

The central purﬁo?i‘of»xhe study was to observe, describe,
and analyze the administrative behaviors of eight Alberta superin-
tendents with a view to developing some propositions about the sub-

stance of their work and the administrative functions they perform.

{
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JUSTIFICATION FPOR THR STUDY
¥

The manager (chief executive) of any organisatioa perforus o
variety of tasks and functions in the-process of discharging his
administrative responsibilities. )hu.c.rul processes, tasks, and
fuactions have r.oeolvod consideradble attention im the llt:utuu. but
there is a general lack of descriptive msterisl comcevaiag the specific
econtent of mapggerial werk. 1Ia otheg iudo. theve ‘u s ssazeity of
" studies in the literature that descridbe vhat mamagers or executives
actually do.

Similarly, the literature related to the school superintendent
has focused on administrative processes, tasks, and functt‘;., "The
emphasis in most ntudico 1s either on a superintendent's perception of
what he thinks he {8 doing, or ég.hg to be doing, or on the c;pccta-
tions held by others for his role. An example of this approach is
provided by the Downey (1976:3) study, "The School Superintendency in
Alberta." The objectives of this study were to describe the real and
the ideal role(s) and position(s) of "the Alberta sdperintendent--in
terms of the perceptions of various teference groups (including the
superintendents thiloclvc.)." Little effort has been gpade in this or
other studies to describe what it is the superintendent does-{n terms
of specific behaviors, or to relate the findings of superintendency
" studies to sctual observable behaviors of ,chool superintendents.

The present study.used s different approach to describing and
analyzing the administrative behaviors of school superintendents. To
a literature that has dealt almost exclusively with the behavior of

school superintendents as it ought to be, or as it is interpreted and
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reported by the peresa perforaiag (8, the present etudy adde amether
dimsnedon: what o mrhlm koo‘ ia perforning his sdutiatstrative
functions ss observed by semesne alse. Vilsen (1040), Cangbell ot al.
(1970), Mintabelg (1973), and Mareh (1974) have concluded that this 1s -
| 8 valuable startiag ares 1f we are to (1) tdentify the skille ea
adnianistrator neede to be effective ia hs job, end (8) pnvuo u
adaiaistrator with lh necessery skille ia owr mnully tuhu.
programe. March (1976:17-“). 1s his discusotien on the "Aul"tnl
SXills and the University Training of EBducatiomsl Ahhﬂotutou.”'
enphasized the need to focus on the actual work behaviors of adeinie-
traters. MNe identified as s major prodblem im the treining of educe-
tional administrators ‘“She tendency to try to improve managerial
behavior in ways that are far removed from the ordimary organization
of managerial life.” MNe ou;.c{}od that unless we analyze vhat samagers
and administrators ;::ually do, and study u‘, they organize their lives

in the wvay they do, "we are likely to generate recommendations that

aze oaive." Campbell et al. (1970:23) ofluded to the same problem

“hen they stated: ,
7
e The fly in the ointment of cdurse, 1s our present

inability to define and measure managerial task demands.
The description of managerial jodb behavior is still at an
absymally primitive level. The domain of menagement
behavior remains an essentially undifferentiated mase.

L4

SIGNIFICANCE OF THE STUDY

Significance for Theory ‘ "

This study has relevance for theory in that it approaches the

cohcept of administrative behavior from a different perspective. The
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doseription of the adniatetrative behavier of the swperimtendent
thibugh the choervetion’ef his ca-tho-1eb activitios, complemsnts the
u..a..- of other studies ta the literatuse related to adnintatvetive
"‘mv. la .«m-.'. esumber of prepecitions conseraniang the nature
of the ouperiatendent ‘s sdniajetretive behavier hove besa penerated

ia this ostudy. Many of these prepesitisns could bo cestily restated

tn the form of hypotheses and tested in further research otudies.
[ )

, T description of the fstrative behaviers of the Superin-
tondants obeerved could pmui () ful .u-nn for \-lmuty.nr-
somnel or others pleaning either educationsl adnianistration pregrams,
or imeervice sessions, for precticiag, or aepiriag, mtll;mqo.

A great®r knowledge of the coatent of the ouperintendeat’'s work should
prove ,useful to those trying to mske such courses and sessions mefe
relevant to the demaades of the job. *

Such knowledge would slso provide aspiring superintendeats
vith greater insights iato "wha( th)y are getting into” dbefore they
make a co-tt-u;t to accept a posifion aq superintendeat of schools.

While it wes not G(thu scope of this study to suggest
vhat superistendents "ought™ to be d;lag on tlu. job, some practicing
superintendents may vuh’ to "check” their owd practices aand priorities
sgainst those outlined * the study. Lnosiag vhet & selectioa of
other superiatemdents do tould prove to be of dbensfit for those

superintendents wvho may wish to evaluate their owa operatioms. .



DELIMLTATIONS

1. This study focused on the content of the superin-
tendent 's work--the activitiés he engaged in each dayf/’T:/;ealt
yith what he' : not how he did it, and so no refe;ence is made to
the administrative styles of the var10u§ superintendents.

2. The investigation has been limited to school jurisdictions
that have central offices within 150 miles from Edmonton.

3. Only superintendents with one hundred or more'teachers in
their jurisdictions were incl$§ded in the population from which the
sample‘was cﬁosen. This arbit{ary cut-off point was selected to
evclude jurisdictions with a jointisuperintendency;' A superintendent
responsible for more than one jurisdiction might have to conduct many
of.his affairs, such as school board meeting, away fggm.his office,
thus, making it difficult for the researcher to conduct, the observa-
tions..

4. The Edmonton Public and Separate school districts were
excluded to provide for more uniformity, in terms of size, in the

defined population.

5. Because of time restrictions, the researcher had to con-

dugt the observations in the months of October, November, and DecembeXx.

It was not possible, therefore, to obtain a representatiYe sampling
of observations for all the months in the school year, -

6. Because of the time-consuming nature of the observation
~ technique for gathering data, and the reitricted resources of the
earcher, the sample size was limited to eight superintendents (34

days o observation). However, the ability of this technique to



provide data for an in-depth analysis of the superintendent's work

activities suited the purpose of this study and was chosen accordingly.

LIMITATIONS

(Shd

3

1. Despite the use of guidelines developed’ by Mintzberg (1973)

(g

for the categorization of behaviors and activitvies, there remained an

¥

element of subjectivity in interpreting the meaning, or the intent, of

certain behaviors. Another observer watching

the same behaviors might
-

well produce a different kind of analysis. The following technfques

were used to reduce this subjectivity to a minimum:

a. the researcher checked his interpretations periodigally

with the superintendent being observed;

b. the "appropriateness' of Mintzberg's (1973) categories wa-

I

discussed with Superintendents A and B and no modification

of their compositions was deemed necessary.

2. 1t is possible that the observees

may have altered their

behavior patterns, either consciously or unconsciously, because of the

presence of the researcher. There may have b
jors, but, as much of what the superinteéﬁent
others, and as the study focused on what he d
how well he did it, there is reason to believ
.éonscious ef fort made by the superintendent t
did when under observation.

Nevertheless, the researcher endeavor

of his presence by:

een some change in behav-
did was ''dictated" by

id ang now on how, or

e that there was little

o change the things he

ed to minimize the effects

.

a. guaranteeing anonymity to each superintendent;

b. being open and friendly with each superintendent;

. J

I
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c. trying to remain as inconspicuous as péss;ble 8o as to

avoid interrupting the "stream of behavior."

3. The sample size (eight superintendents) limits the gener-
alizability of the findings. However, the random selection of the
observees, together with the intensity and comprehensiveness of the
data generated through the observation techniqﬁe, should permit the

development of meaningful propositions about the "essence'" df the

superintendent's work.
ORGANIZATION OF THE THESIS

This chapter has presented (1) an introductiQn to the study,
(2) the background to the study, (3) the purpose of the study, (4)
the justification for the study, (5) the significance of the study,
(6) the delimitations, and (7) the limitations. The following chapter
presents a.review of literature and research related to the study.
An outline awd explangtion of thg conce}tual framework is also pre-
sented in' this chapter. Chapter 3 provides an overview of the
research design for the study and presents a detailed description of
the methodology employed in the data collection and adhalysis.

Chapters 4 and 5 provide a description and an analysis of
the datg. Findings and a discussiqn of their characteristics are
presented in Chapter 6.

The final chapter of the thesis provides a summary of the
study, its conclusions, and some implications of the findings for

theory and the practice of educational administration and for

further research. \



Chapter 2
°

RELATED LITERATURE AND CONCEPTUAL FRAMEWORK

-

The literature selected for review was related to research
" findings on administrative behavior. Alfonso et al. (1965:37), iIn
deciding on what’i&terature to include in their study of
instructional behavior, suggested that:
Two considerations must . . . be made. The first is to
determine those fields of research that logically would
offer information applicable to the educational behavi8r
system'gerlerally. The second is to select from among those
fields that appear to impinge most appropriately on the
(administrative] behavior system specifically. ®
In the context of the present study on the nature of the superintendent’s
work, appropriateness was judged on the basis of how well a research
study or literature selection contributed to an understanding of
administrative behavior. Using the guidelines pwoposed by Alfonso
et al., five fields of study were chosen. These were:
1. studies of administration as a set of prinéiples,
processes, and/or tasks;
2. studies of the role of the superintendent;
3. studies of leader behavior;
4. studies of administration as decision-making; and
b
5. studies of the content of an admini"‘ator's work,

particularly Mintzberg's (1968) study of the work of

five chief executives.
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A review of the contributions made by various writers and
: : )
researchers in the five areas of study just identified is presented in

the following sections.

o

THE PRINCIPLES, PROCESSES AND FUNCTIONS APPROACHES

The study of management as a set of functions dates back to
Henri Fayél (1916). From his experience Fayol developed a framework
for a unifying doctrine of administration that he hoped would apply
wherever the art of management had tb be exercised. He regarded
administration as an activity common to all forms of government
ranging from the runqing of a home to the affairs of state. Fayol's
stance on administration led /to the development of a common core of
administrative knowledge and principles. Fayol in his address to the
Second International Congress of Administrative Science (1923} in
Tillett et al. 1970:110-111) emphasized this approach.

The meaning which I have given to the word 'administration’
and which has been generally adopted, broadens considerably
the field of administrative science. It embraces not only the
public service but enterprisqg of every size and description,
of every form and évery purpose. All undertakings require
planning, organization, command, coordination and control, and
in order to function properly, all must observe the same general
principles. We are no longer confronted with several
administrative sciences, but with one which can be applied
equally well to public and to private affairs.

Fayol's 'General Principles of Management'--planning,
organizing, commanding, coordinating, and controlling--have become
widely accepted by managers and students of management alike, and have

‘ | 4
been regarded by many as being fundamental tenets of administration.

Pugh et al. (1969:25) have emphasized the key contribution of Fayol

to the study and practice pf administration:

12

-



He is the earliest known proponent of a theoretical -
analysis of managerial activities; an analysis which has
withstood almost a half-century of critical discussion.
There can have been few writers since who have not been
influsnced :z it; and his five slements have provided a
systeh of cohcepts with which managers may clarify their
thinking abput what it is they have to do.

Likewise, the writings of Frederick Taylor have ha& a profound
impact on the development of management thinking. Taylor is credited
as beingrthe founder of what ha; become yidely known as the Scientific

i
Management movement. He advocated the application_pf scientific

methods of enquiry and experiment to both pfoduction problems and to

management itself. Taylor's discussion of management was focused

mainly at the middle management level--the foreman in the shop--never-

theless he belfeved that all, principles of the wotkshop could be

applied to the management of all organizations. He stated (Taylor
1911:8):

The same principles can be applied with equal force to all
social activities; to the management of our homes, the
management of our farms; the management of business, of our
tradesmen large and small; of our churches; of our
philanthropic institutions, our universities and our
government departments.

R ) -
As a result of Taylor's work, management became more of a scienge than a

rule of thumb. Principles and prescriptions, as determined by mény prac-

titioners, replaced the old individual judgment or opinion. Hicks

and Gullett (1975:180) acknowledged Taylor's contribution to the

sclience of management.
. . . Taylor's broader contributions %o modern, systematic
management practices are profound. Perhaps these contribu-
tions are sometimes ignored because of thelr great success
and ubiquitous presence . . . the contributions of scientific
management often @re not fully appreciated because they are
so close and 8o much a part of modern industrial life.

e

o

o — -

YU

[
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In 193’.Lutm Oylick coined his now famous acronym--POSDCORB--
td describe the hpor@t management functions. These functions which
hctidutiuod as planning, organising, staffing, directing, coordina-
ting, rcportin;. and budgeting were lillil;r to hyol'.l principles.
Chester Barnard (1938:215-216), on the basis of his analysis 0
of the functioning of organizations, also described the major functions
of the executive. He suggested that executive work was "the special-
ized work of:é,intaining the organization in operation,' and consisted
éf three taaks:._(l) the maintenance of organizational communication;
(2) the securing of essential services from individuals; and (3) the
formulation of purposes and objectives. These executive functions
"gerved to maintain a system of cooperative effort.” While Barnard
was more concerned with cooperation within the organization and did
not advocate a science of management,his identification of executive
functions justify his inclusion as one of the major contributors to
the development of management thought.
The principles, functions, and processes approaches received

renewed support in 1951 when William H. Newman of Columbia University

published his book Administrative Action: The Technique of Organiza-

tion and Management. Newman (1951:28) defined administration as "the

»

guidance, leadership, and control of the efforts of a group of indi-

viduals toward some common goal.“ He identified the elements in the
process of administration as planning, organizing, assembling
resources, directing and controlling.

George Terry (1953:5) provided further impetus for the process

approach with his definition of management as:

i 3
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the .ctfylty which plans, organizes, and controls the operations
of the basic elements of man, materials, machines, methods,
money, and markets, providing direction and co-ordination, and
giving leadership to human efforts, so as to achieve the sought
objectives of the enterprise.

re,

Urwick (1956:84) used Fayol's elements of nanagesment as the
basic functions in his general principles. He identified two funda-
mental categories of functions: process (forecasting, organization,
and direction) and effect (planning, coordination, and.control). He
suggested that the '"process of forecasting had the effect of a plan or
planning. The process of Organizing had the effect of Coordination.
The process of Directing had the effect of Control." Urwick believed -
that the discovery of the "correct principle underlying each of these
}i.irs of principles [would give us] the general principles of manage-
ment.'" Tead (1959:31) in summarizing the early writings on the subject

concluded:

h—re

The elements we thus by common consensus identify as essential

components of administration are: (1) planning, (2) organizing, o
(3) staffing, (4) initiating, (5) delegating, (6) ditecting,

(7) overseeing, (8) coordinating, (9) evaluating, and (10)

motivating.

Koontz and O'Donnell (1964:38-39) 1in attempting to classify the func-
tions of the manager have suggested that:

Although the development of a theory and science of manage-

ment suffers from disagreement among scholars and managers as

to classification of managerial functions, a general pattern

of practice and terminology has emerged. . . . The most

useful method of classifying managerial functions is to group

them around the activities of planning, organizing, staffing,
direction andscontrol.

Despite the claims of a '"common consensus' regarding the make-up of the

essential components of administration, the disagreements referred to

above by Koontz and O'Donnell have proven difficult to overcome.




~ Attempts to Standardize Principles,
" Processes, and Functions

The five basic managerial functions identified by Fayol in 1916
ltij.zi;l regarded as important elements of managerial work. Mackenzie
(1969&87) in an attempt to standarize the terminology and to provide
"a wa& to ?1t together all generally accepted activities of management'
ended up with someyhat familiar conclusions. He identified the primary
functions of administration as planning, organizing, staffing, direct-
ing, and controlling.

, Another serious attempt to bring uniformity to management
theory was made by Harold Koontz over fifteen years ago. Koontz (1961:
174-188) noted that there were six main groups of '"schools" of manage-
ment thought:

1. The management process school

N

2. The empirical school

3. The human behavior school

4. The social system school

5. The decision theory school, and

6. The mathematical school.

Koontz suggested that the main causes of the '"confusion'" and the
“jungle yarfare' that existed between the various approaches were due
I 4 '

14
primarily to the "inability or unwillingness of management theorists

to understand each other.'" Misunderstandings were caused by 'the
semantic jungle' and the "walls of jargon' that were created by each
school to protect the so-called uniqueness of its ideas. An attempt

by Koontz to bring the representatives of all sides close together at

a symposium in U.C.L.A. in 1962 resulted in little progress for the



cause of a universal theory of management. Koontz (1964:238) commenting
on the symposium concluded that "semantic confusion was evident through-
out the dincuslion.g Little agreement wls reached with regard.to wvhat
would be the best approach to the development of a theory of adminis-
tration.

Another group of writers tried to give the principles-
processes-functions approach some uniformity and credibility by
attemptigg to place it under the rubric of systems theory. The growth
of general systems theory in the 1960's presented a challenge to some
writers of the principles-processes-function's tradition to fit their
approach into this new framework. Johnson et al. (1967) tried to com-
. bine general systems theory with the process approach to management.
Voich and Wren (1968:V) suggested that the manager was '"'. . . the
motivating and linking mechanism in a resource system in which he
plans, organizes, controls, and administers the resources available to
him." Haimann and Scott (1970:VI) attempted ''to integrate the older
more traditional functional approach to management with newer contribu-
tions from systems theory and the behavioral sciences."

The literature presented so far in this section indicates that
the principles-processes approach to the study of administrative
behavior has been widely accepted in the area of management theory. A
variety of writers and researchers intthe area of educational adminis-
tration have also favored this principles-processes approach. A

review of the contributions made by a number of these writers follows.
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°
Educational Administration: A Set of Principles,

Processes, and Functions

The use of descriptive and prescriptive lists to explain the

function of the manager was adopted almost thirty years ago by

students of educational administration. Jesse Sears (1950:36) adapted

the work of Fayol and Gulick and identified what he believed to be
the essential elements or functions of the administration of

- education, namely, planning, organization, direction, coordina .om

and control,
’ .

The American Association of School Administrators (1955)

endorsed Sears' approach and suggested that tha primary elements of

.
*

educational administration were, planning, allocation, coordination,
evaluation, and stimulation, C(regg (1957:269—3{7) presented a
comprehensive list of admnindstrative processes which included
elements identified by Fayol as well as those of the other wri: °rs
discussed in this paper. Miklos (1968:£A” used Gregg's eclectic

formulation as a "most useful" approach to the description of the

e

adnministrative process. The basic components of administration
fdentified by both writers were planning, organizing, coordinating,

decision-making, influencing, communicating, and evaluating.

The ideas of Fayol and Gulick, therefore, are still considered

in the study of administrative theory and much of what is known about
the functions of management, and subsequently of the functions of
educational administration, derives from their writings. Despite the
lack of uniformity with regard to the exact functions of admiﬁis-

tration, the principles-processes approach has provided a general

18
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desaription of what administrators ‘10.
STUDIES OF SUPERINTENDENTS
The Superinten ‘s Role
of the Schoo tem

Gctch-:‘:‘ Guba (1957:25) stated that the social system of a
s ool district consists of "all members of a school organization
working to achieve the goals of the school district."” They
conceive of theesocial systes as involving two classes of interacting
phcnonina. First, there {s the institution which has certain roles and
expectltiéns for its members. Second, there are the individual
members of the institution with parsonalitieé and dispositionms.

Getzels et al. (1968:78) pointed out that social behavior in an
organization is a function of the interaction of the institution and
the individual. They stated:
Here then are two components of behavior in a social
system, the one conceived as arising in institutional goals
and fulfilling role expectations, the other as arising in
individual goals and fulfilling personality dispositioms.

Specific responsibilities defined in a vr%tten job description
or in policy statements originating from the school board form part of
the institutional role expectation. This statement of responsibilities
embodies the formal expectations of the organization for the incumbent
of the superintendent's office. Often implicit in the chief executive's
role are unexpressed expectations for his behavior, which are held by
various individuals or groups with whom he comes into contact. These
expectations may be dependent on precedent and tradition and are part

iif a mind set with regard to what a superintendent generally does.
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Groups Which may legitimately define a role are referred to (
88 ajter groups. For the swperiatendent the alter groups are composed .
of school board mewbers, principals, teachers, parents, and borhcpo
students, Otto and Samders (1964:247) pointed 'out~thlt othar more
remote groups, called rgference groups, may lll} help to define an
{ncumbent's role, for example, the professional assocfation of
superintendents, college professors of education, and the authorpg of
professional literature on the subject. llonvo.r. within the context
of this paper we will consider only the expectations held by 'alter’
groups for the superintendent's role. More specifically, many of the §

studies dealt with reflect primarily the expectations of school

trustees and members of the teaching profession.

Role Studies

What, therefore, do role studies tell us, if anything, about

. . ..

what superintendents do? The functions performed by the superintendent
which are identified in many superintendency studies are very similar
to those described by the writers in the principles-processes
traditlén. Davis (1957:4) gtated that the superintendent in
discharging his responsibilities worked through the following processes:
l. Sensing the problem and surveying its aspects.
2. Relating the problem to people.
3. Making decisions.
4. Implementing and reviewing. v
Collins (1958:232-252) suggested that his study was

concerned with functidnal roles as measured according to whether a

superintendent's activity is primarily advisory, supervisory, or
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adainistrative. MNencley (1938:7)-92) discussed the adminiatrative
-~/

duties of the un/ﬂatu«u ta such terms as hiring, organising,

.punata.. surveying, deciding, and operating. These droad gemeral

categoriss, 11ike thess of the processes snd fumctione in msasgemeat
studies, indicate in genersl terms what the superintendent $oes 1n Wis

-
day-to-day actlvities. -

As further evidence of "sn appagent attempt ot condense the
kaletdoscopic activities of the superintendent into a handy u;h;o
for classification purposes,” Wilson (1960:24) listed the admimis-
trator's duties as identified by Ramseyer et 14 (1933): -ct;tn;
goals; making policy; determining roles; appraising effectiveness,
coordinating administrative functions and structures; working with
co-uni‘ty leadership to promote improvements in education; using the
educationsl resources ‘y( tb( comsunity; involving people; and com-
municating. Fensch a;\d ;uoon (1964:63-68) discussed the major duties
of the superintendent i{n such terms as coordinating, stimulating, exe-
cuting, appraising, and decision-msking. Dykes (1965:81-93) included
directing and coordlmtingdpcr‘onncl. information giving, advising, *
determining and initiating as some of the responsibilities of the
superintendent. The American Assoclation of School Administrators
(1968:6), in addressing the question of what a! superintendent's job
entails, concluded ‘that his prisary functions, regardless of type of

organization or size of school :yit-. \nu planning, evaluating,
[ 4 ’ .

advising, and coordinating. Fitzgerald (1975:30) defined the mnanage-

ment functions of the superintendent in tdims qf' the five basic opera-
o~ . o o

e d
tions defined by Peter Drucker ss:

-



-l. setting objectives;

2. organizing activities and people;

3. motivatiﬁg and communicating;

4. measuring or evaluating performance; and

5. developing peopler)
Downey-(1976:l6) reflected a similar orientation when he included as
part of his questionnaire the "executive function" categories:
educational leadership; personnel management; pupil.relations;
physical facilities; and executive officer functions.

Many of the studies reviewed identified various adminis-
trative tasks that a superintendent performs (Priestwood, 1953;
Davies, 1957; Collins, 1958; Hencley, 1958; Wilson, 1960; Finlay,
1961; Fensch and Wilson, 1964; Stafford, 1964; Dykes, 1965;
McCubbin, 1970; Fitzgerald, 1975; Downey, 1976). The eight most
commonly agreed upon administrative tasls weére identified as:
(1) public relations activities; (2, advising the board; (3) budget
preparation; (4) instructional improvement and evaluation;
(5) personnel selection, developmert and evaluation; (6) pupil
accounting; (7) managing, or ;%Vising on, property, equipment, and
supplies; and (8) policy development and execution. These tasks of
administration tend to focus more on actual administrative behavior
than do tﬁe principles and processes of admini;tration. Fisk (1957:
233) emphasized the relationship between administrative Fask and
administrative behavior when he stated that ". . . the task of educa-
tional administration . . . is precisely that which the adminis-

trator personally accepts and translates into specific behaviors."

22
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';-Tﬁ‘findings o[ the role studies contribute to an understanding
of the administrative behavior of the superintendent by focusing on the

expectations held for his behavior by a number of alter groups.

iy

RESEARCH ON LEADERSHI1P- BEHAVIOR

Behling and Schriesheim (1976:295) suggested that the study
of leadership has moved through three distinct periods or phases. In
summing up the essence of these three periods they stated:

In the first, xesearchers attempted to determine the
traits and qualities of effective leaders and to develop
a trait theory of leadership which held in all situations.
The second phase, behavioral theory, involved both attempts
to determine’ the major types of behaviors that leaders
display toward subordinates and to determine their effects
on group performance and satisfaction. The third and final
phase, situational theory, involves viewing leadership as
the results of interaction among (1) either the leader's
traits or behaviors, (2) his subordinates, and (3) the
situation.

Portgr et al. (1975:423) have pointed out that '"the efforts of 'trait'
researchers have yielded long lists of individual difference charac-
teristics which have been shown to csrrelate with effective leadgrs%ip
performance." However, Porter et al. conclude that "the correlations
between these traits and actual group or subordinate effectiveness
generally is so low . . . that their usefulness . . . is extreme'y
limited." Stogdill (1974:4), after reviewing the literature on
leadership traits, stated that though the -arch in this field
"proved to be disappointing,” nonetheless ''a wide variety of traigs

. was found to differentiate leaders from followers and effective

leaders from ineffective leaders." o




The Behavioral Approach

The behavioral approach to the study of leadership was charac- -

terized by research studies aimed at exploring the relationship
between leader behavior and worL—group performance and satisfaction.
Barrow (1977:233) pointed out that this new orientation to the study
of leadership ''shifted the emphasis from personality characteristics
to the study of what the leader actually does, resulting in an
increased understanding of the process of leadership."

A number of research programs concentrated on this aspect of

leadership, but the two most notable were conducted at Ohio State

University and at the University of Michigan.

Ohio State studies. The Ohio State studies tried to identify

various independent dimensions of leader behavior, and the effects
that a leader's style had on the performance and satisfaction of work
groups. " The research indicated that leader behavior can be

separated into two distinct categories termed cansideration and

Ll

initiating structure. Consideration refers to a style of leadership

\ : [\
behavior that emphasizes the needs of the work-group members and

focuses on the development of good rapport between the leader and his
subordinates. Initiating structure, on the other hand, typifies
leadership behavior that stresses the importance of ''getting things

done," and structures relationships and activities towards that end.

>

University of Michigan studies. While the Ohio State studiks

tried to identify dominant leader behaviors and then determine their
effect on the satisfaction and performance of sybordinates, the Uni-

versity of Michigan studies focused on subordinate satisfaction and

24
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performance and then tried to identify leader behévior that would
maximize both. As a result of extensive research, two dimensions of
leadership behavior were identifiedq which were similar but not identi-
cal to the Ohio State dimensions. They were termed production

orientation and employee orientation. Production orientation referred

to leadership behavior that emphaéized the importance of productive
output and employee orientation reflectgq leader behavior that stressed
the importance of taking an interest iﬁ subordinates as people.

The Ohio State studies and the ﬁichigan studies identif.iaed
soméwhat similar dimensions of leader behaviors which were related to
subord;nate satisfaction and performance. Some interesting aspects of
leadership style were uncovered in these studies, but the leader
behavior dimensions identified are general in nature and do not
describe the actual on-the-job behaviors of leaders and administrators.
An attempt made by Bowers and Seashore (1966) to make the findings of
the Ohio State studies and the Michigan stuéies more meanin‘n
terms of actual leader behavior is worthy ofénote. After revliewing
the Ohio State and Michigan studies, Bowers and S!Eshote (1966:238-263)
concluded that the host of leadership behaviors studied at those
. institutions could be categorized using four factors. This Four-
Factor-Theory identified those dimensions of leadership behavior as:
(1) support—-typified by leader behavior that enhances a subordinate's
feeling of self-esteem; (2) emphasis on goals--typified by leader
behavior that encourages and stimulates the group tq achieve their
goal; (3) facilitation of interaction--typified by ieader behavior
that encourages group members to develop mutually satisfying rela-

tionships; and (4) facilitation of work--typified by leader behavior



that facilitates the achievement of goals by means of such activities
. )

. as scheduling and coordinating. While Bowers and Seashore managed to

reduce somewhat the abstractness of the behavior dimensions identified

at Ohio State and Michigan, their approach would be more useful in

providing a greater understanding of actual on-the-job leader behav-

lors if it dealt less with categories of leadership behaviors and

~
focuseﬁd’bre on specific leadership activities. Mott (1972:184) sup-,
ported this point of view when he stated that:

\J

Such categories as democratic leadership, task leadership,

and facilitation of interaction can be very misleading
because specific activities can easily be placed in several
different categories. Furthermore, any given activity can

ybe interpreted variously, depending upon the situation in
hich it occurs. These reasons are all theoretical, but
there is also one very important practical reason for con-
centrating on specific activities: The leader who tries to
apply social science findings in practice can do so more
readily and more effectively if he can adopt specific
practices, rather than categories of practices.

Despite the criticism of Mott mentioned above, behavioral
studies have identified specific dimensions of leader behavior. These
behavioral studies, therefore, contribute to available knowledge on
the nature of a superintendent's on-the-job administrative behavior.
The situational approach to leadership behavior examined in the

following section also helps to develop a more complete understanding

of the superintendent's administrative behavior.

The Situational Approach

The situational approach to the study of leadership behavior
proposed that the traits and behaviors of a leadet mugt vary with the
situation in which he finds himself, if he 1s to be effective. Filley

and House (1969:397) pointed out that the factors identified by
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situational theorists as influencing leadershipbeffectiveneil included:
. « . the personality of the leader, «2) the performance
requirements of the task of both the leader and his
followers, (3) the attitudes, needs, and expectations of
his followers, and (4) the organizational and physical
environment of the leader and the group.

Two of the most widely known situational theories of leadership
are Fiedler's Contingency Theory (1967) and House's Path-Goal Theory
(1971). These theories of leadership Qre concerned more with voria-~
tiogs in the situations in whichvleadets find themselves than w.th the
specific behaviors exhibited by leaders in these situations. Two
major dimensions of leader behavior are identified in the situational
theories. These leader behavior dimensions are referred to as task-
oriented behavior and relationship-oriented behavior in the Fiedler
studies. The Path-Goal Theory uses leader behavior dimensions similar
to the Ohio State studies of consideration and initiating structure.

Overall, leadership studies have identified major categories
of leader behavior. While various studies have used different termi-
nology to describe these behavior categorles, the findings of these
studies generally support‘the contention that leader behavior can be
characterized as being directed toward the accomplishmen; of the
organization's task or d%rected toward developing and maintaining good
1nte;persoA;l relationships among organizational members. If we
accept the notion that the superintendent is an educational leader,
then, the leadership studies examined in this section provide

addditional information concerning the nature of the superintendent's

administrative behavior.



ADMINISTRATION AS DECISION MAKING

A number of writers, both wﬁ’hin’nn¢ outside of education,
have focused on decision making as the vital, if not the all-pervading,
element of administration. Simon (1961:1), one of the chief proponents
of this school of thought, stressed the central position of decision
making in the process of administration when he stated:

' The task of "deciding" pervades the entire administrative
organtxation quite as much as the task of "doing" . . . a
general theory of administration must include principles
of organization that will insure correct decision-making,
just as it must include principles that will insure
effective action.

Griffiths (1959:75) concurred when he suggested that "Decision-making
is becoming generally recognized as the heart of organization and the
process of administration." In addition Griffiths (1959:74) pointed
‘out that: :
It {8 not only central in the sense that it is more
important than other functions . . . ; it is also central
in that all other functions of administration can best
be interpreted in terms of the decision-making process.
These writers proposed that the primary fu2stion of the administrator
was to control and facilitate the development of the decision—makiﬁg
process in his organization.
%his all-pervasive quality of decision making in the task of
administration was, perhaps, best portrayed by Litchfield (1956) @ho
proposed that administration consisted of a cycle of activities

beginning and ending with decision making. Owens (1970:90) in sum-

marizing Litchfield's "ntribution in this area commented:
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This cycle which, for Litchfield, comprises the "adminis-
tration process,' #fivolves the administrator not only in
the making of decisions, but in the establishing of arrange-
ments to implement these decisions (programming), to keep
the organization informed (communicating), to adhere to the
plans decided upon (controlling), and to evaluate results
(reappraising). Presumably a new cycle of administrative

! process will flow from a reappraisal.

\
A

T A recent and comprehensive statement of the importance of
decision making in the day-to-day work of the executive was proposed
by Simon (1977:40). He suggested that executives and their subordi-
nates spend "a large fraction" of‘t(ZZr time "surveying the economic,
technical, political, and social environment tobidentify new condi-
tions that call for new actions.” 1In addition, Simon claimed that
executives spend '"an even larger fraction'" of their time ''seeking to
invent, design, and develop possible courses of action for handiing
situations where a decision is needed." Furthermore, Simon sees these
same executives spending only "a small fraction" of their time 'choos-

ing among alternative actions,"

and ''a moderate portion" of their time
evaluating the "outcomes of past actions as part of a repeating cycle
that leads again to néw decisions." In summing up his propositions
regarding how executives spend their time, Simon (1977:40) concluded
that "The four fractions, added togeth;r, account for most of what
executives do."

In summary, the writers on the decision-making school of
thought propose that an administrator's on-the-job behavior can be
best understood in terms of the decision-making cycle, i.e., most of

what administrators do can be categorized as to whether it consists of

déveloping, facilitating, or evaluating the decision-making process.

29
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These writers suggest that all administrative behavior is related to
some aspect of the decision-making process. In other words, the
decision-school writers regard the administrator as, primarily, a

4
decision maker.

RESEARCH ON THE CONTENT OF THE ADMINISTRATOR'S
WORK: WITH SPECLFIC REFERENCE TO THE
SUPERINTENDENT OF SCHOOLS

How accurately can we describe what constitutes the content of
a superintendenc's work from the finaings of the writers and researchers
mentioned so far in this chapter? What do superintendents of schools
actually do? How do they spend their days? Thelr weeks? Their years?
Wilson (1960:21) noted that the popular notions of the superintendent's

[ ]
duties as' obtained from such sources would lead to the conclusion that:

a superintendent passes the time philasophising upon

education and the state of youth, 1in planning an on-going

curriculum, deciding how a financial pie should be cut,

making awards, shuffling papers, supervising a teacher's

handling of a learning unit, erecting a building, running a

meeting of the board of education. . . . That he does all

these things is true. To assume that this is the substance

of his work load is grossly misleading.

March (1974:26), 1in discussing the content of training programs
for educational administrators, echoed Wilson's sentiments. He pointed
out that if we are going to consider ways of improving the effective—
ness of administrators in their behavior we need to study on-the-job
administrators to determine "the pattern of managerial activities.”

In addition, March suggested that unless we analyze what administrato;s
accualhﬂ do we are likely to develop misconceptions about their

work. March (1974:25) cited the work of Mintzberg (1973) as a useful

approach to the study of the content of managerial work. Other studies



31

by Hemphill and Walberg (1966), and Cohen and March (1973) tenied to
supporg Mintzberg's orientation.

Mintzberg (1973) suggested that although much has been written
concerning the manager's job, we still know very little about it. Mintz-
berg (1973:10) has laid the blame for the lack of materials‘r<.dt1ng to
actual managerial behaviors on the over-reliance ot students of manage-
ment on such neat categorizations of managerial functions as thpse
presented by Gulick's POSDCORB. He stated:

POSDCORB permeates the writing of popular theorists such as

Peter Drucker and industrial leaders such as Ralph Cordiner; it

appears when managers are asked to describe their work or ‘hen

their job descriptions are'read; it reappears in a multitude of

articles, reports, and textbooks.

Mintzberg (1973:24-25) concluded, as did Carlson (1951:24), Wilson (1960:
21), Braybrooke (1963:537) and March (1974:25), that the neat categories
developed by the principles and processes writers did not, in fact,
describe the actual work of managers at all. He noted that "
nowhere in the literature is content categorized, except in the vague
words of POSDCORB.' In addition, Mintzberg (1975A) suggested that if
you ask a manager what he does, "he will most likely tell you that he

plans, organizes, coordinates, and controls.' However, Mintzberg
pointed out that if you watch what he does, "Don't be surprised if you
can't relate whét you see to these four words."

'1milar1y, the superintendency studies reviewed in this paper
fail to describe the.aCCual activities engaged in by the superintendent.
The functions of the superintendent are couched in terms similar to
those of Gulick's handy acronym, and the activities, tasks, dutles or

responsibilities refer to broad categorizations of activities, for

example, instructional improvement and evaluation, personnel selection,



ations. The i{nstrumentation

development and evaluation, and publti

»
sually questionnaires, {mposed

used to collect data in these studies,
restrictions on responses through the use of neat and convenient cate-
gorizations. Many of these instruments tended to be constructed around
such POSDCORB items as planning, coordinating, organizing, controlling.
A number of writers have suggested that part of the reason that
researchers have not been able to accurately describe the work behavior
of administrators has been the widespread use of the survey method for
generating data on the subject. Carlson (1951), Burns (1957), Dubin
and Spray (1964), Stewart (1967), and Lawler, Porter and Tannenbaum
(1968) all recognized the limitations of the survey approach for
studying on-the-job behavior, and they opted for the diary technique
as an alternative. However, Stewart (1968:81) summarized the frustra-
tions of trying to collect data on job content features by the diary
method when she explained:
There is no problem if one is asking unambiguous questions
such as "'where is he working?'" '"Is he alone or with someone
else?" and "Who is he with?" . . . Such investigations tell
one something about how the manager spends his working day,
but little about the content of his work, which is the most
interesting part of what he does. Those who have sought to
describe it have usually thought in terms of the classic
management functions, such as planning and organizing, or of
activities like giving information or making decisions. The
objection to these descriptions is that such activities cannot
be defined so unambiguously that different managers recording
the same tasks will necessarily classify them in the same way.
As a result ofinmh problems Stewart decided to exclude job content
items from her diary.
Mintzberg (1968) in his study of five chief executlives £9 the

United States used structured observation as a method of collecting

his data. He suggested (1973:227-228) that this methodology combines
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the "{nductive power of observation" with the “structure of -y.t.na??g
recording,” thus allowing the researcher to be both systematic and
comprehensive in his investigations of the nature of managerial work
behavior. One of the strengths of this approach {s that ‘ho r searcher
can develop his categories of activities during his observation and
after it takes place. He {s generally influenced more by the events
. taking place before him than by any categories imposed by the literature.

Mintzberg's (1968) study provides some useful information about
the chief ex;cutive's work which tends to contradict the classical view
Fhat the manager spends his time planning, controlling, coordinating
“ud organizing. Mintzberg (1975A:60) igdlated the main theme of his
study when he stated regarding the manager's job:

the pressures of his job drive the manager to be
superficial in his actions--to overload himself with work,
- encourage interruption, respond quickly to every stimulus,
seek the tangible and avoid the abstract, make decisions in
small increments, and do everything abruptly.

As a result of his own findings, and drawing on the conclusions
reached in a number of diary and direct observation studies (Carlson,
1951; Guest, 1956; Neustadt, 1960; Stewart, 1967), Mintzberg (1973:11)
concluded that the chief executive's job could best be descr;bed in
terms of ten roles. Mintzberg (1973:54) defined a role as '"an organized
set of behaviors belonging to an identifiable office or position."” He

Al

suggested that his delineation of managerial roles was ''essentially a

categorizing process, a somewhat arbitrary partitioning of the manager's
activities into affinity groups." Mintzberg's roles, therefore, provide

a description of the basic content of a manager's work. Mintzberg's

ot e
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ten roles can be divided into three groupings--three interpersonal roles,

which emanate f{rom the manager's authority and status, thrde informational
roles, which stem from the interpersonal roles and the access they

provide for {nformation, and four doggllonnl roles, which derive .from the
chief executive's authority and information. He {dentified the ten roles

-

as (Mintzberg, 1973:96):

. . . figurehead, l1iaison Q:d leader (interpersonal roles),
wonitor, disseminator, and Spokesman (informational roles),
and entrepreneur, disturbance handler, resource allocator,

and negotiator (decisional Toles).

A brief delcript;ln of each of the roles, together with an illustration
of some of the activitiei’englged in by an executive in performing the
roles, will help describe more clearly Mintzberg's conclusions con-

cerning the nature of an executive's work.

Interpersonal Roles

Mintzberg (1975A:54) {ndicated that the three interpersonal
roles are derived directly from the executive's formal authority and
"{nvolve basic interpersonal relationships.' As figurehegd, the
executive is a symbol, required because of his status and position to
carry out a number of social, legal, and ceremonial duties. Regarding
the leader role, Mintzberg (1976:645) suggested that:

The leader role defines the manager's interpersonal
relationships with his subordinates. He must bring together
their needs and those of the organization to create a milieu
{n which they will work effectively. The manager motivates
his subordinates, probes i{nto their activities to keep them
alert, and takes responsibility for the hiring, training and
promoting of these closest to him.

In the lisison role the manager or executive develop& a ''ne rk of

contacts outside his organization, in which information and favors are
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traded for mutusl benef{t’ (MintsMerg, 1973:97).

lnformational Roles

Because‘of his interpersonal comtacts, the executive becomes
the nerve center of his organiszation. Tha executive, because. of his
positiom, has access to important information sources and‘ is able "to
develop a powerful data base of tnformstion.” Nintzberg (1973:97)
stated that as monitor: 'The manager continually seeks and receives
£nfornatlon from a variety of sources in order to develop a thorough
understanding of the organization and its environment.” As dissemi-

-nator the manager passes on both fmportant and privileged information

directly to his employees. As spokesman the manager transmits informa-

tion to individuals outside his organt Nintzberg (1976:645)

described the essence of this role wh ated: '"He acts in a
public relations capacity, lobbies fo anization, informs key
influcncers, tells the public about the organization's performance,

and sends useful information to his liaison contacts."

Decisional Roles

Mintzberg (1973:98) proposed that as entrepreneur the manager

or executive "initiates and designs much of the controlled change 1in
his organization. He continually searches for problems and oppor-
tunities." In performing this role the executive may be developing,
supervising, or ivaluating the pgogress of a large number of projects
or other such endeavors. Mintzberg (1975A:57), discussing the execa-
tive's role in the supervision of various projects, stated that:

The chief executive appears to maintain a kind of inventory
of the development projects that he himself supervises--projects

3
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that are gt various stages of development, some active and
some in limbo. Like a juggler, he keeps a number of projects
in the air; periodically, one comes down, is given a new
burst of energy, and is sent back into orbit. At various
intervals, he puts new projects on-stream and discards old
ones.

The second decisional role identified by Mintzberg (1973:98)

is that of disturbance handler. In this roié the executive must

respond to sudden crises. He must act to find a solution because the
pressures of the situation are often severe and they seldom disappear
when ignored. This part of the executive's work is frequently

referred to as putting out fires.

, ¢

Mintzberg (1976:646) described the resource allocator role c:
the manager. In performing this role he suggested that:

The manager oversees the allocation of all his organiza-
tion's resources and thereby maintains control of its strategy-
making procgss. He does this in three ways. First, by
scheduling his own time . . . . Second, the manager designs
the dbasic work system of his organization . . . . He decidcs
what will be done, who will do it, and what structure will be
used. Third, the manager maintains ultimate control by
authorizing, before implementation, all major decisions made
by his organization.

[y
The final decisional role is that of negotiator. As negotiator

the executive directs or conducts important negotiations with repre-
senta;ives of other organizations, or with representatives of sub-units
within his own organization. His presence 1is required because he has
both the information base and the authority to either make, or advise
on, the crucial decisions that must be made during such n;éotia;ions.
Mintzberg (1975B:5) pointed out that, perhaps, the most
significant feature of the ten roles is that 'they form a 'Gestalt',

an integrated whole." In addition, he proposed that even though

different chief executives emphasize different roles, the oveq‘il
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description of the ten roles seems to apply to "all chief executives—-
in my study, for example, a school superintendent in a stable milieu
and a company president in a highly competitive consumer goods
industry."
Mintzberg's (1975A:49) conclusions about the nature of the
chief executive's work is worthy of note. He stated:
The facts show that managers are not reflective, regulated
workers, informed by their massive MIS systems, scientific,
and professional. The evidence suggests that they play a
complex, intertwined combination of interpersonal, informa-
tional, and decisional roles. The author's message isgthat
if managers want to be more effective, they must recognize

what their job really is and then use the resources at hand
to support rather than hamper their own nature.

SUMMARY AND CONCLUSIONS

What areas of the literature can we look to for guidance in
explaining or describing the nature of the superintendent's work?
Five areas in the literature that relate to administrative behavior
and aéﬁear relevant to the focus of this question have been discussed
iq this chaptef. These literature areas were identified as: (1)
literature on admiéistration as a set of principles, processes and/or
tasks; (2) lizerature on the role of the superintendent; (3) liter-
ature on leader behavior; (4) literature on administratiom as decision-
making; and (5) literature dn the content of a chief executive's work.

b
" Much has been written concerning the specific functions, or

¥
tasks, that an executive or manager performs in discharging his duties
and responsibilities. The nature of administration and the actual

work of administraters have been studied and explained in terms of

essential tasks and/or processes. Descriptive and prescriptive lists
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have been identified or developed to explain what managers should do.
These tasks and'proéesses were adopted by students of educational
administration and used to describe what it was that educational
administrators do, or should do.

Other writers were more concerﬁed with the superintendent's
role as defined by the expectations of significant others. The
superintendent's duties and responsibilities were identified by asking
significant alter groups, such as school trustees and teachers, what
they perceived his role/tasks were or- should be.

Leadership studies, particularly those conducted at Ohic State
and the University of Michigan, tried to isolate various dimensions
of leader behavior and correlate them with group satisfaction and per-
formance. The decision-school theorists defined administration in
terms of a decision-prgsess cycle and suggested that the admini trator
spent the major proport}hn<gj his time either making decisions, or
facilitating the makiné of them.

A number of researchers have focused specifically on the
nature and content of an executive's work through the use of d%ary
and direct observation techniques. Mintzberg (1968) cénducted such a
study of five chief executives in .#he United States and as a re :1t of

|
his observations, and the f}ndings of & number of other diary ard

observation studies, concluded that the manager 's work could be best

described in terms of three categories of rgles, namely, interpersonal,
NS 3
informational, and:de‘tg;;nal.

] . ¢ [N
Edch of the five literaturé sources presented in this chapter

)
offers a different perspective of the nature of administration apd of
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administrative behavior. Some of these sources folus more specifically
on actual administrative behaviors, while others emphasize broad
categories of behavior, but, consfdered as a whole, the variéus
literature sources reviewed help describe the essential ele%ents of

administrative behavior.

CONCEPTUAL FRAMEWORK

' . .,.;.'l“‘

A Conceptualization of Adminwp
g -5, .
Behavior T

The educational organizatiom can be viewed as a Social System

consisting of a number of interdependent sub-systems that cooperate
to achieve a common goal or goals. In the case of the educational
organization, the goal for the various sub-systems 1is the facilitation

Aent learning in certain defined directions. Alfonso et al.

~}:4) pointed out that each educationai organization possesses a
':ér of behavioral sub-systems that "have the general functions of
meributing to the achievement of organizational goals' and help
maintain '"the operation and existence of the organtzation itself."
These authors identify some of these behavioral systems as: the
administrative behavior system, the teaching behavior system, the e
counselling behavior system, and the instructional-supervisory behavior
system. This study dealt with the administrative behavior sub—systeﬁ
of the educational system and it focused specifically on the behavior

of the superintendent within that sub-systen.



40

U4
Administrative behavior defined. 1In the Alfonso et al. con-

(jgeptualization of the educational organization, adJE)istration is
éonlidered as one behavior system, separate from\}he other behavior
systems, This presumes, therefore, that the phenomenon of administra-
tion can be i{solated, observed, and defined in terms of specific vehav-
iors. For the purpose of this study the definition of administrative
behavior is tqke.‘from Gregg's (1957:269—270) definition of adminis-
tration, and Alfoﬁso, Firth, and Neville's (1975:35-36) definiti n of
instructional—3upervisory behavior. Administrative behavior is
defineé as: the total behaviors exhibited by an offtcilally desig-
nated admint;trator through which,’ either directly or i{ndirectly,

appropriate human and material resources are made available and made
i

ef fective for accomplishing the purposes of the school organization. .

-
There are a number of key elements in this definition. First,

“
the definition restricts administrative behavior to vofficially

desi;nated" administrators thereby heliin; to avoid confusion cor ern-
ing ""Whd 1s an administrator?” Many persons engage in various forms

.
of administrative behavior‘in the schobl organization, butéshis study

\

focuses on the behavior Pf an officially designated administrator’, {
the superintendent. Second, the definition is gufficiently broa to
include behaviors that may be ind;rectly invplved in facilitatin,
organizational goal achievement. For example, there may be little
direct relationship between a superintendent's attendance of a social
fu;ction or his appearance on television and the achievement of the

stated goals of the school system, but, the superintendent performs

such activities regularly as "part of the job." Therefore, such



behaviors are included within the parameters of this definition.
Finally, the definition specifies that the behavior should be purpose-
ful and directed toward the achievement of thecgoals of the school
organization.

The approach taken in this study focused on behavior, not on
role. Specifically, it centered on the administrative behavior
. exhibited by the superintendent in the processes of carrying out his
day-to-day activities. The guidelines established in this definition
were used as a framework for (1) screening the literature for findings
and conclusions relevant to administrative behavior, and (2) isolating
behaviors that could be classed as administrative, during the observa-
tion of eight Alberta superintendents. An examination of the steps
involved in conducting these screening and isolating processes will

follow.

The Literature Source

Figure 1 (adapted from Alfonso et al., 1975:41) illustrates
the literature sources used, and the steps taken in selecting findings
and conclusions relevant to the topic under study. The descriptiorf
of the steps involved has already been given }n the review of liter-
ature, but the implications of the literature findings are discussed
in Chapter 6.

Figure 1 identifies the five fields of study selected as part
of the research.base for the formulation of proposals related to the
analysis of the superintendent's administrative behavior. The
empirical find;pgs and theoretical conclusions were screened using

the parameters established in the definition of administrative

41



42

behavior, and those considered appropriate and relevant to the focus
of this study were selected and evaluated in terms of how well they
contributed to our knowledge about, and understanding of, the ~ature

. .
o »
of the superintendent's administrative behavior.

1. Selection of Research 2. Screening 3. Findings/Conclusions

Literature on Principles
Processes of Management [~
—

~Principles of Muanagement
DefinitionN\\‘i-Processea of Adminis-

of —~—— tration

Literature on the Role o
the Superintendent

[1terature on Adminis- -Tasks of Adminis'ration
I—| trative P—%-Leader Behavior Dimen-
Leader Behavior
Behavior sions

r"—’-Decision-Making Behavior
~-Characteristics of the
|_—" Adminlstrator's Work

Literature on
Decision-Making

ol

Literature on the Content
of Managerial Work o

4, Implications

Implications of Research
Findings and Conclusions
for the Nature of the
Superintendent's Work

. Figure 1

The Steps Taken to Examine the Literature
Relevant to Administrative Behavior

This Study as a Source

Figure 2 provides an overview of the §3eps taken in moving from
a definition of adginistrative behavior through research findings,

propositions, and conceptualizations about tne nature of the superin-
*

tendent's work. Figure 2 shows that any behawior recorded had to fall

Jiithin the parameters established by the defi‘on of administrative



/

behavior referred to earlier. The observed behaviors were then

recorded in three ways: (1) a chronology record which consisted of

a documentation of how each superintendent spent his time; (2) a con-
tact record which shoved in detail the superintendent’'s interattions

with others; and (3) a mail record which presented a detailed descrip-

tion of the nature of the superintendent's incoming and outgolng mail.

1. Observation: 2. Screening 3. Recording/Coding
©
Direct Observation
Definition of (a) Chronology Record
i S -
of Eight Superin _-’Administrative — (b) Contact Record
tendents on the
Behavior (c) Mall Record
Job
®
-
4. Developing 5. Synthesizing
Categories of
Behaviors
Developing Profiles Synthesizing These O
of the Various Charac- Profiles and Developing
.| teristics of the a Composite Profile.
Observed Behaviors of — Using Interview Data
the Superintendents to Complement/Dispute
the Composite Picture
4 .
" 6. Findiggs
Developing Propositions
and Conceptualizations
about the Nature of the
Superintendent's Adminis-
trative Behavior--the
, Nature of his Work )
)
Figure 2

The Step§ Involved in Developing Propositions and
Conceptualizations of Administrative Behavior

&
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These records were used as bases for constructing profiles of
various aspects of the superintendent's work. Through a synthesis of
these profi}cu 4 composite picture of the characteristics of his day-
Eo-day-activities was developed.

This description of the observed actuality was then compared
to, and combined with where possible, data generated from the follow-~
ing sources:

l. interviews conducted with the superintendents; and
2. information collected on thé pattern of his activities
for the week prior to the observation period.
The description of the superintendent's administrative behavior

presented in Chapter 6 was derived from the data sources mentioned above.

AN

The overall framework for the study is presented in Figure 3.

The Framework for the Study

It provides a pictorial representation of the salient steps followed in
generating propositions and conceptualizations of the administrative
behavior of the superintendent. Figure 3 shows that the findings and
conclusions derived from the literature ielated to administrative
behavior provided background information on the theme of the study--the
nature of the superintendent's administrative behavior. However, the
literature reviewed in Chapter 2 tends to describe administrative
behavior in terms of broad categories of behavior and it does not
provide an answer to the question: What 1s the actual administrative
behavior of the superintendent? Through the observation of eight

Alberta superintendents, the researcher focused on the superintendent's



administrative behavior with a view to describing what he does on the
job and developing general propositions about the nature of his adminis-

trative behavior.

- - - T T T
LITERATURE THIS STUDY
-
(a) Literature on Management
Principles and Processes
(b) Literature on the Role

of the Superintendent Ubservation of Eifght
(¢) Literature on Leader — Superintendents
Behavior . Interviews with Six
(d) Literature on Decision- Superintendents
Making

(e) Literature on Managerial
Work Content

I S !

T

(‘ Administrative W
Behaviors

d

Findings

|

Propositions
Conceptualizations

Figure 3

The Framework Used to Develop Conceptualizations on the
Administrative Behavior of the Superintendent

o
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Chapter 3}

RESEARCH DESIGN AND METHODOLOGY

-

This chapter {8 divided into four sections: (1) research
design; () structured observation; (3) selection ot the sample; and

(4) methodology employed in the study.

RESEARCH DESIGN

The Statement of the Problem

The central problem of this study was to observe and describe
the actual on-the-job behavior of the superintendent of schools so as

to develop a composite view of the nature of his administrative behavior.

Sub-Problems

In order to provide an answer to the major question posed in
the statement of the problem the following sub-problems were stated:
1. Wwhat are the dt-tincti;e administrative behaviors of the
school superintendent as defined in the literature?

2. What are the actual administrative behaviors of Alberta
superintendents as identified through the structured
observation of eight ‘Alberta superintendents’

'3. What tentative generalizations can bp stated concerning the
nature of the superintendent's administrative behavior?

4. To what extent are the ten managerial roles identified by

Mintzberg applicable to the actual administrative behavior

46



of the observed superintendents?

The Design for the Study

A fleld-study approach was employed to generate an analytic
description of the nature of a superintendent's work. Analytic descripe
tion was defined by McCall and Simmons (1969:3) as being ''something much
more than journalistic description.” They stated:

An analytic description (1) employs the concepts,

propositions, and empirical generalizations of a body of

scientific theory as the basic guides in analysis and

reporting, (2) employs thorough and systematic collection,

classification, and reporting of facts, and (3) generates

new empirical generalizations (and perhaps concepts and

propositions as well) based on these data.
This study focused on the observation of behavior in the field, the
administrative behavior of the superintendent. This observational.

[ Y
technique led to the development of clusters or constellations of behav-
fors related to the superintendent’'s work. The findings of the >tud.
were supplemented by the data collected through interviews, and &pe
~

{nformation collected on the pattern of the superintendent's activities
for the week prior to the ohservation period, to generate a description
of the superintendent's administrative behavior.

Because of the nature of the study it was difficult to establish
a compact research design. Strauss et al. (1964:20) referred to the
problem of developing a research design in exploratory field studies.

They stated:

A . . . general characteristic of fieldwork is its temporall:
developing character. The fieldworker usually does not enter
the field with specific hypotheses and a predetermined
research design. To be sure, he does have general problems

47




- .
‘. J
in mind, as well as a theoretical framework that directs him
to certain events in the field.
13
Kerlinger (1973:415) recommended that in this type of research the
)
N
researcher could use a "flow plan' or chart to outline the design. He:
suggested that this flow plam would start with the ohjegtives of the !
study, list each step taken, and end with a final report. t
An example of such a flow plan, adapted from Coombs (1964:4),
is presented in Figure 4. .
9 rl
Researcher
i
)
. ‘ Analytic
Administrative Data Analysis: Description: }
Recording Formation of
Behavior of > — —»| Refining b
Observations Proposisions -
Superintendents Propositions -
and Concepts -,
and Concepts ke e
Y R ,"‘,:
Phale 1 ' Phase 2 Phase 3 x - 4 ,".;i
a . ‘? - ‘. *.- & .
' ‘! - .ﬁ '.' ﬁ
Figure 4 . £ y -
z . N ) g: o . f{

A~
. -
Flow Diagram of the Process of Developing Conceptualiéim . .~ %
in a FANd Study Cm = AN .‘%.;

\ i "

The flow chart presented in Figure 4 outlines the stages L

~

phases involved in developing conceptualizations about the naturefo ' -

the superintendent's work from observations of his administrativd =, i . ‘
1 ) N r !
behavior. These phases, which were identified by Coombs (1964:4) ”‘ ; ‘




the essential stepe that a research scientist must traverse ia going
“from the real world to inferences,” are simtlar to the three stagee
in fleldwork proposed by Strauss et al. 0964:20). In discuseing
these stages they scated:

The initial phsse of fieldwork {s 4 period of gemeral
observation: Specific Problems and foct! have not yet been
determined . . . . During the second phase of fieldwork, the
investigator has begun to make sense of the masstive flow,of
events. Significant classes of persons and events have begun’
to emerge, certain Aspects of tha field have becowme taportant;

and genuine propos ns have been formulated. This secoad
phase is marked by . 4n emerging set of Propositions.

A final phase co

8ts of systematic effort to pinpoint
virious hypotheses.

The. stages in this type of research procese sre, however, not
necessarily discrete and scquentia{ steps. The researcher actually
may be working within tvo‘ltag.l during any given period of time.
During the observation and recording phases thfs researcher vas also
trying to generate working hypotheses through the development o:
theﬂfetlcal notes. (An explanation of how these tbcorctical notesy,
were utilized will be given in the methodology section). Lutz cnd'

lannaccone (1969:134) stressed this 1ntor¢d§cwﬂrnce of the varieus

steps in the field study approach. They |u‘he.}od:

Sy

ﬁ‘g ' It is timportant to recognize that since the steps in
'3 analysis are not discrete, neither is the Bovement from data
" collection to data analysis discrete. The field study 1s
conducted in much the SaAne way as theory is generalized,
Beginning with a hypothetical guess that is generated by a

theory, and using 1its concepts, data are collected that
wodify or confirm the Statement. This in turn modifies the
theory, producing new hypotheses.

The processes involved tn carrying out this research stuiv,

therefore, constituted the design for the lt‘ly. These steps or

phases in the research process include five of the six steps adveocated
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by Griffiths (1957:379) in his description of '"an approach to theory
building."” He identified the steps as:

o

A descrgzgion of administrative behavior in one situation.

1.
2. A definition of certain basic concepts. '

3. A more general statement which 1s descriptive of the
average behavior in a limited number of situations.

4. A statement of one or more hypotheses.

5. An evaluation and reconstruction of hypotheses in
accordance with later Observations.

6. The statement of one or more principles.

An elaboration of these steps is presented in the sections dealing with

structured observation and methodology.
STRUCTURED' OBSERVATION

Strucéured observation was chosen as the primary method to
study the superintendent at work. An extensive review of the relevant
literature revealed that the structured observational technique of
data gathering has not been used to study the administrative behavior
of superintendents. The observational approach, thérefore, can provide
a new perspective on what 1s known of the superintendent's adminis-
trative behavior. Ip addition, findings generated through this
approach can complement the findings provided by other relevant liter-
ature sources.

The observational method was used by Mintzberg (1968) in his
study of the work pattern of five chief executives in the United
States. Guest (1956), Jasinski (1956), Ponder (1957), O'Neill and
Kubany (1959), Landsberger (1962), and Radomsky (1967) have_fll used
structured observation in their studies ot the work behavior of

managers.
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Rile; (1963:997-998) emphasized the usefulness of structured

AY
observation in research. He stated that observational methods are

often valued because they provide "a particular type of data, data

with a wide range of detail and immediacy; and wi e' events

preserved.' Weick (1968:362) suggested that "obse nal methodology
is typically used to watch persons in situations where they spend most
of their time or in situations that at least fare famjliar to them."

In addition, the structured observational method has certain
characteristics that make it germane to the study of work contemt.
Mintzberg (1973:227-228) pointed out that this methodology combines
the "inductive power of observation" with the "structure of systematic

recording,"

thus enabling the researcher to ''study systematically and
comprehensively those parts of managerial work that are not well under-
stood.'" This methodology allows the researcher to be more flexible in
his observations and recordings allowing him to impose a structure
duriﬁg or after, rather than before, he collects his data. It ~om-

bines the flexibility of unstructured (or open-ended) observation with

the discipline of systematic selectivity of data.

5~

The Role of the Researcher

The researcher 1n§olved in an observational study can have
varying degrees of involvement with\the situationvbeing studied. Lutz
and Iannaccone (1969) identified three potential roles that a researcher
could adopt in an ohservational study: (1) the participant as

observer; (2) the observer as a limited participant; and (3) the

observer as a non-participant. The classification, observer as a

non-participant, best describes the role of the reseaycher in th:s

A}
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study.

v

Lutz and Iannaccone (1969:112) described this role "as one

»

that makes every-effort not to impingeuupon the sé&éial system."

Essentially, it is a role that would not have existed“a the school

system’

v

s central office had the researcher not been there. This role

‘ allowed the observer to detach himself from the situation being'

observed so as to present a more objective analysis of the observations.

In terms of the classification scheme proposed by Lutz and

lannaccone (1969), the researcher in this study di1d not occupy an

official role in the school system, but this does not mean that he

remained completely aloof from the respondents. Rather, he assumed

the posture that Schatzman and Strauss (1973:83) referred to as

"limited interaction" observation. They described this orientation as

follows:

In

. the researcher engages in minimal clarifying interaction.
this type of situation, the observer does not set himself

apart from the participants. His interventions in the flow

of

interaction are cohfined mainly to seeking clarification

® .nd the meaning of ongoing events . . . . This type of
activity hgs two distinct advantages: it gets at meaning,
and it meets the expectations of the hosts insofar as the
researcher is not only an observer, but 4s also revealed as
personable and interested . . . .

This combination of 'observer as non-participant' ‘l!‘ "limited inter-

action'" allowed this reseg}cher to be sociable and personable, without

» .
getting too close, and at the same time permitted him to become a

"kind of member of the group." This helped to minimize the effects of

his pr
possib
tion f

but su

\

esence and thus preserve the situation as close to normal as
le. In addition, it was necessary at times to ask for clarifica-
rom the superintendent regarding the meaning of specific events,

ch activities were kept to a minimum to avoid interrupting the

52
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activities being observed.

Participant observation, in its various forms, means, however,
something more than merely watching what respondents do and recording
these observations. McCall and Simmons (1969:3) suggested that we
shoﬁld regard this approach, operationally "as the blend of methods and
techniques that is characteristically employed in studies of soclg)
situations." These authors stated that we should view participunt
observation 'mot as a single method but as a type of enterprise, a
sgyle of combining several methods toward a particular end." McCall
and Simmons (1969:4) also pointed out that we need other techniques of
data gathering to supplement the data generated through observation
because:

- . some features of an organization are only imperfectly
inferable from direct observatfon. [This fact] emphasizes 1e
need for yet another technique: interviewing the mbmbers or
participants concerning their motives, their intentions, and
their interpretations of the events in question.

All eight superintendents involved in the present study were
interviewed for the purposes stated by McCall and Simmons aqd addi-
tionally to obtain their responses to a series qf structured questions
based on the ten roles identified by Mintzberg (1973).

The description of how the observations were conducted,
recorded, and analyzed, “and the problems associated with these steps,
will be presented later in this chapter, but first a brief discussion °’
is presented of the strengths and weaknesses of Structured observation
as a research tool. The strengths gnd weak ‘;selpidentified in the

following sections are taken from the preggntations of a number of

authors writing in the area of field research (Becker and Geer, 1957;
7

.
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Dean et al., 1967; Lutz and lannaccene, 1969; McCall and Simmons,

1969; Schatzman and Strauss, 1973; and Kerlinger, 1973).

Structured Observation: Streq;;ho and Weaknesses

-~
} The research instrument in a study of this nature is really
N‘

the observer himself. This fact is8 both a crucial strength and a

crucial weakness. Kerlinger (1973:538) captured the essence of th

argument when he suggested that: -

The observer must digest the information derived from his
observations and then make inferences about constructs . .

The strength is that the observer can relate the observed
behavior to the constructs or variables of a study: he brings
behavior and construct toggther . . . . The basic weakness

of the observer is e«hat he can make quite incorrect inferences

from observations!.
’

However, Becker and geer (195732) guggested that the participant
observer who 1s aware of these p ems of inference is well equipped
to deal with them because "he operates, when gathering data, in a
social context rich in cues and informdtion of all kinds." They
argued that this ''evergrowing fund" of information gives the observer
"an extensive base for the interpretation and analytic use of any
particular datum.' In addition, these authors pointed out that the
observer’s role ‘may even help the researcher avoid inferential error:
. . . participant observation pro&ides the opportunity for
avolding the errors we have discussed [inferential error]
by ‘providing a rich experimental context which causes him
to become aware of incongruous or unexplained facts, makes
him sensitive to their possible implications with other
observed facts, and this pushes him continually to revise
and adapt his theoretical orientation and specific problems
"in the direction of greater relevance to the phenomena under
study. :

Trow's (1957:35) caution is, however, particularly relevant here. “He

stated:
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The data gathered by participant observers are still data,
despite the misleading circumstance that the participant
observer usually both gathers and interprets the data him-
self, and to a large degree simultaneously. But the data
he collects are not a substitute for the interpretative
inference. We all forget that at our peril.
The problems of interpretation and inference will be elaborated on
later in this chapter in the discussion on ''Reliability" and "Validity."
Schatzman and Strauss (1973:53) pointed out an advantage of
the observation me;hod. They suggested that in usiﬂg an observational
approach the researcher does not need to rely on "first impres ions
for his descriptive and analytic stimulation" but endeavors to sustain
a continuing "ée novo sensitivity and appreciation" of all occur;ences.
In this way the researcher can avoid jumping to hasty conclusions and
."pe can test his developing hypotheses in the light of later events:
pe is free to move from data to hypotheses and back again. Lutz and
Iannaccone (1969:115-116) stressed an additional advantage of this
research method. They pointed out that through the use of an inductive
approach the '¢lassification of [observed] behavior is not forced into
a preconceived scale or index of béha;ior." In a sense, the data are
allowed to "speak for themselves'" and '"categories of behavior can be
modified and remodified in order to better account for the data and
thus more cleérly describe the process." These authors concluded that
process and uﬁderstanding of process, often called in-depth study, is
better done through the observational method.
Other advantages of the observational method, mentioned by
many of the authors already referred to, are that;

1. 1t allows behavior to be recorded as it occurs, in its

"natural environment'';
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2. it permits the recording of "the stream oE behavior" so
that whole events are preseived;
3. 1t allows the routine of the job to be observed and
recorded. This réutine, which may be a key to the under-
standing of essential characteristics of a situation,
~J‘ {, often missed out by other data gathering techniques.
There are, however, a number of problems associated with the
use of the observational method. Dean et al. (1967:275-276) outlined
two major limitations of this type of researcﬁ. They stated that
"because of tﬁ?\izz-standardized way the data are collected, they are
not generally usel 1 for statistical treatment.' A second major
limitation stems from the fact that since the researcher is constantly \
influenced by emerging data, there i{s "great danger that he will guide

the inquiry in accord with wrong impressions.” In addition, the

researcher's personality or experience may cause him to be biased in -

either his selection of observed behavior and/or the interpretati&n
and reporting of 1it.

Finally, the observer's actual presence may have an effect on
the situation he is observing. It is possible that a respondent will
alter his behavior pattern, either consciously or unconsélously,
because of EPe presence of the observer.

.The problems associated with the observational approach have
been deait with in a general manner in this section. Some of these
problems can be elimin'ted, or at least minimized, in any research
situation, but others are Ynherent in the nature of the technique.

Some 'of these problems are diacusicd-kreater detail later when

they are relevant to a parsicular aspeet of this study.
[ . '..‘ ) . . ".
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Effects of Presence of Researcher

——

]
The non-participant observer is ty.ally a fixture in any

observational setting and his actual presence may have an impact on
the behavior being observed. Weick (1968:369) in addressing himself
to this problem stated:

While information is scant about whether persons behave

differently when being watched, most investigators who

study persons in familiar habitats argue that subjects soon

forget that they are being watched or, if they do not, the
observer will notice their concerne,

.
’

To support his conclusion Weick suggested that interferfence of the
observer had also been assessed by Barker and Wright (1955:441), Pur-
cell and Brady (1965:61), and Soskin and John (1963) and the general
conclusion was that "interference is not extensive, and when {t occurs,
its effects are usually localized in the period when observation
begins."

Mintzberg (1973:269) supported the point of view that the
researcher's presence does not influence the work the manager does.
He suggested that:

The basic events of any manager's week are not subject to

major change simply because a researcher 1is present.

Scheduled meetings are set up %ell in advance, and incoming

telephone calls and mail are not influenced by the presence

of an observer . . . given the kinds of information to which

1 was exposed, there was no reason to believe that activities

were delayed to avoid my being exposed to them.
Kerlinger (1973:539) argued in a similar manner. He concluded that
observers "have little effect on the situations they observe. Indi-
viduals and groups seem to adapt rather quickly to an observer's

presence and to-act as they would usually act." However, Kerlinger

cautioned that this does not mean that an observer cannot have an
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effect. If the researcher takes care '"to be unobtrusive'" and to avoid
giving the impression that Judgments are being made, '"then the
observer as ary influential stimulus is mostly nullified."

Keeping in mind the advice offered by Kerlinger, €his
researcher took a number of steps to try to minimize the effects of

.

his presence. Because the observational method for collecting data
is so depe;dent on the permission, goodwill, and cooperation of each
respondent, specific arrangements and conditions were established with
each superintendens. These were:
1. each superintendent involved in the study was fully
informed as to the purpose of the study; Y
2. each superintendent was given the opp;rtunity to check on
and clarifysinterpretations of events made by the observer;
3. each superintendent was guaranteed anonymity in the
research report;
4. an agreement was reached with each superintendent at what
stage the observer would leave a situation when it was
delicate or personal in nature;
5. the researcher tried to make as few demands as possible
on each cooperating superintendent. Apart from occasional ‘
éxchanges for the purpose of clarification and/or inter- >
pretation, each superintendent was able to pursue his
work unencumbered by the Yesearcher's demands;
6. the researcher sought and received both the permission v
and support of the executive of the Conference of Alh '?

fi

Superintendents for the study. %



59

- —— -

Overall, the research was conducted in as non-threatening a

. -—

manner as possible. Every attempt was made by the observer to estab-

lish a "trust relationship” with each superintendent observed.

|

SAMPLING PROCEDURE

Choosing Superintendents to be Studied ‘

The type of methodology used, structured observation, imposed
restrictions on the size of the sample. The tesearcher had to choose
between generating a large quantity of data from a broad sample using
alternative methodalogies. or electing for more in-depth data rclated
to selected job behaviors, through structured observation. Given the
primary purpose of this study--to describe what it was the superin-
tendent actually did--the latter methodology with its restrictions on !
sample size was judged to be more useful.

A stratified random sample of eight superintendents--four from

- —

divisions and districts and four from county systems--was chosen from
a defined population of superintendents whose school systems had cen-
tral offices within a 150 mile range of Edmonton city and who had one
hundred or more teachers under their jurisdiction. The sample was
stratified in this way so as to determine if the work of a county
superintendent--who in Alberta is prohibited by legislation from
being the chief executive officer of the county system--was any dif-
ferent from that of a district or division superintendent.

The two large urban systems in Edmonton city were, however,
excluded because their superintendents, having such large complements
of supplementary staff in their central offices, might not perform

the broad spectrum of administrative activities performed by those

68
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superintendents in smaller systems. The exclusion of these large
systems helped to provide a more uniform population from which to

choose the sample.

Choosing the Observational Period

Choosing the observational period for each superintendent was
also a sampling problem. To supplement the observation data, so as to
get a broader view of the usual mix of work for these superintendents,
data were collected on administrative activities occurring for one
week prior to the observational period. Data on such things as the
frequency of meetings, types of participants, most important tasks,
most important decisions, and most important requests were collected
for that week. This information was used as a match against the data
generated on these same aspects of his work during the period f
observation to try to get a broader time base for the study.

The actual observations were condusted during the mont. s of
October, November and December, 1977. Two of the superintendents
were observed for two days each and the six remaining superintendents
were observed for five days each, for a total of 34 days of observa-
tion.

RESEARCH METHODOLOGY: DATA COLLECTION, RECORDING
AND ANALYSIS

Pilot Study

Eight superintendents were observed over a period of 34 days.
Each superintendent was identified in the study by one of the

first eight letters of the alphabet, A, B, C, etc. A pilot stu:y

.




was conducted with Superintendents A and B for the purpose of testing
the efficiency and appropriateness of the observation and recording
techniques. However, as only minor adjustments were considered neces-
sary in these procedures, the data generated from the four days of
observations were included with the data for the main part of the
study. Anothcr,conktderntion {n the decision to include the pilot
study data was the nature of the study itself. Attempts at developing
new categories of behavior and at modifying those classifications
dev:;oped by Mintzberg (1968) were carried out throughout the period

p]
of the study and after the ost;vations themselves were over (see
Appendix B). Because the pilot study opservations were recorded in
Jetailed field notes, it was possible to apply the same coding and
analysis techniques to them as to the data in the main study.

A structured interview was also conducted with each superin-
tendent. The structured interview questions were greatly modified as
a result of the interviews with Superintendents A and B, and conse-
quently only the data generated from the interviews with the remaining
six superintendents were used to support conclusions reached in this

.

study.
DATA COLLECTION

Preliminary Data

A general description of the principal activities, decisions,
meetings, and problems of the week prior to the observation period was
obtained from each superintendent and his secretary. This information

helped to provide a partial background for some of the activities and
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problems that occurred during the period of observation, In adidition, oy N o -
it assisted in developing a more general picture of the -upcrintnqgont'l - .
work over a more extended period of time. These data were also used to . !\)
support conclusions arrived at in this uudy’. .

, | X

Unit of Behavior >

One of the first and \most difficult tasks facing a field

observer is the necessity of di\lding the observed stream of behavior

I4
.

into identifiable units. Lutz an¥ lannaccone (1969:120) noted that

"what constitutes a unit of observed behavior has long been a tumbling

block for the observer of human interaction and social systems.'" Ker-

linger (1973:542) ¢osmented on this same problem when he stated:

What units to use in measuring human behavior is still an

unsettled problem. Here one i1s often faced with a clash .
between reliability and validity demands. Theoretically, cne g
can attain a high degree of reliability by using small and ‘
easily observed and recorded units. Omne can attempt to de! ne ‘//
behavior quite operationally by listing a large number of
behavioral acts, and can thus attain a high degree of prec:iion
and reliability. Yet in so doing one may also have so red :ed
the behavior that it no longer bears much resemblance to the
behavior one intended to observe. Thus validity may be lost.

Kerlinger (1973) suggested that a researcher using structured observa-

tion can choose to (1) identify and record specific behavioral .cts,

which he referred to as the molecular approach, and/or (2) iden ify and

record broad categories of behfvior, which he termed a molar a; roach.

Kerlinger's distinction betvceA\f molecular and a molar approach to

identifying observable units of behavior is similar to Guest's (1960:

225) discrimination between "low level of inference' and "high level

of inference." Guest claimed that one of the apparent problems in

breaking down behavior into units was the confusion over the level of
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¥ :
inf@ence at which the observer operates. The lowest level o.ntor-
ence, Guest suggested, wvas to Ob.1rv. simply that "A npoah{'to 3."
The ans@er to the question, "Why do*q A speak to l’ is s high infer-
.nco..lo\hl of observatioa. CGuest argued that a low level of inference
approach 1a a wseful and aqgfhssary 'starting poimt in eay. Mild etudy.
He suggested that fﬂ many social syestea situations ve are often unable
to enswer the "deceptively simple classificatory question, vho does
wvhat, with whom, when, and vhere?" Cuest stated (1960:226-227) that

Q .
categories of administrative behavior such as planning, organizing,

controlling, coordinating, "are too far removed frem the first level

of inference to be useful in the direct observation of events."

This ruca.rcl'rl; combined the low inference--molecular--and
the high 1nfereu,-—ql‘iry-nppr01chcl. The primary focus .of this °
study U.’l to dcocri!n' m'd.:.u the on-the-job administrative behaviors
?! 4he .upcrlntonﬂint’- and: therefore, it vas felt that the identifica-

tion of loUth'r'ncc units of behavior would best accomplish this

. r ) B
end. However, \\;v}n. recorded a chronology of, such units of behavior

v A 1

the reao‘rﬁbt alkod the. unltlon, "What was the purpose for which

uch bohwiorql~ac¢ Vgs \.‘\dcrtakm"' It was the answers to this ques-

tion appued to the chronology of acts that provided the high level

of 1rs;erenc4 ‘nhlyqu for this study.
rd
)

T
K4

. Cr;g'.fh for selecting the units of pehavior. Guest (1960)
v :
revieved a 'i\lhbcr of clq.lifl\cntory systems that observers had used
at the low 1nfqrenc¢‘lev.1 of observation and chose an "incident" as
the basic umit of behavior for his study. This unit vas almost

identical to Mintzberg's (1968) "activity" as a basic unit of behavior

6)
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classiﬁication.. The-basfc unit of behavior chosen in this stuly was

the "administrative-actiVity" which combined the characteristics of

. R .

Guest 8 1incideng and Mihttberg -] activity An administrative activity
was def iked as a sing’ifzxent Jzth an identity of 1ts own. It had an
obé%%vnb}e beginning and ending in ‘a time contl;"n. It ended when a
hajqf change occurred in ‘one of the elements or dimensions of the
supér?&tenden{fs behavior, e.g., when there was a change in the basic
patticipa;té and/or medium of communication.

. anh suéérincendeﬁg's adminig};ative behavior during thepperiod
of .observation was recorded chronoloé?éal&y and classified in .erms of
Mintzberg's (1973) seven major typeo'qf activities. These activiti%s
were ide&cified as: (1) unscheduled m;etings; (2) scheduled meetings;
&(3) desk work; (4) telephone calls; (5) trével within the system; (6)
tours andix?;IEs; and. (7) evening meetings. Each of these activities
wés classed‘a;cordipg to specific dimensions. A description ot these

dimensions and hgllithese activities were recorded is presented .ater

in tﬁig'cbaﬁtef{

Explanation of Terms

% Unscheduled meetings. These referred t§ meetings between the
— \ N :
superintendent and others that took place by chance, on the spur of-
v .
the-moment, or with less than 30 minutes notice.

J Scheduled meetings. These. consisted of meetings between the

superintendent and otherl~that were arranged at least 30 minutes ptidr .

.

to their occurrence.
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:’ Desk work. This refers to the times that the superintendeht
worked at his desk, processing mail, writing letters and reports, and

reflecting on events.

[ 4
i

Telephone calls. These included bothﬁincoming and outgoing

telephone calls. Any calls placed by the superintendent that were not

completed, for whatever reason, were included.

Travel within the system. This included travel by the'ﬁpperin— v
. ey .
tendent to varjous system schools during his working day, as wq%%,as ‘it; “l
]
&

travel to. evening meetings.

’ L
Tours and visits. These refer to the time spent by the super-

»

intendent. in various parts of his school system fer the purpose of .
(1) observing general aspects of the system's operation, and (2)

observihg'classfoom teachers for evaluation.

Evening ﬁeetings, These 1qu-4is gnly those meetings that were
! [y '

i o '.. . ” q .
judged to be felated 'o‘:ﬁe, putﬂs"éf‘the school sysém; some social
’ | I

vfunctions. were included while othersﬁe excluded using this criterion.
» A

3

RECORDING THE DATA

W nuch emphasfs in fieldwork 1s placed on préserving "the

- ~
freshness and naturalness'" of the data observed in its natural setting,

a‘researcher should have some standardized procedures for obsefving
and recording to help explain how the study was conducted and khereby
permit replication. Despite the warning of Krathwohl et al. (1964:8)

that "any classification scheme represents an attempt to abstract agd
" e _ | S : ~
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»

order phenomena and as such probably does some violence to the phenomena

as’ commonly observed in natural settings,'" the use of some form of pro-
cedures for observing and gecording 1s dééirable if the researcher is
to "pull the full richness of meaning from observed phenomena."

‘ .In addition, the classification of behavior can never be fully
atheoretical. McCutgheon (1978:10) hotgd that .it 1§ difficult to
observe and record phenomena without attributing meaning. She stated
ﬁhag\"we perceive thevworld selectively, screened through our values
and preferences, our tgeoretical positions, ?ur understanding of the
world." However, knowing the fundamental§ of a theory and the ecent
finJTn;s of research should not be equated with having'preconceived
ideas, or a prior solutiqp to t%e problem. In this study a combination
of the procedures proposed by Mintzberg (1968) and Sibatzman and Strauss
(1973) guided the successive operations of recording, organizin: and
analyzing the major activities of each superintendent. The emj 'asis [
is placed on guided be;ause these procedures, which were useful . in

chattip the course for recording and analyzing the data, did not

restri the researcher in viewing them from a number’ of perspectiveé.

The Recording Procedure

Structural da%;/were Eollec:ed on the patterg of each superin-
tendent's administrat&ve behavior throughout every minute of each day
during the observation per;od and on 2ll his mail and vérbal contacts.
A nqeber of steps were used in reaording and organizing these data.

Exsamples of these steps are given {n the next sections.

.,




IObservational notes. The details of the observef® administra-
tive behaviar of each superintendent were kept in a series of obdserva-
tional notes. Schatzman and Strauss (1973) recommended that a
researcher develog a comprehensive set of field notes on his observa-

tions. These low-inference level notes were defined by Schatzman and

-

Strauss (1973:95) as:

[Observational notes are] statements bearing upon events
experienced principally through watching and listening.

They contain as little interpretation as possible, and are

as reliable as the observer can construct them. An observa-
tional note is the Who, What, Where and How of human activity.

Each observational note represents an event deemed important enough
to be rato o be used later as evidence in the construction of

* r
propositions or to\help describ he context for such propositions.

\ ~ 0
To help explain tle fuhq{ion o

| notes in tﬁe data collecting
procedures, an extract from‘\heg/ibr part of a Wednesday morning for

Superintendent F is ;¥qpenteq ﬁélow:
Superintehdent F began his working day with a tour of an
elementary school at 8:00 a.m. He walked a couple of cor-
ridows and greeted a couple of the teachers who were there.
At 8:10 a.m. he sat down at his deésk, tidied it, and processed
mail item number one [the contegts of all mail 'items are
described in the Mail Record). At 8:19 a.m. the assistant
superintendent dropped in and discussed with the superintendent
his plans for the day. At 8:21 a.m. the superintendent
returned{to his desk work and processed mail item 2. At
8:24 a.m. he was interrupted by the Coordinator for Math and
Science who wanted permission to go ahead with a streamin§
procedure for students in his subject area. A discussion
followed and the permission was granted.

At 8:30 a.m. he continued processing his mail 4nd dealt
with item 3. At 8:34 the secretary-treasurer came in--a
scheduled meeting-—and the superintendent requested him to
"dig up" the tape of a meeting with a group of teachers on
policy dgpelopment as he needed to "jog his memory"
regarding the details of a problem that was referred to at
the meesing. u[Tlu superintendent had these meetings taped

so that the interpretations and intentioms of policy could =
»
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be checked on]). At 8:39 a.m. the superintendent received

a télephone call from the local ballet sapool president
requesting the superintendent to have his schools participite
in an upcoming ;nlervice program on dance. He assur her
that he would give his support.

At 8:50 he made a call to a teacher who had applied fcr
a position. He asked him a number of questions concerning
his professional training and experience. At 8:58 he con-
tinued to work at his desk and processed mail items 4 and 5.
At 9:07 he attended a scheduled meating with his adminis-
trative assistant during which budget plans and procedures
for handling the budget were discussed. This meeting lasted
until 10:30 at which time he received a telephone call from
a school principal who wanted to know when the superintendent
could come to the school. A date and time was established
for the visit.

At 10:32 a.ﬁ.'he returned to his desk work processed

mail items 6 and 7. At 10:35 a.m. he met as p rranged with
his inistrative assgstant and again discussed budget
stra and gProcedures.

: »

.8
At 10:40 a.m. h@ travs d ‘out to a school to attend a

scheduled meeting with a sgee and principal to discuss
procedures for repairing b,uildw damage.
) g
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The next step in the processiﬂ{\of the dataﬁas the construction

-~ \

of three different records from éhe.observa;ion’} notes (adapted

v
) 9tom Mintzberg, 1968). The chronqlggl_gecord described the sequ e of

.

«»

administrative behavior in terms of the major categories of activities—-

N A )
units of behavior--and cross-referenced the other two records. The

contact record described each contact that the superintendent made and

the mail record described each pilece of incoming and outgoing mail.

"

The chronqiggzﬁ;ecord. Table 1 presents the chronology record

for the observational notes just presented on Superintendent F. The
full record for one superintendent 18 presented in Appendix A. This
record provides basic data on the sequence of activities for the

superintendent during his working day. It shows at a glance the mix

of activities that chaructézkzcd the superintendent's work and the

-~

vt

- e e 4“a.»~é
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time devoted to these activities. It 1is cross-referenced with the con-
tact record and the mail record to help the reader put @he items of

the three records together in their proper time sequence.

- Table 1

Sample of Chronology Record for Superintendent F

]
Time Medium Reference Duration
‘ (in mins.)
8:00 Tour . A
8:10Q Desk Work ’ 1
8:19 Unscheduled Meeting | B
8:21 Desk Work 2
8:24 Unschedule} Meeting c
8:30 : . Des‘ 3
8:34 scheMled M¥ting D
8:39 Call [ 4 E
8:50 Call F
8:58 Desk Work 4-5
9:07 . Scheduled Meeting G
10:30 Call . . H
10: Desk Work : 6-7
10:’ ° Scheduled Meeting . 1
10: Travel ¢ . J

The contact record. All the contacit‘o‘*h superintendent

were processed in exactly the same manner. The dﬁensions used in
recording each conuct were taken from tﬂ procedures used b& Guest
(1960) Mg\:zberg (1968), and Griffiths (1969) The dimensions used
were: (1) the tlldi\; of co_unicntion--echedulcd meeting, unscheduled
nnung telcphon‘*n, and clauroom visit; (2) the decision
outcome--no decisiom. required, decinion aade (programsied), decision
made (non-programmed), ltratq?,for decision utnbli-b“, or decision

poltponed 3 particbu' (10) ﬁxitumt-—-ulf (1f syperintendent

{nitiated), other (if initiated by someone clu). or regular (if.

-
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contact occurred on a regularly scheduled basis); (5) duratiom; and
(6) place where cqntact occurred.
The contact record allowed the researcher to develop n-co-;“r

' L
prehensive picture of the characteristics of the superintendent's

interactions an'c; .td. answer the lov-lovnl.inf‘orence questions of "Who
does the supcrintondo'nt {nteract with, and where? Who initiated the
{nteractipn, and how long did each interaction last?" The attributing
of purpose to these interactions co:utitu&t‘i a higher level of infer-

ence and this 'purpose dimensi..on" became afi important compoment for

the 'nlopmenc of bropoaitions concerning the nature of a superin-

]

tendent's work. SN,
T %“
_ ‘we 2 presents, as an example, the record’ ¢ Superintendent

F's conta¢ts as described in the observational'note! P

The mail record. Table 3 provides the magl record of Supfr‘
intendent F fot the obssdbetional period recorded in the obaewa‘l
' &
notes presenéd ‘earlier. Fo_rn, sender, and action taken ar¥ straight-
forward categorizations.’ The purpose category &oc'ribed the purpose,

from the superintendent's point of view, of each mail item.

2

DATA ANALYSIS

One of the most difficult questions faced by the field
researcher who has collected qualitative data {8 how to analyze it.

Schatzyan and Strauss (1973:108) elaborated on this problem when they

. I
stated: .
Qualitatiyve analysts do'not oftem enjoy the operational
y taged of their quantitative cousins in being able to
predict their owa amalytic procooocs;‘con-cquontly, they
cagnot refine and order their own data by operstions A 4
. ' ’
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built initially into the design of the research. Qualitative

data are exceedingly complex, and not readily convertible

into standard measurable units of object® seen and heard;

they vary in level of abstraction, in frequency of occurrence,

in relevance to the central questions in the research.
Wwhile no hyflotheses were explicitly stated, and no specific statistical
treatment was applied in this etudy, the researcher, nevertheless, used

4
processes and techaiques derlved from the work of a number of field
[ ]
researchers Mirtzberg, 1968; Claser, 1969; Schatzman and Strauss, 1973;
’,d McCutcheon, 1978) to analyze the data. 2
As wvas mentioned previously, two types of data were recorded
1

from the field observations. First, low inference level or molecular

data were recorded in the chronology record and in the various dimen-

sions of the contact and mail records (except for the category irdicat-

ing the 'purpose’ for which a cqptact or mail {tem was initiated).
Seco,d, high-level inference or molar data were generated throug . the
use of theoretical notes and the analysis of the categories of "'purpose

for which an activity was initiated."

Low Inference Level Data: An Analysis

Profiles were constructed for the superintendents detailing

the proportions of their working time devoted to each of the seven
major activities identified by Mintzberg (1968)--unsheduled meetings,
scheduled meetings, telephone calls, desk worksy travel within their
systems, evening meetir;gs, and tours and visits to schools‘. In addi-
tion, a go-posite picture showing These sane categories was constructed
for all eight superintendents. These profiles are presented in Chapter 4.

| A more detailed analysis of the way in which the superintendent

spent his time is presented in Chapter 5. Profiles, using the composite
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scores for all eight superintendents, were developed to answer Guest's

(1960:225) "deceptively simple classificatory question, Who does what,
O
with whom, when, and where?" v . Py

’f )

Composite scores. This research report presents a deacription

of the administrative behavidr ;f eight superintendents, from the
population of practicing Albotﬁ: superintendents, as observed over the
peried of the study. This -ription of behavior {s similsr to what
Lutz and lannaccone (1969:121) referred to in their study as a ''Total
Description of Behavior.'" This is quite distinct from a description of
total behavior, because as these authors pointed out, ''total dehavior
"is not observébie to any reséarch@® in any role by any method. The
researcher caf only select a sample for the populatioh to which he

-~

® intends to generalize.”" The total description of behavior is actually

ich

a sample of behavior similar to the sample of the populati
I Y ’

the experimentalist collects data. Lutz and Ianq‘ccone (1969:.
pointed out that this "total description can be‘collectod as a random
sample of the population or tep?eucntative of certain aspects of the
population,” and a3 such it is not unlike the '‘mass of data in an
experimental design." In discussing ''Total Description” they suggest:

It consists of many single data. As a group, the data
represent a sample of behavior selected according to some
sampling technique. The researcher must place his confidence
in the mean statistic of the sample and not in a single datum
. « + That is what any social researcher does. Given a
set of achievement scores from a fifth grade class, the mean
of the scores may not be an actual score. Yet it better
describes the achievement of the fifth grade class than does
any single pupil's score. It has standard error, but it is
still a relatively stable measure of the group's achievement.
So the "Total Description"” amd the generalizatiome derived
from it are a relatively stable mesmsure of the society's
behavior.

-
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The data analysis presented in Chapter 4 of this study {s the
"total description" of behavior for all eight supesrintendents obgerved.
The analysis of the data in Chapter 5 s based on what Mintaberg (1968)
referred to as the "composite scores" fer the sight superintendcents--
the weighted averages. This composite score, similar to the sean
‘score proposed by Lutz and lannaccone, was used as a basis for describ-
ing the nature of the superintendent's worly The small sample ‘f
eight superintendents and the nature of the data (primarily qualitative)
precluded the use of statistical inference for generalizing to the
population of Alberta superintendents. The composite score, supported
by additional dats generated through the interviews and threugh 1igh
inference levci observations, was used, therefore, to descridbe t e

Al

administrative behavior of the "typical" Alberta superintendent.

High Inference Level Data: An Ana%’!il

The high inference level dﬁ-ctvations consisted, primarily, of
two types of data:‘ (1) theoretical notes developed by the resea cher,
and (2) categories of purpose developed to describe the purpose tfor
which the various verbal and written contacts of each superintendent
were initiated. An explanation of the development of thcl"tvo analysis

techniques follows.

L3

1. Theoretical notes (TN's). Schatsmam and Strauss (1973)

recommended that a field researcher develop theoretical notes as well

as his observational Qotca during and after the observational period.

In the field situation the researcher is tonstantly trying io make

sense out of what he observes. One method for doimfg this is to dcvclop, ‘

tentative working hypotheses to provide a nu-bcr of foci for the mass ;;f.
. v



“‘\‘\ \ | | j’

\ ,
\ ‘\\ 3:{dizn recorded from the observations.

| Data collection and data analysis are yot necessarily dtetince
. and separate phases in field researgh, The field researcher usually
engages in data analysing activities early in the research proo;io.
While writing the observational notes, the researcher also at:;;‘tu to.
add to them some reflectiomns and imterpretatioms. Schatssan and Strause
(1973:995) suﬁ;cutod that such attempts by the researcher 'represent
self-conscious, controlled attempts to derive meaning from any one or

several observation notes.' Through the development of thcoroticnl‘k

notes the researcher strives to make conceptual sense of observed —

[}
. (4

events.
On the one ﬁand, these dotes may'connist of a detailed elabora-
tion of a part{cula; inference or, on the other hand, they may con-
stitute an attﬂ' 1ink a number of previously stated inferences
1nto a nore .b-QrJ‘c statement. The development of theoretical notes
1. equivulent to ;h; proco.l of data interpretation rcfnrrcd to by
HcCutchoon“&978 11) as ﬁpatt.xning She dolcribod patterning as "an
attempt "to’ see ‘how each ‘discrete foct relates to the total matrix of
other facts colloctod in the . . . situation.” By constructing pnt;
‘;rna of observed activities, McCutcheon suggested that: ''discrete
.actioms are given cohortncc. form, "and meaning; they do not remain
‘lrm isolated acts.”

The theoretical notes, therefore, constitute a record of the

, _dgvoloﬁncnt of the researcher's thoughts about the migning of the

. oboorvtd dnta They often note and dcgcrtbo.QVCntn that have beea

y ' ¥

r‘qn-n’obuw‘d Schataman .-mw um 109) suggested that.

< . (
. . |
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"¢he systematic development of thoor.ottul notes can be thiught of as

[

a preliminary analysis.” L ° )

. .
LN

A large numbar of theoretical nbtes yere vrittea in trying to
v

interpret and attribute meaning to wvhat was obe »d. Many of tholo
s, '
notes were grouped to"hor nou.“ a specific topic or tentative

,ﬁyﬁtmu and represented the develogment of the r“‘em'i thinking
, P

on such a topic over time. Two sets of theoretical noses on differemt
topice are presented as examples to clarify this pragess for the

reader. .
T . . Superintendent A appeared to be very conscious of the desire
ability of having good relationships with his teachers. He {
said, "1 like to treat people with dignity and respect.’ .
Teachers seemed to like his style, they appeared to regard
him as "easy to appraach.”

.’

-

TN2. Superintendent C also stressed the nped for developing good
relationship with his employees and parents. On one oc.ision
vhen he drove a truck wvith band instruments, he remarke. .
"Teachers like to know that ybu are willing to pitch in .nd
give a hand." .

™7 ° It seems that wwch that could be classed as "public rel.tioms”
is not directly obssrvable. It.comsiste more of the "st:le
of operations” rather tham what was actuslly done. Ounly on .
occasioam did Superimtendeat C perform a public relations . .
activity, such as talkiamg with reporters or atteadimg a social
function as a representative of his system, yet he @84, con-
tigeally striviag te improve relationshipe ia hie pystem. He
commented: "This system used to operate om a Theory X
philosophy vhen I came and I wast to make it Theory Y.”

TNG. Public relations activities were often performed in a subtle
manner. The performance of a specific activity, such as
vriting a letter, or making 8 pheme call eftem afforded )
Superintendent D the opportunity to further good relatiocashipe )
wvith his staff. For example, in reply Lo 8 writtea requgst .
from a teacher to be allowed to plam iaservice for teuchers
with a university professor, he sspl "I commend Drs .. .,
on his choice of assistantn” In reply to a siailfjr request \ , SN .
from a tescher, he stated: "I kmow you will represeat owr -
system well."” To a new principal, he said: "I feel we have

", pi,,:_‘od. tboqpcjool in pod hands."”
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’TNS, s+ Superintendent E operated on a very personal level, for

example: '"Hoy did your bridge game go?" was a typical opening
remgrk for conversation with a subordinate. Lot

’

TNG. "Accessibility" was the hallmark 'of Superintendent F. The
ability to mix the public relations function with the perform-
ance of many aspects of the job was evident on many occasions.

Tentative proposition arising from these theoretical notes.

The public relations function of the superintendent is as much a

N\

reflection of the way in which he performs his work, and how he treats o
. .

people, as it is an expression of a dinectly observable public-
relations activity, such as, representing his school s$stem at a social
function, or’explaining schogl board policy to the public.

Further evidence to support this proposition was supplied by
many of the s&perintendents in responding to an interview question on
this same topic. A synthesis of these responses showed that the
sugerintendent>regarded public relations not as 'a job to be per-
formed," but '"the way the job is performed.'" Superintendent D's
response to this interview question is particularly relevant to this
point. He stated: 'Public relations is an ancillary activity; you
have to do your joﬁ first. I don't see the superintende;z‘gging
around shaking hands and kissing babies."

A second set of theoretical notes and;q related proposition

-

follows:
TNI. The researcher noted that a telephone call from a social
~ worker to Superintendent A initiated a series of calls on
"\ the part of the Superintendent and thereby accounted for a
large proportion of a full morning's work. This led the
researcher to speculate that the superintendent is often the
victim of what could be called "the chain-reaction syndrome."
f In other words, a particular event--telephone call, mail
item, meeting with a subordinate--can generate a.series of
attendant activities for the superintendent.

-t



‘IN2. This fact was witnessed égain and again by the researcher. It
8eemed to be true for all the superintendents observed. Events 4
that brought problems to the natice pf the superintendent were

- * the most prominent catalysts. The following description
depicts such a '"chain reaction.”,

(a) In a telephone conversation Principal A informed the
superintendent that he had heard 'via the grapevine" that a
teacher in Principal B's school intended to initiate a griev-
ance against Principal A, concerning his abuse of teaeher
aides in a program. -

(b) The superintendent called Principal)B, informed him of
the "rumour' agd asked him to check it ojt.

(c) The superintendéht called in his éssistant, discussed the
"potential problem'" with him and questioned him on the back-
ground of the teacher.

(d) Llater, after having talked to the teacher in question,
Principal B called the superintendent to infgrm him that the
"rumour'" was indeed "fact" and that it really was the
Teachers' Association who was laying the charge through the
teacher. : i
’ (e) The superintendent called Prigcipal A and relayed the
‘information.

’ ~
(f) Later the same day, Principal B dropped in to discuss
the problem with the superintendent.

Tentative proposition arising from these theoretical notes. °*

lt is difficult for a superintendent to spend his working time in
accordance with pre-established plans or priorities because certain
items of information,.or events, tend to initiate a series of activi-
ties by the superintendent that often take up a whole morngpg, a
whole day, or possibly more of his working time.
- Numerous examples of this type of occurrence were observed
by the researcher and helped to reinfor:e this supposition. In
addition, all of the superintendents interviewed 1ndicatea to the
researcher that much of tHeir time was taken up responding to unex-

2

pected problems and events. In responding to the question, '‘How well



‘can you plan the use of your time?" Supeéintendent C summed up the
feelings of most of the éuperintenﬁeﬁts. He said: '"Sure 1 can plan as
to how I‘wil} spend myitime. I can plan to spend one-third to one-half
of my day dealing with unplanned-for-events."

. The theoretical notes aided the researcher in generating some
of the géneralized propositions presénted in Chapter 6. These notes
formed part .of the methodology for developing the propositions from the
recorded observations. The proEess of developing the theoretical notes
represented an attempt by the re;earéhey to factor gnaiyze the data, and
thereby develop a number of focl dround which to oréagize the data. The
data to support-these general propositions were derived from the observa-

tional notes, the interview responses and the information gathered on

each superintendent's activities for one week prior to the observation
?
-

period.

2. The purposes for which verbal and mail contacts were

initiated. fhe analysis of the purpose for which each contact and mail
item was initiated constituted an important part of the analytic
description of the nmature of the superintendent's work. Mintzberg
(1973:245), in evaluating the importa;ce of the analysis of_the "mail
and contact purpases' in his study, stated:

a £

The key to our study was the categorization of the purpose.
This describes the essential content of managerial activigy«~-
in raw form, what five managers did--and it is what led to fhs
development of the theory on roles. o AN '

. : - ) \\
The forming of classes or categories'to describe the poOxposes
. - ~.
of the content of each contact and mail items was an iteragive and\\\\

developmental process. Griffiths (1969:18) suggested that such -

classes or categories are actually "theoretical eptities that are
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formulated fqr purposes of grbuping observations.”" In p;Oposing some
guidelines for classifying behaviorgl units hé defined classification
as the "ordering of phenomena into groups (or sets) on the basis of
their relationships, that is, their association by contiguity,
similarity, or both." -

An example of the way in which the categories of purpose were
recorded for both the verbal and written contacts is presented in
Tables 2 and 3 (pp. 91-72). The details of how these categories of
purpose were developed and coded are explained in Appéndii B. The
following description of the developme#t of one such category and its

.

sub-categories s provided to help the reader understand the process.
. A number of contacts.initiated by the superintendent were for
the purpose of requesting éomethipg. In such cases ''Superintendent
Request' was designated as the primary puépose for the contact. The
primary purpose recorded for a contact was the ostensible purpose,
which was usually easy to discern. At times, however, the researcher
had to check his fnterpretation with the superintendent to determine
if it was correct. Each superintendent's request dealt with some
. . Al
substantive topic and this seCondary>purpose was also recorded and

coded.

The classification of secondary-pOPpose, however, was a dif-

ficult task. The content of each contact, and mail item, was examined

carefully and the question was posed: '"What aspect of the adminis-
trative task is this concerned with?" The method used to fit
secondary purposes into the various sub-¢ategories of the superin-

tendent's request was to allow the data to suggest a particular

A
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category and then strive for comsistency through the use of what
Glaset (1965:220) referred to as the "Constant Compamstive Method."
He suggested that when coding an 1nc.tdcnt for a category ths researcher
should "compare it v;th the previous h;cuouu m in the same cate-
gory." This process wasboth difficult and time consuming. It neces-
sitated the rereading of the original field notes on numerous qccanionn
untii such time as the ré’garcher became thoroughly familiar with the
process. Even thcnx some of the new data on purposes would not "fit"
into the es;ablished categories and, conseqpentiy, new qategories had

to be established.

-
'

@ After applying this process to the primary purpose category,
"Superintendent Request," the l‘ilowing sub-categories were developed
to accommodate all shch 1nstanceé.‘ The examples cited to help explain
each sub-category are actual instances from tﬁe study.

1. General information or advice.

2.: Resource allocation information or advice, e.g., asking
a principal 1if he vantea extra money for a program./’

3. Operations maintenance information or idvice, e.g., asking
the caretaking supervisor if he thought a certain school

N

should be painted.

4. Operations plapning information or advice, e.g., asking
the secretary treasurer for information to help him
organize the upcoming budget.

. 5. Legal information or advice, e.g., asking the Trustee
Association's lawyer for advice on ; grievance.

6. Program information or advice, e.g., asking a prihcipal

. how the new work experience program was progressing.

<

paes L X
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N . - . | .
7. Policy and procedures inforsatiom or ndvtq'g 8.f.» quin. ’ Co
a school trustee hov the pruﬂlc to a new policy should be .
) vorded. . >

T 8. Authorization, e.g., asking'a chairman of the board for
pernission to ‘attend a conference, or a board for permission

to initiatge a new driving program.

9. Delegation of tn.@, e.g., asking the assistant superin-
] temdent to evaluate and write reports on a 3:0:; of new
. teachers.
It was fron'the 1nformatioﬁ.codcd'in such categories as these that the
data analysis gigurel and tables, ptescntad_iﬁ.Chnpter 5 on the purposes

‘ . [ J
for the verbal &nd mail contacts, vere dyrived.

Summary: Data Collection, Coding and Analysis '

Figure 5 (an adaptation of Hintzbcr;'s, 1973, model) provides ‘
a pictorial summary of the procedures described in Chapter 3. Figure 5
identifies the sources of raw data used in the study as: (1) the
superintendent's diary for the week prior'to the périod of observation;
(2) the dtructured observation of eight .uperintendents; and (3) the
interviews conducted with each superintendent. The data vere coded and
recorded in a chronology recérd, a mail récord and a contact record.
The data analysis and interpretation cbnailted of the following steps:
(1) the development of profiles of the supetintendent'; work; (2)
the ;nalysi- of the purposes of the v;rbal_nnd written contacte;
and (3) the development of theoretical note; to generate tentative

propositions.
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F m.uq Data Structured Anecdotal Data.
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activities. . -Interviews.
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1. Chronology Record . !
Coded Data 2. Mail Regord 1
3.

Contact Recerd

-

Data Analysis 1. Profiles of superintendent's
work based on frequency counts.

2. Proportions of time spent on
specific activities.

3. Analysis of the purposes of
verbal and written contacté.

4. Use of anecdotal materials to
swpport or question themes
derived from the data.

Data Interpretation

Findings «
Propositions

Figure 5

Procedures Involved in Data Collection, Coding and Analysis
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Relisbility and Walidity of Results
[

Every attempt vas made by the Yesearcher to maximize the reli-

ubiliti of’ the recorded obqorvittonl. lutz and lannaccone (1969:120)

suggested that once reliability is established, validity is not ®o much

a question in field observations. They stated: .

~ As Kerlingey has said vhen writing about the field study
method, "There no complaint of artificiality here.” The
observer ihw g the acluul'bchlvior. He is not one step

away from the belmvior
measure pcrccgtionl of

the case vhen tests are used to
ior. Rather, the field observer

is looking at the actual behavior. 1In.this method, {f the
data are reliable, they are usually valid.

Reliability measures used. Another resesrcher watching the sam

behaviors might well produce a different kind of anaiysil. however, a

85

number of measures were adopted in this study to increase its reliabil{ity.

First, the researcher used systematic recording and coding procedures,

adapteq from Mintzberg (1973). Second, the researcher conducted pilot

observations and interviews with two superintendents to test the appro-

priateness of the recording and coding techniques and the interview ques-

tions. Third, the researcher defined the unit of behavior for the study

and the specific dimensions of this unit were established for recording

purposes.

meetings, checked his interpretation of events with each superintendent,

Fourth, the researcher, through interviews and impromptu

Fifth, much of the data was gener;?}d through low inference level

observations and these findings were used to test the propositions

derived from the theoretical not‘r and the categories of purpose.

Finally, in the role of observer as non-participant, the researcher

tried to maintain objectivity and minimize bias in interpretation of

the data.

-
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'Valtditl |apsures used. Ihe dov.loploui of theoretical nmotes

provided the researcher vwith the opportunity to check and rochoiP his
conclusions and lutcrprotctionn. In addition, as explained in an

earlier section, the researcher ’rioﬁ to i*nt-ilo the effegts of his
presence ss much .n'poo.tblo. Conclusions and propoott£;n¢ were reached
through a process of what Nccﬁtchcon (1978:1%) referred to as "structured
corroboration.” She suggested that'using this process "many facts are
shown to support one another in agreement sbout a particular conclusion.

A fabric of interreldted facts, anecdotes, quqQtes and other bits of

information is woven.'" This use of many items of evidence, together

- -

with a wide range of evidence, dllowed for interpretations to be made

with a greater degree of confidence.
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‘ DESCRIPTION AND AWLYSTS OF THE OBSERVATIOMAL DATA
° , .

This chapter presents an analysis of the data generated
through the observation of eight Alberta super intendents for l.total
period of 30 days. More specifically, the ‘chapter deals with the
;htonology of sctivities engaged in, and the proportions of the \
total working time devoted to each cn;o.ory of sctivity, for each of
the eight superintendents. The chapter is divided into five sections.
The first section provides an overviev of the total ti.e‘dcvotod by
each superintendent %0 the seven major categories of activizien. The
second section outlines the proportions of each .upcrintend;nt'c total
working time devoted to the seven ma jor c\tegoriu of activities. The
third section provides a detailed brcnkdau; of the data for each cate-
gory of activity for all eight superintendents. This section also
provides a comparative analysis of the percentage of total working
time spent on each category of activity for all eight oupefintcndentn.
The fourth section presents a description, based on aggregate and
composite scores for all eight superintendents, of how "the typical

superintendent’ spent his working time. The final section presents a

synthesis of the significant findings as presented/in Chapter 4.
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£ . uuqc preseats sa.averviev of the -’:wal‘.ﬁl‘ o.‘.cu.-‘
@ondent spent hie time during the petiod of ebeervetisn. Superiattnd-
ents A and B vere obdugtved foy two doyo. uéh and um.lud‘t c
through H were oburnl\ Tor lﬁo days each, .IOt . totsl obnr\;.ctml~
period of 34 days. Ounﬂnmt C and Superintendent H spent oio

[} q N
day and three days each, respectively, away from their school systems

attmdlu‘conurmu. These absences amounted to nine hours for
sdpcrintcndcnt C and 27.95 hours for Superintendent H, giving them net
totals of 30.4 hours and 17.1 hours, respectively, when they viu
present in their systems and "available" to those who vished to make
demands on their time. These net totals were used throughout the
remainder of this chapter as bases for the calculations ef the propor-
tions of working time spent by. each of these superintendents on the
‘nvcn ma jor categories of activities identified in Table 4 (unscheduled
meetings, scheduled meetings, desk work, telephone calls, travel within
system, evenipg meetings, and towrs and vu\iu).

An examination of the data in Table 4 shows that the total
hours worked by each superintendent varied consfderably. The average
hours worked per day varied from a high .of 10.05 hours for Superin-
tendent D to a low of 7.05 hours for Superintendent B. The figures in
Table 4 do not project a clear patterm with regard to the proportions
of total vorki‘ng time spent by each superintendent on esch of the
seven major categories of activities. While the four categories:

(1) time in unscheduled meetings; (2) time in scheduled meetings;

N\
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(3) sime ot O,Inrto ond (W) u-u.th telephone ascounted for o
large prepertien of coch ouperiatendent's worlitag ¢ime-—cn oVerege
uruu 80 por .cuc—-c.ho tetal time spent ea each veried .n.uiy
among the oight superintendents. Jor enanple, Superintendent D spent
ovsy 16 houre (a scheduled nestings and spprentuttnly 1.5 Meute o the
telophone, while the respective figures for Superistendsnt G vers oseves
hours sefl approsinately six hours. The dets fer Superintendeat C and
- Superintendeat § presestqd Sa Table & previde further evidence of thie
vatiation in total time do?ocod to differeat activities. Superiatepd-
ent C apent over 10 hours La unascheduled meetings, sad just over four
houtx vorking st his desk, while Superintendeat & epemnt 7.5 hourse
lm;lm in unscheduled meetings ..a‘ 10.3% hours working st his desk.
The total aumber of activitiee eagaged in by ecach superiateand-
ent showed” s consideradle range, 'l rom a high of 246 for Superimtendent
C over five ‘days of observation to s low of 133 for Superintendeat D
over the same length of tlho. The average aumber of activities per
day for each superintendent aleo differed markedly from s high of 49
activitied fOr Superinteadent C to s low of 29 acuvtu.u for Superin-
tendent C. Despite the varistiom in numbers of activities, esch
superiatendent 's day was chnu;urud by an iswvolvement in a large

number and variety of activities.

How Each Superintendent Spent His Time Among
the Major Categories of Activities

Figures 6 through 1) provide en snalyeis of the proportion

of totsl working time devoted to the sevem major categories of

ctivities for each superintendent.

~ S



Superintendent A. Figure 6 presents the percentages of

Superintendent A's total working time devoted to the seven major cate-

gories of activities.

N

Unscheduled * AN
Meetings \\
29% ,

Figure 6

Proportions of Total Working Time Devoted to the Seven Major
Categories of Activities by Superintendent A

Superintendent A spent 29 per cent of his time involved in

unscheduled meetings. These were qulénned meetings in the sense that

they were characterized as being hastily organized, spur-of-the-moment

gatherings, or even chance encounters. The category of activity that -

made the next highest demand on his time.was travel at 17 per cent,
followed by telephone calls and tours and visits at 15 per cent each.
Desk work, scheduled meetings, and evening meetings followed with 9

per cent, 8 per cent, and 7 per cent, respectively.

91
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Superintendent B. Figure 7 presents the percentages of

Superintendent B's total working time devoted to the seven major cate-

gories of activities.

Unscheduled
Meetings
21%

Scheduled
Meetings
19%
Desk Work
37%

Figure 7

-

Proportions of Total Working Time Devoted to the Seven Major

Categories of Activities by Superintendent B

By far the largest proportion of Superintendent B's time, 37

per cent, was spent at desk work (working on mail, writing reports,

and other forms of paper work). Unscheduled meetings took 21 per cent

of his time, while scheduled meetings at 19 per cent and telephone at

13 per cent took the next highest proportioﬁs. He spent 6 per cent

of his working time on tours and visits, 4 per cent on travel within

his system, and he had no evening meeting.

‘
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*  superintendent C. Figure 8 presents the percentages of

/
Supgrintendent C's total working time devoted to the seven major )

categories of activities.

]

Travel

13.5% Unscheduled

Meetings
33%

Telephone
11.5%

Scheduled
Meetings
20%

Figure 8

Proportions of Total Working Time Devoted to the Seven Major
Categories of Activities by Superintendent C

Superintendent C devote}\SB per cent of his total working time‘ ’

to unscheduled meetings, 20 per cent to scheduled meetings, 14 per

cent to desk work, and 13.5 per cent to travel. Telephone calls took

up to 11.5 per cent of his time, followed by tours and visits with 8

per cent. Superintendent C did wmot attend any evening meeting during

the period of observation.



Superintendent D. Figure 9 presents the percentages of

(
Superintendent D's total working time devoted to the seven major

categories of activities.

Evening
Meetings
11%

Unscheduled
Meetings

262

Travel 6%

Telephope 3%

Desk Work
16%

Scheduled
Meetings /

33% /
[ 4

/.

Figure 9

Proportions of Total Working Time Devoted to the Seven Major
Categories of Activities by Superintendent D

Superintendqnt D spent 33 per cent of his working time in
scheduled meetings, followed in order by unscheduled meetings with 26
per cent, desk work with 16 per cent, evening meetings with 11 per
cent, travel within his system with‘6 per cent, tours and visits with
5 per cent, and telephone calls with a low 3 per cent. The small
proportion of time spent on the telephone by Superintendent D can be
attrituted to the fact that his secretary, on his orders, screened his

calls‘very closely and redirected a majority of them to his assistants.



Superintendent E. Figure 10 presents the percentages of

~—’

Superintendent E's total working time devoted to the seven major

categories of activities.

i Tours
isit
5% T
Unscheduled
Meetings
Evening 18?
Meetings
19%
: Scheduled
Travel Meetings
7% 11.5%
Telephone Desk
15% Work
24.5%
Figure 10

Proportions of Total Working Time Devoted to the Seven Major
Categories of Activities by Superintendent E ‘

As was the case with éuperintendent B, Superintenﬁint E spent
more time at desk work, 24.5 per cent, than at any other category of
activity. Be spent a greater proportion of his time at evening meet-
ings than any other superintendent, 19 per cent, and this was followed
in order by unscheduled meetings with 18 per cent, telephone calls

I A
with 15 per cent, scheduled meetings with 11.5 per cent, travel with

7 per cent, and tours and visits with 5 per cent.
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 Superintendent F. Pigure 11 presents the percentages of
Superintendent F's total working time devoted to the sever major

categories of ‘activities.

5.5%

) Evening Hceti;ugs.._‘ ;——Tourl/\luitl 5%

Unscheduled
/ Meetings
242

Telephone
9%

Scheduled

Meetings
36%

[

Figure 11
P%oportions of Total Working Time Devoted to the Seven Major
N, Categories of Activities by Superintendent F

Scheduled meetings, with 36 per cent, accounted for the
largest single segment of working time for Superintendent ” This was
followed by unscheduled meetings with 24 per cent, desk work with 17
per cent, telephone calls with 9 per cent, travel within his system
with 8 per cent, and evening meetings with 5.5 per cent. He devoted

<

only one-half- ¢f one per cent during the period of observation to the

category tours and visits.
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Superintendent G. Figure 12 presenps the psrcentages of
Superintendent G's total working time devoted to the seven major
.categories of activities.
"\
Unscheduled
Meetings
25.5%
Scheduled
Meetings
202 *.
r4
. Figure 12 R
Proportions of Total Working Time Dcvoigi to the Seven Major
- Categories of Activities by Superim¢endent G
“do ,u'“‘j. . ‘: .
S Superintendent G spent approximately one-quarter, Or 25.5 per
[ J v s -
. “¢ent, of his total working time in unscheduled meetings. Desk work
with 23 per cent and .scheduled meetings with 20 per cent were next in
: ”

terms of time speht. Telephone calls took up 17 per cent of his work-

ing time, travel took 9.5 per cent, and tours and visits accounted

-~

® for 5 per cent. Superintendent G did not attend any evening meetings

duéing the period of observation.



Superintendent H. PFigure 13 presents the percentages of

Superintendent H's total working time devoted to the seven major

categories of activities.

Trave

Proportions of To
Categories
Superintenden

in scheduled meetings
unscheduled meetings.
his working time whil

took up 3 per cent an

1 3% o Tours/Visits 12X

Unscheduled
Meetings
232

Scheduled ’
Meetings
34%

Figure 13
tal Working Time Devoted to the Seven Major
of Activities by Superintendent H
t H spent 34 per cent of his total working time
, 30 per cent at desk work, and 23 per cenk 1n
Telephone calls accounted for 9 per cent of
e travel within his system, and tours and visits,

d 1 per cent, respectively, of his time.
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A more detailed analysis of the way in which each superintend-
ent distributed his total working time among the seven major categories
of activities is presented in the following section--Tables ° through
10. In addition, Figures 14 through 20 provide a comparative analysis

of the proportions of working time devoted to each major activity for

all eight superintendents.

Analysis of the Data for Each Category
@ of Activity

Unscheduled meetings. Table 5 presents the data for the time

spent by each of the eight superintendents in unscheduled meetings,
i.e., those meetings arranged on the spur-of-the-moment, or others

that could be more properly classified as chance encounters.

Table 5

Analysis of the Time Spent in Unscheduled Meetings
by Eight Alberta Superintendents

Unscheduled - Superintendents

Meetings A B C D E F G H
Number of

Meetings 22 20 39 75 68 49 64 16

Average Number ., 4 1509 9.7 150 13.6 9.8 12.8 8.0
per Day

Time in 4.45 3.10 10.05 13.20 7.50 9.20 9.15 3.90
Meetings (hours)

Average Duration

(minutes) 12.1 9.3 15.5 10.§ 6.6 11.3 8.6 14.6
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The average number of unscheduled mestings per dsy for sach \
-uporlnundot{t varied from a high of 13 for Suportf:udm D to a low |
of eight for Superintendent H. The average length o8¢ aséh unecheduled
meoting also veried widely among the '.uporintondonu from a high of
15.9 minutes per meeting for Supotlntmdanc.c to a lovw of 6.6 minutes .
per meeting for Superintendent !.\

Figure 14 presents av-pothon of the percentage of total
' d

working time each ’porlntcndont spent in unscheduled meetings. The

%

the

percentages in Figure 14 show that Superintendent C spent a greater

proportion of his time, 33 per ceat, in unscheduled meetings tﬁd

any other superintendent. Superintendent E, with 18 per cent,q

lowest sercentage figure for this'category of activity.
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Figure 14

A Comparison of “the Percentage of Time Spent by
Each Superintendent in Unscheduled Meetings




Scheduled meetings. Table 6 presents the dats on the time

spent by‘ch superintendent in scheduled meetings, 1.0., thoss meet-

ings which were arranged at lenst 30 minutes in advance.

.

Table 6

Analysis of the Tisn Spent in Scheduled Meetings
by Eight Alb rta Superintendents

—— e ]

Scheduled . Superintendents’

Meetings A 'y C D ) y c H
Number of ‘

Moot nge ) 8 s .1 6 17 13 2

Average Number

1.0 4.0 1.2 2.2 1.2 3.4 2.6 1.0
per Day .

Time {n Meet-

1.25 2.75 6.05 16.70 4.75 14.00 7.00 5.80
ings (hours)

Average Dura-

tion (minupes) 37.5 20.6 72.6 91.1 47.5 49.4 32.3 174.0

.

: 1
The average daily number of scheduled meetings showed a fair

degree of consistency among the eight superintendents, from a high of
four for Superintendent B to a low of one for Superintendents A and H.
The average duration of each scheduled meeting, however, showed a wide
degree of variation among the eight superintendents, from a high of
2.9 hours each meeting for Superintendent H to a low of just over 20
minutes each meeting for Superintendent B.

Figure 15 presents the percentages for the proportion of total

working time each superintendent spent in scheduled meetings.

!
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Pigure 15
A Comparison of the Percentages of Time Spent by B
Each Superintendent in Scheduled Meetings N
Superintendents D, F, and H each spent, approximately, one-
third of their total working time involved in scheduled meetings.
Superintendents B, C, and G each spent, approximately, one-fifth of
their working time on this same activity. Superintendent E, with 11.5
per cent, and Superintendent A, with 8 per cent, had the lowest per-

centages, among the eight superintendents, devoted to scheduled meetings.

Desk work. Table 7 gives the data for the number of times each
superintendent spent at his desk and- the average length of these ses-
sions. The ivorage number of sessions per day at desk varied among
the superintendents, from a high of over 13 for Superintendent G to a
low of S for Sppetintendent A. The average length of these sessions

Yalso varied considerably, from a high of 19.1 minutes each session

for Superintendent B to a low of 7.3 minutes each session for Superin-

tendent G.
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t Tadle ?

Anslystis of the Time Spent at Desk vork by
gZight Aldberte Superintendents

. Superintendents
Desk Work A ] C D 4 1 4 Cc ]
Number of )
Sessions 10 16 22 40 [ 1) 49 'Y 2%

average Wmhar 4o g0 3.5 . 8.0 128 98 14 02O

Time at Deak 145 5.10 4.30 7.90 10.35 .20 8.20 3.10

Average Dura- .7

tion (minutes) 19.1 11.7 11.8 9.9 7.6 1.3 12.2

————— Wﬁ“w-""—-'ﬂmﬂoﬂ.—
T - -— i

Figure 16 provides & comparstive view of the percentage of
total working time spent by each super intendent working at his desk.

Figure 16 shows that Superintendent 3 speat 37 per cent of his
time at his desk wvhile the "opcctivo pcrccnt1'. for Superintendent A
vas 9 per cent. The ozher swperimtendents varied {rom 14 per cent

for Su,i'intcndcnt C to Y0 per cent for Super ghtendent H.
40 ,
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SUPERINTENDENTS
‘Figure 16

A Comparison of the Percentage of Time Spent by
Each Superintendent Working at His Desk
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. Iolephene salle. The data presented ia Table 8 gives o
dotailed doscription of the tir epent by cach superintendent oo the

o o
telophoed. -
’ * .able 8
Acalysis of the ) . se Speat on the Telephone
by Bight Ali -rts lupgvlntc.‘o-tu .
= T T I T R T
Telephone - d S
Calle A  } G B
et v . — e =T p— e e
Nymber o!. Calle & 29 30 13 L ) S 8 20

Average Number ;o 143 7.3 2.60 12.6 10.8 17.2 10.0
per Dey R
Time on Tele-

phone (hours) 2.30 1.80 .40 1.3% 6.3% 3.3% 613 1.3

Average Dura-

tion (minutes) 4.0 L 6.8 6.2 6.1 3.9 4.2 4.6

= E A R

The total number of telephone calls (doth placed and received
by the superintendent) for each -uporm’uﬂonl shows a degree
of variation. Superintendent C was on t | telephone on
87 different occasions over a five day period, while Superintendent D
was involved io omly 1) telephone calfs over Uve days. The average
number of telephone calls per day slso shows a similar pattern;
superintendents A and C were pach on the telephone 17 times esach day,
wvhile Superintendent D wves {avelved only three times each day and Superin-
tendent C, eight times. The average length of each telephoue call,
however, showed a degree of consistency among the superintendents,
varying from 6.8 minutes per call for Superintendent C to 1.7 minutes

per call for Supcriutcodon, A, B, Y, and G.




The percentage of each superintendent's total working time
’ .

spent on the telephone is prese. ed in Figure 17.

15%
m ., B
[ ] [

Peréentage
of Total Working Time

D E F G H
SUPER{NTENDENTS

Figure 17

A Comparison of the Percentage of Time Spen; by
Each Superintendent on the Telephone
Superintendent G spent 17 per cent of his time--a higher proportion
than for any other superintendent—--on the telephone. Superintendents
A and E talked on the telephone for 15 per cent of their working time

while Superintendent D, at 3 per cent, spent the smallest proportion

of working time on the phone. *

Travel within the system. .The data on the amount of time

spent by each of the superintendents travelling within their systems
are presented in Table 9. ¢

All of the superintendents spent some time travelling to
: rious locations within their jurisdictiong; While most of the trips

wereNo schools to visit principals and teachers or to present awards,

other tri;§\yere made for such reasons as to observe building -
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dévelopments, to evaluate the repailrs necessary for a closed-down
school, to learn more about the oroblems of a home for delinquentg
children, and to attend evenin .aeetings. The Efgm trips includes
only time spent in travel; tinm spent in the schobls is included in

»

<
the category tours and visits.

able 9

Analysis of the Time pent on Travel Within Their
Systems by Eight Alberta Superintendents

Travel Within Superintendents

System A B C D E F G H
Number of 6 1 12 6 9 12 1 1
Trips

Average Number P

3.0 0.5 3.0 1.2 1.8 2.4 2.2 0.5
per Day
Total Time on

Travel (hours) 2.65 0.55 4.15 3.00 2.85 3.05 3.45 Q.50

Average Dura- .
tion of Trips 26.5 33.0 20.7 30.0 19.0 15.2 18.8 30.0
(minutes)

lOnly Superintendents C and H travelled outside their systems and
these figures do not include such trips.

Superintendents C and F made 12 trips each and Superintendent G was
involved in 11 such trips. The average duration of the trips varied
from 15.2 minutes for Superintendent F to 33 minutes for Superin-
tendent B.

The percentage of total working time spent by each supe;in—
tendent travelling within his system varied considerably. Figure 18

provides a comparative o{/the extent of these variations.
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Superintendent A spent 1? per it of his working time (only unsched-
uled meetings with 29 per cent ook up a greater eroportion of his
working time) travelling witl his system while Superintendent C
devoted 13.5 per cent of his -king time to this same activity.

.

Superintendents B, D, E, F, C. nd H all spent less than 10 per cent

of their working time .travell ng within their systems.
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Figure 18

A Comparison of the Percentage of Time Spent by E;ch
Superintendent on Travel Within His System

Evening meetings. Evening meetings consisted, primarily, of

regular meetings with school- boards and curriculum development meet-
ings with school-based administrators and teachers. The data on the
amount of time spent by each superintendent are presented in Table 10.
Superintendents A, D, E, and F attended meetings after their
regular working hours. Superintendent E spent the most time at these
meetings (8 hours) and the average length of his meetings were also

the longest, at 2.7 hours each.



108

T e 10

Analysis the Time nt 1n §vening Meetings by

Eight Albert .uperintendents

Evening Superintendents
Meetings A B c D E F G H

Number of
Sessions

Average Number
per Day

Time on Even- .
ing Meetings 1.0 - - 5.55 8.00 2.15 - -
(hours)

Average Dura-
tion (hours)

The percentage of total working time spent by each superintend-

ent attendiﬁg evening meetings 1is presented in Figure 19.

Percentage
of Total Working Time

A B C D E F G H
SUPERINTENDENTS
/ ! Figure 19

A Comparison of the Percentage of Time Spent by
Each Superintendent in Evening Meetings
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SuperintenAent E spent 1Y per cznt of his total working time
in evening meetings. The perct :ages of total working time«devofed
to evening mcetipgs for Superi endents D, A, and F were 1l per cent,

7 per cent, and 5.5 per cent, spectively.

Tours and visits. Al >Of the eighf superintendents spent

some time away from their off es either observing such things as
housing developments or the s tability of potential school sites, or’
visiting schools in their systems; The data for the time spent on
these tours and visits are presented in Table 11.

The number of tours and visits taken by each superintendent
varied considerably. Supe;intendent E made 13 such trips over a five
day period and Superintendent A made sevén in a period of two days.

On the other hand, Superintendent F made only one tour/visit in a
five day period. The average length of these activities also differed =
markedly; from a high of 30 minutes for Superintendept D to a {ow of

7.5 minutes for Superintendent H.

Table 11

Analysis of the Time Spent on Tours and Visits
by Eight Alberta Superintendents

-

Superintendents —
Tours and e
Visits A B C D E F G H
Number of ' (ﬁ
Tours/Visits 7 4 9 5 13 leo 4 2
Average Num-  , 5 55 .22 1.0 2.6 0.2 8 1.0
ber per Day N

Time on Tours/
Visits (hours) 2.30 0.85 2.45 2.50 2.30 0.15 1.85 0.25

Average Dura-
tion (minutes) 19.7 12.7 16.3 30.0 10.6 9.0 27.7 7.5




The percentage of tota orking time devoted to toufa and

visits by each superintendent presented in Figure 20.

w
o

Percentage
uf Total Working Time
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o Q.

SUPERINTENDENTS

.

Figure 20
A Comparison of the Percentage of Time Spent by
Each Superintendent on Tours and Visits

,Superintendent A devoted 15 per cent of his time to tours
and visits. This was approximately twice the percentage of total
working time devoted to this activity by any superintendent and
reflected Superintendent A's belief that a superintendent should
‘get to know his teachers well."

How Eight Alberta Superintendents Spért Their
Working Time: A Composite Picture

- The data presented so far in Chapter 4 have shown how each

superintendent spent his time in relation to the seven major cate-—

gories of activities and, in addition, some comparisons have been
L

drawn among the eight superintendents with regard to the distribu-

tion of their time among those activities.
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This sectdon p";.ntl eries of data which provide an over-
view of how thclgtypicn§ supe "endent," from the group of eight
oblcfvcd. spent his vodilng t . While it is not possible to gener-
alize from this small sample eight to thc‘whole population of
Alberta superintendents, the omposite picture' provides some insight
into, and may in many ways aj oximate, the characteristics of the
t&pical Alberta superintender 's day-to-day work.

Table &3 presents agp egate data for the way in which the
eight superin‘iﬂﬂenta to,ether divided their working time among the
seven major categories of activities. An examination of the data
in Table 12 shows a ranking of the various categories of activities
in terms of the demand they made on the superintendents' time. Most
time was spent in unscheduled meetings (60.55 hours), with scheduled

meetings a close second with a total time of 58.3 hours.

Table 12

An Aggregate Analysis of How Eight Alberta
Superintendents Spent Their Working Time

Category of Total Number Total Time on Average Duration
Activicy of Activities Each Category of Each Category
Unscheduled Meetings 353 ' 60.55 hours 10.3 minutes
Scheduled Meetings 64 58.30 hours 54.6 minutes
Desk Work 293 48.80 hours 10.0 minutes
Telephone Calls '331 26.65 hours 4.8 minutes
Travel Within System + 58 20.20 hours 20.9 minutes
Evening Meetings 9 16.70 hours 111.3 minutes

Tours and Visits 45 12.65 hours 16.9 minutes

111
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However, scheduled nmé:« 48 were considerably fewer in number
(64 versus 353) and much long. in duration (on average 54.6 minutes
versus 10.3 minutes) than the 1scheduled meetings. Time spent At
their desks, which involved j sarily written work such as writing
letters and reports or re.di; mail, proved to take up the next
greatest proportion of the s« rintendents' time (48.8 hours). Alto-
gether the eight superin:end. .s had a total of 293 sessions at tleir
desks and each session lastec 'n average 10 minutes. The superin-
tendents were involved 1 331 phone calls for a total of 26.65 hours
with each call lasting on average just under five minutes.

The fifth ranking activity, in terms of demands made on their
working time, proved to be the travelling that they undertook within
their systems. They made 58 trips for a total of 20.2 hours with each
trip averaging just over 20 minutes. Although the superintendents
were involved in only nine evening meetings, those meetings were
long, averaging close to two hours each for a total time of 16.7
hours. Tours and visits, with 12.65 hours, took up the least amount
of total time. The superintendents were involved in 45 such activi-
ties, each lasting on average 16.9 minutes.

Table 13 presents the aggregate data on the total number of
activities and the time spent on them by the superintendents.

During thﬁ 34 days of observation the superintendents
averaged 8.2 hours a day on their jobs for a total working time of
280.35 hours. This latter figure includes the time that the superin-
tendents spent attending meetings after their regular working days were

over. Taking away the 36.5 hours that Superintendents C and H were




ayay attending conferences, thi "eaves 243.85 hours over a 30-day
period during which the superi ndents were working within their
systems. In terms of average irs per day this means that the

superintendents averaged just er eight hours per day on the job.

ible 13

‘Total Number of A tivi es and the Time Spent on Those
Activities b Eig Alberta Superintendents

s

Total Hours Worked 280. 35
Average Hours pér Day 8.20
Tota%iHours Minus Conferences 243.85°
Totql Hours at Conferences 36. 501
Total' Number of Activities 1,1532

Average Number of Activities per Day 38

Avevﬁge Length of Each Activity (minutes) | 12.68

lSuperintendent C attended a one-day conference, and Superintendent H
a three-day conference during the week of observation.

2Does not include conference days of Superintendents C and H.

The superintendents were involved in a total of 1,153 activities
over the 30 days when they were working within their systems. The super-
intendents eac§ sook part in an average of 38 activities per day and the

N
average léngth of each activity was 12.68 minutes. Filgures presented
later in this chapter, however, will show that the large percentage of
activities in which the supc “intendents were involved each lasted
for a much shorter period than 12 minutes.

The composite picture of how the eight superintendents

apportioned their time among the seven major categories of activities

- g



is presented in Figure 21.

Telephone
11%

Figure 21

A Composite View of the Proportion of Time Devoted to Each
Category of Activity by the Eight Superintendents
Figure 21 shows that the superintendents spent one-quarter of
their working time involved in unscheduled meetings and approximately
the same proportion of their time (25 yper cent) in scheduled meetings.
One-fifth (20 per cent) of their total hours was spent sitting at
their desks involved in paper work, and another 11 per cent was spent
on the phone. They spent 8 per cent of their working hours travelling

to various places within their systems, waile evening meetings and
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tours and visits ‘Pok up 7 per cent and 5 per cent of thelr time,
respectively.

A major characteristic of the superintendent's working day was
his involvement in a great number and variety of activities; activities
which were generally of short duration. Table 14 presents percentages

which highlight this aspect of the uuperintendent'l job.

Table 14

Percentage Distribution of the Superintendent's Activities
by Duration (in minutes)

.

Minutes | Percentage of Total Cumulative
Activities Percentage
9 - 5 39 39
5.1 - 10 26 65
10.1 - 30 27 | 92
30.1 - 60 ) 97
60.1 and over 3 : 100
‘;Séat*

The pegcentages in Table 14 show that the superintendent's work was
characterized by involvement in activities that were generally of
short duration. Sixty-five percent of all the activities in which

the superintendent was involved lasted ten minutes or less, and 39 per
cent of all his activities lasted five minutes or less. Only 8 per

cent of the superintendent's activities lasted longer than 30 minutes,

and 3 per cent lasted longer than 60 minutes each. "
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SUMMARY

The data presen n Chapter 4 have provided a "mgcro’" view
of the way in which each of the eight superintendents spent his time
during the period of’grlorvntion. The data for individual superin-
tendents do not pro;idc a clear-cut, consistent patfern with regard
to the proportion of time devoted to the seven major categories of
activities. However, the categories labelled unscheduled meatings,
scheduled meetings, desk work, and telephone calls together account
for closg to 80 per.cent of each superintendent's working time
(except Superintendent A and E with 61 per c;nt and 68.5 per cent,
respectively). Composite figures have been presented that give a
picture of the superintendent's work 1in relation to the seven major
categories of activities according to the proportion of each superin-
tendent's time devoted to each. Unscheduled meetings consumed the
most time for the '"composite'" superintendent (25 per cent), followed
by scheduled meetings with 24 per cent, desk work with 20 per cent,
telephone calls with 11 per cent, travel within the system with 8
per cent, evening meetings with 7 per cent, and ;ours and visits with
5 per cent.

The data in Table 13 and Table 14 showed that a superin-
tendent 's work was characterized by involvement in a great number of
activities--an average of 38 activities per day. Table 14 showed
that 65 per cent of all the activities engaged in by the superin-
tendent lasted ten minutes or less &nd 39 per cent of all activities

lasted five minutes or leas.
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Chapter 35

TME SUPERINTENDENT 'S VERBAL AND WRITTEN CONTACTS:
A DESCRIPTION AND ARALYSIS OF THE DATA FoR

EIGHT ALBERTA SUPERINTENDENTS

This chapter presemts a more detailed, ¢r mdcro, view of the
way in which the superintendent spent his time. Data are presented on
the number and nature of the verbal and written contacts in which the
superintendents were involved. These data provide a fuller understand-
ing of such aspects of the superintendent's work as: (1) with whom he
was involved; (2) where the contacts occurred; (3) who initiated the
contacts; and (4) why, or for what speeific purpose(s) the contacts
wvere initiated.

.Thc chapter is divided into six sect;;hs. The first section
provides an overview of the total number of contacts in which the super-
intendents were involved, the media used in these interactions, and the
proportjons of working time devoted to each medium. The second section
presents data on the categories of people-with wvhom the superintendent
{nteracted in his everyday work and the time he spent with each group.
In addition, this section provides details on who initiacted sucP con-
tacts, where the 1ntgractiono took place, and how many ‘participants were
involved in the activities. Part three provides a description of the
purposes for which the 'various contacts were initiated. The first
part of section three }rescﬂts the data in the form used by Mintzberg

(1973) in his study. The second part of the section presents a view of
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the data using a number of categories proposed by the researcher. The
fourth section describes the superintendent's involvement with both the
incoming end outgeing mail. This section provides detaile on: (1) who
inftiated the patl; (2) what was the purpose o!’tho mail's content; and
(3) how the mall was processed. The fifth section presents a compars-
tive analysis of selected data for county and division/distyict superian-
tendents. The final section presents o synthesis of the significent

* ¥ 4
¢
findings as presented in Chapter 5.

THL VERBAL CONTACT RECORD OF TME SUPERINTENDENT
. @

The tigures in the composite column in Table 15 show that the
eiyht superintendents, together, spent n’pbroxluuly 70 per cent of
their working time in verbal contact with other people. The individual
statistics for each superintendent support this high contact aspect of
the superintendent's work. Superintendent F spent a greater proportion
of his time in verbal interaction, 74.2 pcr.cont. than did any ot.hot
superintendent, but cvr’Supcrintendent B, wvith the lowest pcrccnu;c.
figure, spent over 58 per cent of his working time in verbal interaction
with other people. Each day the eight l.upcrtnten.dento were involved,
on average, in 26 verbal contacts. Superintendent A, with 33, had the
largest average number of contacts each day, and Supctintcﬁcnt H had
the smallest average number with 19. !

Table 15 shows that the greatest nudber of verbgl contacts for
all the superintendents took place through ghe medium of unscheduled

meeﬁngl (45.5 per cent of all contacts), buc ‘aThost as great a

proportion of such comntacts were conducted over the telephone (42.5 per
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cent). ’Q&‘-w;rcentlgu f’ﬁ’ the individual superintendents show that '

-
Suberinte;é;;ts A, B, G, and H had approximately 50 per cent of all
their verb.llgontacts on the telephone, while only Superdntendent D,
with 72 per cent, had dver 50 per cent of his verbal contacts in the .
form of unscheduled meetings. Superintendent D also made very few of
his verbal contacts over the phone (only 12.5 per cent). The composite
figures show that 9.5 per cent of all the superintendents' verbal con- .
tacts were made through scheduled meetings and only 3 per cent b; tours
and visits. )

The proportions of time spent on the various contact media, how-
ever, show quite a different pattern. The composite percentages indicate
that the superintendents spent 44 per cent of their total verbal contact
time in scheduled meetings, 36 per cent in unscheduled meetings, 16 per
cent on the teléphone, and 4>per cent on tours and visits. The indi-
vidual statistics (except for Superintendent A who spent a greater
propogzion of his time on the telephone than he did in scheduled meet-
ings) show a similar pattern with regard to the size of the proportions
of time spent on the four verbal contact media.

Participants in the Verbal Contacts of
the Superintendent

Figure 22 presents the figures for the proportion of the total
number of verbal contacts in which the super <ndent was involved with
each of the categories of people identified.

The percentages presented in the remaining segtions of Chapter
5 are the composite scores for all eight superintendents. These com-

’ ' o

posite percentages are used to describe the characteristics of the

superintendent's administrative behavior.
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Figure 22

The Peréentage of the Total Number of Verbal Contacts in Which
the Superintendent wae Inyolved with Various
Categories of Ingdividuals N
The percentages given in Figure 22 show that the greatest propor-

tion of the superintendent's contacts were with central office staff
(41.4 per cent). The next highest proportion, 18.3 per cent, were with
school-based administrators. Ten-and-one-half per cent of the verbal
contacts were with school board members, 8.2 p’cent with teachers,
3.6 per cent with parents, 2.8 per cent with other superintendents,

2.4 per cent with Department of Education personnel, and less than 1 per

cent with students. Approximately 12 per cent of the superintendent’'s



122

contacts were with a variety of different individuals (categorized under
"other'), such as salesmen, architects, service-club representatives,
visiting dignitaries, etc.

The proportions of verbal contact time spent by the superintend-

ent with the various categories of individuals are presented in Figure 23.

Superintenden ]fz

Department of
Education 1% —

Students 0.4%

Central Office
staff 30.7%

Teachers
12.9%

‘ Trustees
23.3%

School
Administrators
13.3%

Figure 23

Proportions of Total Verbal Contact Time Spent by the Superintendent
with Various Categories of Individuals
The superintendent spent the greatest proportion of his verbal
contact time, 30.7 per cent, with the various members of his central
office staff. He spent 23.3 per cent of his verbal contact time with
school board members, 13.3 per cent with school-based administrators,

12.9 per cent with teachers, and 6.4 per cent with parents. He spent

L rede——
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a smaller proportion of his verbal contact time (.4 per cent) with
students than with any other category of individuals. Approximately 10
per cent of his contact time was spent with a variety of different

individuals categorized under the heading "other."

Initiation of Verbal Contacts

Figures 24 and 25 give an indication of the degree of control
the superinzﬁent had over the time he spent in verbal contact. Figure
24 shows the sroportion of the total number of verbal contacts initiated .
by the 'superintendent anleigure 25 indicates the proportion of the time

spent in these contacts that was controlled by the superintendent.

\ Regular 2.2 :

Initiated by Initiated by

Others Superintendent
45.4% 52.4%

Figure 24

Proportion of Jotal Verbal Contact (1) Initiated by the Superintendent;
(2) Initiated by Others; and (3) Conducted on a Regular Basis
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The percentages in Figure 24 show that 52.4 per cent of all the
verbal contacts engaged in by the auperintenéenc were initiated by him-
self, while 45.4 per cent of such contacts were' initiated by others, and
just over 2 per cent of these contacts were conducted on a reéular basis.

Figure 25 present; data that indicate the degree to which the

superintendent had control over the time he spent in verbal contact with

-

others.

Regular
19.6%

Initiated by
Superintendent
44.3%

Initiated by
Others 36.1%

Figure 25

- Percehtage of Total Verbal Contact Time: (1) Initiated by the .
Superintendent; (2) Initiated by Others; and (3) Taken Up
by Regularly Scheduled Meetings ‘

The percentages show that the superintendent initiated 44.3 per
cent of the total time spent in verbal contact. Just over 36 per cent
of his verbal contact time was initiated by others, and 19.6 per cent

-~

of the time in such contacts occurred on a regularly scheduled basis.



Location of Verbal Contacts

Table 10 shows where the verbal contacts took place and the
time spent by the superintendent 1ntorlctina in the various locations

identified.

Table 16

Location of Verbal Contacts and Proportion of Verbal Contact
Time Spent by the Superintendent in Each Location

= -

Location Per cent of Per cent of
Total Contacts Contact Time
Superintendent's Office 70.4 42.0
N10? ' 19.2 40.2
School 9.6 15.2
Away From His System2 0.8 2.6

o,
lNot in his office but in the central office building.

2These contacts did not include the conferences attended by Superin-
tendents C and H but took the form of such contacts as a Municipal

Library Board meeting and a visit to the principal of a school out-
side his jurisdiction.

L] .
By far the greatest proportion of the verbal contacts in which the

superintendent was involved took place in his own offiee (70.4 per
cent). In ahdition, 19.2 per cent of his verbal interactions took
place elsewhere in the central office building, indicating that almost
90 per cent of all theQSuperintendent's contacts occurred at, or

near, his place of work. Only 9.6 per cent of the superintendent's
verbal contacts took plac‘lln schools and less than 1 per cent of

them occurred outside the school system.
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The superintendent spent 42 per cent of his verbal contact time
{n his owm office and 4O12 per cent in other parts of the central office
. building. .Ho. therefore, spent over 80 per cent of his verbal contact
time at, or near, his office. He spent 15.2 per cent of his verbal con-
tact time in schools and 2.6 per cent of it involved with individuals
'outside his system. Eighty-five per cent of the superintendcnt's verbal
contacts were with one person while 15 per cent of these contacts

occurred with two or more persons present.

/

The Purposes for the Verbal Contacts: Using
Mintzbergrb (1973:251) Categories

Table 17 presents information on the purpose for which the
various verbal contacts were initiated. The data is organized using
the "categories of purpose’ developed by Mintzberg (1973) in his study
of five chiefiexecutives in the United States. While the initiator of
gsome contacts had more than one purpose in mind, or was covert in his
intentions, the researcher has used the primary issue in the contact in
determining the raison d'étre for the interaction. At times it was
difficult to discern what ghe core issue really was and on such occasions
the researcher checked his interpretation of the event with the superin-
tendent at the first available opportunity.

The percentages in column one of Table 17 give details on the
proportion of the total number of verbal contacts devoted to each of the
purposes identified. The figures indicate that over 37 per cent of all
verbal contacts were for the purpose of making requests. The figures in
column two indicate that this involvement by the superintendent in

making and receiving requests took up over 15 per cent of his verbal
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Table 17 7

Percentage of Total Verbal Contacts and Percentage of Total
Contact Time Devoted to the Categories of 'Purpose of
Contact”" Identified by Mintzberg (1973:25)

Purpose of the Contact P e O fomtact Tine.
Scheduling Meetings and Events 8.6 3.3
Ceremonial Activities* 1.5 4.7
Public Relations Activities* 2.7 2.9
Developing Strategy (primarily

to solve problems) 10.0 29.7
Negotiation Activities¥* 0.7 4,7
Requests’ from Others 18.7 7.5
Superintendent Rquests to Others 18.5 7.t
Receiving Information from Others 11.0 5.6
Giving Information to Others 9.0 5.8
Observational Activities

(primarily for evaluation) 3.0 5.9
Review Sessions/Progress Reports 16.3 . 22.3

*The ceremonial, public relations, and negotiation categories
reflect direct involvement by the superintendent in that activity. Many
related activities are subsumed under other categories, such as,
developing strategy, and giving and receiving information.
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contact time. A more detailed description of the form of these requests

)

is presented in Table 18,

Table 18

An Analysis of the Type of Requests Made To,
and By, the Superintendent

Request Request Request to

Direction of for In- for Request for Undertake
Request formation Advice Authorization Task .
From Superintendent
- Per cent of Total

Requests 69.6 23.8 2.9 3.7
- Per cent of

Request Time 65.6 24.1 1.8 8.5
To Superintendent
-Per cent of Total
Requests 51.7 26.2 22.1 -
-Per cent of
Request Time 47.7 28.4 23.9 -

The percentages in Table 18 show that almost 70 per cent of the
requests made by the superintendent were for the purpoée of obtaining
information on various matters. Requests by the superintendent for
advice represénted 23.8 per cent of all his requests, while requests for
authoriz’m and requests to others to undertake a task followed with
2.9 per cent and 3.7 pgr cent, respectively. The time spent by the
superintendent on each form of request showed a similar pattern, with
the greatest proportion of his request time devoted to seeking informa-

tion (65.6 per cent), followed by requests for advice with 24.1 per cent,



request for authorization with 1.8 per c‘b and requests to undertake
a task with 8.5 per cent.

The data on requests made to the superintendent show the
{mportance of the superintendent as a source of information for others.
Over 50 per cent of all the requests made by others were for informa-
tion and this represented 47.7 per cent of the total time involved for
requests by others. Of the requests made to the superintendent 26.2
per cent were for advice, representing 28.4 per cent of request time,
and 22.1 per cent were for permissiemn or authorization, accounting for
23.9 per cent of total request time.

As was Indicated by the figures presented in Table 18, the
superintendent often made requests to others for information and was
of ten asked by others for information. However, a further examination
of the percentages presented in Table 17 shows clearly that the informa-
tional role of the superintendent was a substantial one. Twenty per
cent of his total verbal contacts and 1l1.4 per gent of his total verbal
contact time was devoted to directly giving and receiving information.
The observational activities and the review sessions (together account-
ing for 19.3 per cent of his total verbal contacts and 28.2 per cent
“of his verbal contact time) were primarily used by the superintendent
to accumulate information. The four purpose categories related to
information, when aggregated, account for 39.3 per cent of all the
superintendent's verbal contacts and 39.6 per cent of his total verbal
contact time. A detailed breakdown of the data for the four purpose
categories: él) receiving information; (2) giving information; (3)
observational activities; and (4) review sessions is presented in

Table 19.

129
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Table 19

An Analysis of the Four Major Categories of Activities Related to the
Informational Role of the Superintendent: (1) Civt‘ Iaformation;
(2) Receiving Information; (3) Observation; and (4) Review

Categories by Per cent of Total Per centof Total
Purpose of Contact Category Activities Category Time

GIVING INFORMATION

General Information 58.6 54.0
Advice 10.0 19.4
Instructions 15.7 16.7
Notification of Problems , 15.7 9.9
RECEIVING INFORMATION
General Information 55.8 38.3
Advice 5.8 11.8
Notification of Problems 38.4 49.9
OBSERVATIONAL ACTIVITIES
For Information 60.9 60.1
For Evaluation 39.1 39.9
REVIEW ACTIVITIES
General Discussion 27.5 25.3
Programs 25.2 34.8
System Operations 20.5 18.0
Policy 1.7 1.2
Problems 20.4 18.5
Post-~Meeting 4.7 2.2




l’ll

The data presented in Table 19 show that the majority of the
superintendent's verbal contacts devoted to the giving out of (nforma-
tion were concerned with general purpose information (58.6 per ceant).
The dissemainating of this general-type information, primarily to central
office staff and to schools, accounted for 54 pc; cent of the total time
devoted to this category of q@tivity. Ten per cent of the contacts made
by the superintendent for the purpose of giving information were uti-
lized as occasions for offering advice, and this represented 19.4 per
cent of the time spent om 'giving information' activities. Approxi-
mately 16 per cent of the "giving information" contacts were used for
notifying others of problems and for giving instructions, and this
accounted for 9.9 per cent and 16.7 per cent, respectively, ot the time

devoted to the ''giving information'" group of activities.

Table 19 also shows that receiving general information and

P N

being notified of problems accounted for over 94 per.cent of the verbal
contacts and in excess of 88 per cent of the time spent by the superin-.
tendent on "receiving information" activities. ‘The superintendent's
) observational activities were also primarily orientated to the seeking
of information of a general nature--60.9 per cent of his observational
activities and 60.1 per cent of his observational time. The remainder
of his observational activities and time were devotedvto the direct
observation of teachers at work in the classroom, for the purpose of
their evaluation.

Review sessions (which usually took the form of una‘duled
meetings) often took place between the superintendent and his assist-

ant(s) and they were usually of a general nature. The greatest

s
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proportion of this review time (J4.8 per cent) was devoted to genersl
program reviews and the next ht;ﬂut proportion of time (23.) per cent)
vas speat on broad general discuseions covering a sultitude of topice--

a type of general system's progress report. The superintendent was
{avolved for approximately onevfifth ofchis review activities and time

in getting and giving progress reports on problem developments. Eighteen
per cent of review time and 20.5 per cent of teview activities wvere
devoted to discussions on general and specific sspects of the system's
operation. Post-meeting and policy reviews accounted for a small
proportion of his review ncttvttlo; (4.7 per cent and 1.7 per cent,
respectively) and of his review time (2.2 per cent and 1.2 per cent,
respectively).

Table 1/, page 126, shows that the rintendent was involved {n

a number of other verbal contacts that en categorized according

to theif primary purpose as: (1) sch tings and events; (2)
ceremonial activities; (3) public relations activities; (&) developing
strategy; and (5) negotiation activities. The data {n Table 17
{ndicate that 8.6 per cent of the superintendent's verbal contacts and
3.3 per cent of this fontact time were devoted to the scheduling of
meetings and events. Approximately 24 per cent of his scheduling
activities and schedyling time were spent on the preparation of profes-
sional events; such , inservice events for teachers. Just over 13 per
cent of his scheduldl activities and 20 per cent of his scheduling time
were devoted to the organizaton of his work days in terms of scheduling
-

his own office activities. The remainder of his scheduling activities

and time were spent on setting up general meetings and events.
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The super;ntendent participated in a number of activities that
were ceremonial in nature. The fact that the superintendent is the
"head" of the edqutional system at the local level makes him a status
figure 1in his commﬁv&ty and results 1in his being invited to such social
and ceremonial activities as service club socials, school social func-
tions, and award's nights and graduation functions. This category of
activity accounted for 1.5 per cent of his total verbal contacts and
4.7 per cent of his contact time. However, if we add to this other
activities indirectly related to this ceremonial function, such as,
discussing such events at meetings or making and receiving telephonme
calls regarding arrangements for such events, his involvement represents
4.2‘;ér cent of his total contacts and 5.7 per cent of his contact time.

The superintendent was also very conscious of his public rela-
tions image as a representative of his school board and educational
system. The figures in Table 17 indicate that 2.7 per cent of his verbal
contacts and 2.9 per gent of his contact time were devoted to public
relations endeavors, such as, discussing board policy with media repre-
sentatives and making television appearances to explain new‘school
programs., Approximately 85 per cent of these public relations contacts
were with parents or taxpayers of the system and 15 per cent were with
teachers and students, representing 88 per cent and 12 per cent,

. -
respectively, of(yis total time devoted to public relations activities.

However, it was somecimes difficult to determine when the super-
intendent was acting in a public relations fashion. While he was engaged
in other aspects of his workbhe often‘éonducted himself in a manner .
that contributed to the development of good public relations. In ﬁ‘ |

ways the superintendent was conscious of the fact that good public
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relations was an inherent part of "doing a good job" and it was not
merely a matter of 'turning on'" this specific function periodically.

Table 17 also shows that approximately 30 per cent of the
superintendent's verbal contact time and 10 per cent of his contact
activities were spent in developing planning and problem-solving
strategles. Of the total time devoted to this category of activity
approximately 90 per cent was spent in planning strategy for system
operations and school programming. The remaining time was devoted to
the development of strategies to resolve personnel conflicts and solve
problems. ‘

A number of verbal contacts were initiated for the specific pur-
pose of negotiating wage settlements and conditions of employment with
teachers and other employees. These interactions accounted for less than
1 per cent of the superintendent's verbal contacts, but they occupied
almost 5 per cent of his contact time. On occasion, he was involved in
verbal contacts that were indirectly related to negotiations, for
example, telephgne conversations with other superintendents to learn of
’tho progress of negotiations elsewhere, or discussions with the Alberta
School Trustees Assdciation's lawyer regarding the wording of contract
clauses. Altogether, his d¥rect and indirect negotiation contacts
accounted for 2.7 per cent of his total verbal contacts and 7.7 per cent

5
of his contact time.

,t
A

The Purposes for the Verbal Contacts:
Another Perspective

The use of the categories for the "purposes of the contacts"
developed by Mintzberg restricted the researcher in drawing forth from

<
the data the full richness of their meaning. At least four other
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influences helped in achieving a greater development of the data so
that additional themes emerged from them. These influences, or sources
for the germination of additjonal categoriaes of purposes, can be
identified as: (1) the use of theoretical notes by the researcher as
explained in the methodology section; (2) the difficulty of determining
the primary purpose of some verbal contacts which led to the notation
of secondar§ purposes by the researcher; (3) the issues ralsed and
comments made by the superintendents themselves in interviews; and (4)
the categories emanating from the literature especially the 'proposi-
tions-about managerial roles' proposed by Mintzberg. (1973:92). In the
discussion that follows three aspects of the superintendent's adminis-
trative behavior are examined--his decision-making behavior, his problem-
solving behavior, and his executive and educational leadership behavior.

In developing the theoretical notes it became apparent to the

‘researcher, early in the period of observation, that the superintendent

was not required to make definfte decisions in many of the verbal con-
tacts in which he was involved. This observation seemed to be at odds
with a segment of the literature in administrative and management theory,
both within and out of education, which places great emphasis on the 4

decision-making functions of an administrator's work (e.g., Litchfield,

-

1956; March and Simon, 1958; Simon, 1961; Campbell et al., 1966; Owens,

[
1970). A careful study of the content of each verbal contactvrevealed

that out of a total of 777 verbal centacts the 3uperintendent was not

~

required to make any decisioq'ﬂ‘:;09 or 52.6 per cent of them. In the

remaining 368, or.47.4 per cenf‘of these vgrbal contacts, some type of

decision action was requﬁred of the super;ntendenf. The details of how

@
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the superintendent responded in these situations, requiring some form

of decision, are presented in Table 20.

o
Table 20
*

An Analysis of How the Superintendent Responded to
Situations Requiring Some Form of Decision Action

Number per Percentage of

Action Taken ' o Category Total Required
. .r- .' 1
Decisions Made -~ t?::.:f:a: . 172 46.8
Decision Strategy Established , 155 42.1
Decision Postponed 41 _ 11.1
Total 368 100

Table 20 shows that decisions were actually made on 46.8 per

those occasions requiring a decision. A more detailed analysis

'\Q iy .
e l26sified as "programmed decisions" (Simon, 1961). Decisfons were

‘classified as programmed when a definite procedure for making them
was apparent, such as, the use of school board policy and regulations,
or when they were based on precedent--"how it was done last ye:r."
Just over 47 per cent of the decisions made by the superintendent were
classified as '"monprogrammed decisions' (Simon, 1961), or decisions
for which there existed no clear method for handling them. In these

instances the superintendent found himself in a 'de novo'" situation

and had to fall back on his expertise and creative ability.
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U Frequently the superintendent established'tﬁe‘mechanisms by
which the decision would ultimately be made. This method of developing
a strategf to reach a decision, which occurred on 42.1 per cent of the
occasions requiring decision action, took a number of forms. On one
occasion a committee was formed to study and make recommenda(&gns on‘!
problem of stud?nts leaving the school and causing a nuisance in the
community during the lunch~break. Other example; of the superintendent
adopt;pg a strategy to reach a decision included: (1) referring a busing
problem to the policy commitgee; {2) delegating the responsibility to a
principal to decide on a parent's request to transfer her daughter;

(3) setting up a meeting wTth a principal and teachers to determ}ne the
fate of a student who was a discipline problem; énd (4) seteudng up a
series of meetings between two parents who gere in conflict (as a
re8u1£ of their children's actions) and the principal of the school
involved, and later between the'patentﬁ and the Assistant Superintendent.

On a number of occasions (1ll.1 per cent of all'those requiéing
decision action) the superintendent found himself in the pggition of
having insufficient information to make a decision, or even with the
required information unwilling to "play his hand.” In these circum-
stances he often postponed the making of a decision indefinitely (his
usual response on such occasions was, "Give me time to have a closer
look at this and I'1l get back to you later").

In the first days of the observation study, one feature of the

superintendent's work noted by the researcher was the great number of

problems which surfaced before him each day. In fact, 14.7 per cent



of all the superintendent's verbal contacts were concerned with

problems and they occupied 11.7 per cent of his verbal contact time.

Table 21 provides more detail on the types of problems faced by the
-

superintendent and the percentage of time he devoted to each.

Table 21

Types of Problems Faced by the Super intendent and the Percentage
of His Problem Time Devoted to Each Type

Problem Area Per cent of Per cent of Total
Total Problems Problem Time
Personnel 76.3 83.8
Programs 2.6 1.7
Operations 21.1 14.5
———

The data in Table 21 show that 76.3 per cent of the superin-
tendent's problems and 83.8 per cent of the time he spent on problems
were taken up by personnel problems. These personnel problems con-
sisted almost exclusively of conflicts occurring among various
employees of the system. Examples of such conflicts included: (1) a
complaint from a teacher about the private life of another teacher;
(2) a grievance by clerical workers over the‘way they were treated by
the secretary-treasurer; (3) a threatened r’signation by an accounts
clerk because of a personality conflict with the secretary-treasurer;
(4) a complaint frem a parent about a teacher's use of questionable
language in the classroom; and (5) a verbal clash between the superin-
tendent and the principal over the latter's reluctance to follow

central office budget-accounting procedures. The '"conflict" problems

138



accounted for 8.3 per cent of the superintendent's verbal contacts and
8.1 per cent of his verbal contact time. Table 21 also indicates that
21.1 per cent of the problems facing the superintendent were concerned
with the general ;peration of the system, for example, replacing broke
glass, visiting a school to examine faulty washrooms, or deciding on
the installation of a new heating unit. This category of problems
accounted for 14.5 per cent of his total time devoted to problems.

. Many of the requests made to the superintendent were for the
purpose of getting permission to get more money, or having a plece of
equipment or a number of instructional supplies purchased by the
central office. An analysis of the data determined that 7.6 per cent
of the superintendent's total verbal contacts and 4 per cent of this
contact time were devoted to this '"resource al}ocator" function.

A dilemma confronting the superintendent, which has received
considerable attention in the literature, is the question as to whether
he 1s to be, principally, the board's man acting in an executive
capggity or, primarily, the educational leader, and a major representa-
tive of the teaching profession (Dykes, 1965; Ashby, 1968; CGathercole,
1970; and Downey, 1976). Downey (1976:27) identified this problem as
"one of the dominant dilemmas currently pervading the educational enter-
prise in Alberta."

In response to this concern the researcher analyzed the content
of the superintendent's verbal contacts to try to‘;etermine the propor-

tion of his verbal contacts, and the proportion - his verbal contact

time, devoted to the boards "executive'' work versus ~is '"educational"

wors. The literature reviewed in this study, ea,.!tllly the literature

=,
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related to the tasks of the superintendent, and the data them-

selves were used as guidelines in deciding on which activities

vere to be classified as educational and executive. The group

of educatiomal activities included those verbal contacts that

dealt with: (1) the development, review, and evaluation of {
educational programs in the schools; (2) the professional develop-
ment of staff members, for exAmple, Inservice sessions tor teachers;
and (3) the dissemination of Professional information and advice,

for example, advice from the superintendent to a teacher oi a student
learning problem. ’

The group of activities classified as executive included
those verbal contacts that dealt with: (1) the maintenance of the
system, for example, the repair and replacement of faulty facilities
and equipment; (2) planning for the systém, for example, choosing
a new school site or developing projections of future gtudent
populations; (3) the selection, placem#nt and evaluation of system
personnel; (4) the allocation of ré;&drces, for exemple, the
granting of funds for instructional supplies and equipment or for
busing services; (5) the resolution of conflict among personnel;

(6) the performance of ceremonial functions as a representative
of the school board; (7) the performance of public relations
activities; and (8) the negotiation of wage agreements and working

conditions with employees. While it could be argued that numbers

three to seven, inclusive, are just as much part of the superintendent's

&
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educational tuncetlons, {t (s propuosed here that these tunctions
are common to the administration of many types ot organizations

and are, therefore, more management-type activities.

A cluse scrutiny of the content ot all the superintendent's

verbal contacts determined that 97.7 per cent of all these contacts

and 96.8 per cent of his time devoted to them could be designated
d4s being elither executive or educatfonal in nature. The remaining
contacts and time did not "tit"” into these catexories and were
excluded trom the calculations.

The data tor the number and percentage of verbal contacts,
and the total time and percentage ot verbal contact time spent
by the eight Alberta superintendents over 30 days ot observation
classified according to executive and educational activities, are
presented in Table 22.

The data in Table 22 show that the eight superintendents
were involved in 759 verbal contacts that could be classitied as
executive or educational. These contacts took up 163.9 hours
of the 169.35 hours devoted tu verbal contacts. Approximately
72 per cent of these verbal contacts (a total of 562) and 69.6
per cent of this verbal contact time (a total of 117.85 hours)
weére spent on executive activities, while the respective figures
for educational activitiés were 5.4 per cent (a total of 197)

and 27.2 per cent (a total uof 46.05 hours).
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Table 22

Executive and Educational Activities of Eight Alberta
Superintendents as Determined from the Content of
Their Verbal Contacts

—— ——— —— D ——

Total Numb
Contacts

Total Verb

Time (hours)

Percentage

=== sy —_—=

Executive Educational Total*

Verbal Contacts

er of Verbal 562 197 759

al Contact 117.85 46.05 163.9
of Total 72.30 25.40 97.7
of Total 69.60 27.20 96.8

Percentage

Verbal Contact Time

*The total number of verbal contacts for the eight superintendents
over the 30 days of observation was 777 and the total time devoted
to these contacts was 169.35 hours. The differences in totals, 18
contacts and 5.45 hours, consisted of verbal contacts whose primary
purposes were so general that they did not "fit" into either
category of functions and were excluded from the calculations.

A
tendent's

presented

more detailed breakdown of the percentages of the superin-
time devoted to these same categories of activities is

in Table 23.

The data in Table 23 .show that most of the superintendent's

educational activities (63.6 per cent) and the time he devoted to these

activities (78.8 per cent), were spent on the development, review and

evaluation of educatQSﬂal programs in the schools. Twenty-three per

cent of his educational activities and 12.2 per cent of his time

devoted to these activities were spent on professional development

and inservice activities.

»
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Table 23

-

An Analysis of the Executive and Educational Functions of
the Superintendent: The Number of, and the Percentage
of Time Spent on, Various Subcategories of Each

Per cent of Total Per cent of Total

Functions Category's Activities Category's Time

Educational

Program development review

and evaluation 63.6 78.8
Professional development/
inservice facilitation 23.0 12.2
Professional information and 13.4 9.0
advice to subordinates ’ )
Executive
t
Maintenance of system's 28.6 18.2
operation
]
Planning for system's 22.0 28.4
operation
Personnel selection 14.0 12.5
placement and evaluation
Resolution of personnel 11.6 11.5
conflict
Allocation of resources 10.5 5.8
Performing ceremonial 5.9 8.3
activities
Performing public relations
3.7 4.1
activities
Performing negotiating 3.7 11.2

' activities
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An examination of the percentages for executive activities
{n Table 23 reveals that the superintendent devoted over 50 per

cent of his verbal contacts to activities relgted to maintaining

and planning for the system. Approximately 47 per cent of his A

executive time was spent on these same activities. The selection,
placement and evaluation of personnel accounted for 14 per cent’
of his verbal contacts and 12.5 per cent of his verbal contact
time. Resolving personnel conflict accounted for 11.6 per cent

of his executive activities and 11.5 per cent of his time devoted
to these activities. The allocation of resources accounted for
10.5 per cent of his executive activities and 5.8 per cent of

his time devoted to‘these‘activities. Performing ceremonial
activities, pubiic relations activities, and negotiation activities.
together, accounted for just over 13 per cent of his executive
activities, but took up almost 24 per cent of his time spent on

this category of activitity.
THE MAIL RECORD OF THE SUPERINTENDENT

An Overview

Table 24 contains the results of an analysis of the number of
mail items originated, and received, by the superintendent.

The eight superintendents over the period of observation
dealt with 747 items of mail. Incoming mail items accounted for 540,
or 72.3 per cent of the total mail, and outgoing mail items numbered

207, or 27.7 per cent of all the mail. The average number of pieces

e
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ot i{ncoming mail amounted to 18 per day and the respective figures for

outgoing mail was seven. )

Table 2+

The Superinteadents' Incoming and Outgoing Mail: Aa Analysis

¥

——— Ty
Number of Percentage of

Number and Direction of Mail I[tems Mail [tems Total Mail
Total Number of Mail Items 147 »

Inconing Mail 540 - 12.3

Outgoing Mail 207 27.7
Average Number of Incoming Mail per Day 18
Average Number of Outgoing Mail per Day 7

A more detailed analysis of the nature of the superintendent's
incoming and outgoing maif, as calculated from the composite scores

for all eight superintendents, is presented in the following pages.

The Nature of the Superintendent's

Incoming Mail
The incoming mail was analyzed according to form, sender, atten- i!J‘ .
N Tl
¢ o, ..
tion received, and purpose. Table 25 provides details on the form of o L)
“\ _ “ KT ‘.‘;’
the superintendent's incoming mail. 4 e ;
L 1 -e‘! » !
The superintendent received 28.4 per cent of his’ 1nco-*'-uil b . :
o 2 ' e .
in the form of letters. Reports accoua\gd for 18.8 per cent of the < . ~F9 ’ .r
N -

incoming pleces and this was followed by f&rmn with 14.4 per cent,
memos and guidebooks with 6.8 per cent ;;;h. and newsletters with 6
per cent. The remaining categories accounted for just under 20 per f

cent of the incoming pieces of mail.




Tadble 2%

An Analysis of the Form of the Superintendent's Incoming Matl

Per cent of Per ceat of
Total lncema- Total lacom-
Form Category ing Mail Porm ing Mail
Letter 8.4 Pamphlet/Brochure 5.9
Report 18.8 Agendas/Schedules 3.9
Form 14.4 Newspapers J.o
Memo 6.8 Magazines/Pertodicals 2.8
Guidebook 6.8 Catalogues 1.8
Newsletter 6.3 Contracts 1.5
_— T o Il ot LTTwmo o ot e iy —— LT T T T ITI— T T To e

Table 26 contains the results of the analysis of the ortgin of
the superintendent's 1ncom1n|\-nll. The figures in the table show
that 23 per cent of this incoming mail originated from members of his
central office staff. The next highest source was school-based adminis-
tratorsewho originated 13.6 per cent of his incoming pleces of mail, o
and the Department of Education followed closely with 13.2 per cent. '
Teachers sent the superintendent 9.3 per cent 'of ‘il mail, wt:llc almost

¢
8 per cent came from publishing and manufacturing companies and

sl:l‘.htly more than 5 per cent came from professional and educational

88sociations and societies. Approximately one-quarter of his incoming

e ¥
; -’ nail originated from a wide variety of sources, some of which are
2N identified in Table 26. In addition, over 50 per cemt of the superin-

tendent's mail originated from owtsfde his school system.
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Table 26

.

The Percentage of Incoming Mail Originating from Vartous Sources

Percentage of Percentage of

Saurce of Total Incom- Source of Total Incom-
Incoming Mail ing Mail Incoming Mail ing Mail
Central Office Staff 23.0 Alberta Trustees' 3.3
School "Administrators 13.6 - Assoclation
Department of 3.2 Other Superintendents 2.2
Education T Alberta Teachers' 2.0 “
Teachers 9.3 Assoclation
Manufacturing/ 7.6 Parents v 1.8
Publishing Co. : Trustees 1.5
Educational 5.2 Superintendents’ s .
Societies ' Association :
University 4.6 Miscellaneous 12.2

The pieces of incoming mail received various levels of atten-
tion from the superintendent. This attention has been classified as:
(1) sent directly to others (2 per cent); (2) read (51.5 per cent);
(3) studied (4.1 per cent); and (4) skimmed (42.4 per cent). After
this initial treatment the superintendent directed the mail Ee examined
to variods destinations. Figure 26 provides details on the action
taken by the superintendent with the mail he handled.

The percentages in.Figure 26 show that over 50 per cent of
the incominé mail was consigned, on the day it was received, go the
general files. TWenty-threé per cent of the incoming mail was for-
warded to various members of his central office staff, and 14.5 per

cent was put into his workfile to be dealt with at another time.

Almost 7 per cent of the incoming mail was distributed to the

147
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various schools im the system, and 1.8 per cent was sent to trustees

and others. Less than 3 per cent bf the incoming mail was put

into the wastebasket.

Workfile
14.5%

General Files
50.9%

Central Office Staff
23.0%

Figure 26

The Percentages of Incoming Mail by Destination

The incoming mail items varied 2onsiderably in the nature of
their contents, however, each of them could be classified according to

whether it provided information or made a request. Table 27 contains

the results of the analysis of the contents of the incoming mail

using the ca;egories just mentioned.

s o . e

. — s -
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y
Table 27 ‘
;

The Percentages of Incoming Mail that (1) Made Régaests, or
(2) Gave Information to. the Superintendent

*
Per cent of Per cent of
Total Incom- Total Incom
Making Requests ing Mail Providing Information ing Mail
Seeking Permission 14.6 General Informatipn 18.9
Solicitations 6.8 Information on Educa- '
Information/Advice 3.0 tional Programs and 15.2
1 . Activities
Status Requests 1.7 Notification of 2.3
Meetings/Events T ’
General Reports 11.8
Information on 10.0
System's Operations ’
Acknowledgements2 3.9
Notification of 1.8
Problem ’
Total Requests 26.1 Total Information 73.9
; — =

Y

'Y .
lThese consisted primarily.of invitations to speak at a function or
attend a social gathering.

These consisted primarily of a "thank you"' fonqgssistance or advice
given, or a fanction attended.

[

The data in Table 27 ‘hov; that '26.1 per cent oﬂll the pieces
of incomimg -mail made some type of request to the superintendent. The
gfeatest proportion of these requests (14.6 per cent) came from sub-g
ordinates who wanted the superintendent's permission for a:variety of
things, for example, permission to attend conferences, permission to
be absent with or without péy, or permission to spend more money. The
next highest proportion of requests (6.8 per cent) were in the form of

solicigations, particularly from publishing and manufacturing companies
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]
who wanted the superintendent to purchase theim supplies and equipment.

A number of requests for information and advice reached the superin-
tendent through the mail (3 per cent of incoming mail), but, generally,
the phone was the medium of communication most commoniy used for this
type of activity. The status requests to the superintendent, which
consisted primarily of invitations to speak to, or appear at, a func-

»
tion accounted for 1.7 per cent of the incoming mail.

Approximately 74 per cent of the incoming 8;11 provided the
superinténdent with some form of information. A number of pamphlets,
brochures, and reports of a general informational nature, represented
la‘lper cent of incoming mail. Through reports, periodicals, maga-
zines, memos and letters the superintendent was kept informed of a
variety of educational events and pregram developments. This type of
information accounted for 15.2 per cent of the incoming mail. The
remaind:r of ;he incoming mail consisted of notification of m;etings/
events with 12.3 per cent, genefal reports with 11.8 per cent, informa-
tion on the operation of the system wit? 10 per cent, acknowledgement
of assistance or advice given with 3.9 per cent, and notification of
problems with 1.8 per cent. Ihe super intendent almost always received
his first notification of a problem over the phone or in a face-to-face
meeting so these notifications through the mail were mainly for the
purpose of documentation.

The Nature of the Superintendent's .
Outgoing Mail ’

. e
The outgoing mail, all of which was o:wn'aﬁed by the superin-
tendent, was categorized according to form, degtination, and purpose.

. W

v

.
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.0 J -
Figure 27 provides details on the form of the Supelintendent's out-
going mail. The figures indicate that 42 per cent of the mail initiated
by the superintendent consisfed of letters, while 32.; per cent were in
the form of memos. He wrote many reports (14.5 per cent of the out-
gding mail)&vhich covered a great variety of topics and he also had to
initiate oryffll out a large number of forms (6.3 per cent of his out-
going mail) . .?he remainder of his outgoing mail consisted of agendas
for various meetings (3.8 per cent of outgoing mail) and other miscel

laneous forms of written communication (1 per cent of outgoing mail).

Qother-} 07&_\
\/"
Rizo;;s Letters
: 42% -

Figure 27

An Analysis df the Form of the Superintendent's Outgoing Mail

- -



The superintendent directed his mail to a variety of individuals
and groups and the perceﬁtagea of his outgoing miil going to the various
destinations ara presented in Figure 28,
cent) of the mail he initiated went to various members of his central
office staff and 14.5 per cent went to the administratogs in the schools.
Teachers received 12.5 per cent of the superintendent's mail, trustees

received 4.8 per cent, parents received 2.4 per cent, the Department of

Education, the Alberta Teachers' Association, and the Alberta School

Trustees' Association received 2 per cent.

40 per cent) of his mail went to a wide variety of individuals and

institutions outside his school system, such as, lawyers, architects,

university professors, and publishing and manhfaCCUring companies.

- *

ther
39.62

Dept.of Educa-
tion; Alberta
School Trustees'
Assoc.; Alberta

Teac he S—"’Aﬁ_o/c'/'/’
4 4

Parents 2.4%

Central
Office Staff
24,22

School
dministrators
14.5%

12,52

Teachers

Figure 28

The Percentage of the Superintendent's Outgoing Mail Going

to Various Destinations

»” ol -

Almost one-quarter (24.2 per

The remainder (approximately
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The superintendent's outgoing mail was initiated for a wide
,variety of purposes. Table 23 contains the results of the analysis of
the purposes for which all the pieces of outgoing mail were originated.
The data shov that the seperintendent initiated 25.6 per cent of his
mail for the purpose of ng reports. These reports were usually
dsrjred to sgxool personnel and trustees and they often contained
ﬁrogress reports on various operations and programs and/or suggestions
and recommendations for system imprdvements. Fourteen per cent of the
mail items initiated by the superintendent were tor the purpose of
recording important information and events for future reference, for
example, the important developments in a personnel conflict situation.
The superintendent used the mail to give directions and instructions to
his eméloyees and also to grant permission to subordinates in.response to
various requests (11.6 per cent of outgoing mail in each category). He
also used the mail to disseminate information to his subordinates and Me
sent many ''thank you'" and "congratulations' letters in appreciatioﬁ for
work done or excellence achieved (10.7 per cent of outgoing mail in each
category). He initiated 7.2 per cent of his mail for the purpose of
requesting information and advice from various individuals and he used
written communications to ask subordinates to initiate act}onaor under-
take a task (2.8 per cent of outgoing mail). He also used the written
word to refusé employees of the system certain requests they had made,
for exampie, permission to have leave with pay (1.8 per cent of outgoing
mail). Many of the mai\ items initiated by the superintendent, for the
purpose of granting or refuélng subordipate.requests, were often written

for the record as the granting or refys decisions had already

’
a4
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been communicated by telephone. Consequently, these written communica-
tions often served the same purpose as tho‘lasslfied as ""Recording

Important Information."

Table 28

An Analysis of the Purpose of the Superintendent's Outgoing Mail

———— T e

Per cent of Per cent of

Total Out- . Total Out-
Purpose going Mail '/ Purpose going Mail
General Reports 25.6 Acknowledgements1 10.7
Record Important 14.0 Request for Infqtma- 7.2
Information : tion/Advice ’
Giving Instructions/ 11.6 Request to Under- 6.8
Directions ) : take Task )
Granting Permission 11.6 Refusing Permission 1.8
Information to 10.7

Subordinates

1These consisted primarily of appreciations for work done or j‘;;:;lula-

tions on awards won and/or recognition received.

A COMPARATIVE ANALYSIS OF SELECTED DATA FOR COUNTY
AND DISTRICT/DIVISION SUPERINTENDENTS

The Superintendeqt in the County System
Downey (1976:14) pointed out that '". . . the county system
creates confusion over the role and position of the superintendent of
schools." Downey (1976:13) also pointed out that the superintendent
of schools in the county system cannot be legally designated as a
chief executive officer. He stated:
Clearly, under this Act (the County Act of 1970] it is

impossible for the superintendent of schools to be the chief
executive officer. For, notwithstanding the existence of a



gchool committee (Sec. 19.1.a.), 1t 18 clear that the [county]
council is the ultimate policy-making authority. And the
Reeve, though elected, is designated as the chiet executive
officer of tre council.

The researcher explored the position of the superintendent In

the county system, in the {nterviews with each superintendent. All of

the

ent

district and division superintendents agreed that the super intend-

should be the chief executive officer. The county superintendents

stated that the superintendent must be the chief executive officer it

the

tha

educational svstem is to function properly, and they recommended

t the present legal structure for education in the county system be

changed to accommodate this. The comments of Superintendent H, a county

superintendent, presents the essence of the argument pud forward gy

county superintendents. He gtated:

It is primarily a problem of the legislation under which we
operate. This legislation (The County Act] relegates the
school trustees to a secondary position in the county sSystem.
That is the crux of the matter. Even though the school
committee can, and often does, designate the superintendent
as chief executive officer of the Board of Education, the
fact of the matter is that the Board of Educat®n are a second-
class elected group. Therefore, even if the superintendent
is designated as chief executive officer of the Board of
Education he is still a second class official . . . . The
[legal] structure 1is impossible and the only way it will work
is if people insist that it works.

Superintendent G was the only county superintendent who was

satisfied that he was able to perform his job without restriction in

the

county system, but he made it quite clear that his suyccess was due

to the good personal relationships he was able to maintain with county

of ficials. a4

tendent's position, affect the nature of the superintendent's work? .
P #

Does the county system, with its restrictions on the superin{gi?

2

Does the county superintendent perform the same kinds of tasks afd
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activities as the district and division superintendents? Tables 29
through 33 provide data that help to compare the county and district/

division superintendents in various aspects of their work.

1

A Comparative Analysis of the Seven Major
Cat ies of Activities for the County
and ‘gtr ict/Division Superintendents

Table 29 presents comparative data on the way in which the

county and the district/division superintendents spent their working
time among the seven major categories of activities.

Generally, there was little difference in the percentage of
total working time devoted to the seven major categories of activities
by both county and district/division superintendents. The county
superintendent spent 25 per cent of his total working time in unsched-
uled meetings, 24 per cent in scheduled meetings, 24 per cent at his
desk, and 14 per éent on the telephone. Together, these four cate-
gories of activities accounted for 87 per cent of the county superin-
tendent's total working time. The district/division superintendent
spent 26 per cent of his total working time in unsc¢heduled meetings,
19 per cent in scheduled meetings, 16 per cent at his desk, and 13 per
cent on the telephone. Together, these four categories of activities
accounted for 74 per cent of the district/division superintendent's
total working time.

In addition, the county superintendéﬁt worked, on average,

8.3 hours per day and the district/division superintendent spent 7.9
hours at his work. Both the county and district/division superin-

tendents averaged 38 activities each per day.

e
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Table 29

A Comparative Analysis of How County and District/Division
Superintendents Spent Their Working Time Among
Seven Major Categories of Activities

Per cent of Total Working Time

County District/Division

Category of Activity Superintendent Superintendent
Unscheduled Meetings 25 26
Scheduled Meetings 24 19

Desk Work 24 16
Telephone Calls 14 13

Travel Within System 6 1’
Evening Meetings 3 8

Tours, and Visits 4 7

The county superintendent spent 66.2 - per cent of his total work-:
ing time on verbal contact with others. The district/division superin-
tendent spent 70.6 per cent of his working t}me on verbal contacts.

Table 30 presents comparative data on how the county and
district/division superintendents' verbal contact time was divided
among wvarious categories of activities.

The data in Table 30 show that both county and district/division
superintendents spent the largest proportion of their verbal contact
time with central office staff--31 per cent and 27 per cent, respec-
tively. Approximately one-quarter of each superintendent's verbal
contact time was spent with school trustees. School-based adminis-
trators took up 13 per cent of the county superintendent's verbal
contact time and 18 per cent of the district/division superintendent's

contact time.



Table 30

A Comparative Analysis for County and District/Division
Superintendents of the Percentage of Total Verbal
Contact Time Spent with Various
Categories of Individuals

—F

Per cent of Total Verbal Contact Time

. County District/Division
Category of Individuals Superintendent Superintendent
Teachers 11 14
School-Based Administrators 13 18
Trustees 26 23
Central Office Staff Jl 27
OtheY 19 18

The district/division superintendent initiated considerably
more of his verbal contact time than the county superintendent.

Table 31 presents data that compare both superintendents im relation
to the control they had over their verbal contact time.

The data in Table 31 show that the district/division superin-
tendent initiated 54 per cent of his verbal contact time and the
county superintendent initiated 38 per cent of his verbal conEact
time. Forty per cent of the county superintendent's verbal comtact
time was initiated by others and 22 per cent was taken up by
regularly scheduled activities. The respective percentages for the

district/division superintendent were 32 and l&.
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Table 11

A Comparative Analysis for County and District/Division Superintendents
of the Percentage of Total Verbal Contact Time: (1) Initiated by-
the Superintendent; (2) Initiated by Others; and (3) Taken up
by Regularly Scheduled Meetings

i’ii —_— ——
/ Percentage of Total Verbal Contact Time
F ' County District/Division
Initiator of Contact Superintendent Super intendent
Self 38 54
Other ' 40 32
Regular 22 14

iy . L T T -

Table 32 presenta data for the county and district/division
superintendents that provide a comparative analysis of the pércentnge
of total verbal contact time devoted to the categories of ''purpose of
contact' identified by Mintzberg (1973).

The data in Table 32 show that the county snd district/
division superintendents 8pent similar percentages of their total
Qbrking time on each of the "purpose of contact' categories. The
greatest percentage of working time for both county and district/
division superintendents was spent in giving and receiving information,
39 per cent and 46 per cent, respectively. The nex; highest percentage
was spent on developing strategles to handle problems--31 per cent
for the county superintendent and 30 per cent for the district/
division superintendent. Making and receiving requests took up 17 per
cent of the county superintendent's working time and 15 per cent of
the district/division superintendent's working time. Public rela-

tions activities, ceremonial activities, negotiating activities and
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scheduling “vulu. together, accounted for, appronisately, 10 per 2 N

I3
cent of both the county and district/division superintendent’s ‘tu

time.

. r
P “. ‘ *
. . Table 32

A Cowparstive Aulyou‘:r Couaty and District/Division.
Superintendents of Percéntage of Total Verbal
Contact @ime Devoted to the Categoriss of
"Purpose of Contact’ ldent{fied by

Miantzberg (1973:23)

a Percentage of Total Verbal Comtact Time ’
County District/Divfeicn
Purpose of Contact Superintendent Superintendent
Making and Receiving Requests 17 15
Giviag and Receiving Iﬁ?mtion 39 46
Developing Strategy . b)Y . 30
Public Relations .~ 4 3 )
Ceremonial . o 4 2
l’.miating ' ’ 3 1
Schedullng & . ’ | 3

e — —_o > o

[

[ . ¢

The' ;ntn presquted j{n Tables 29 tl;kou.h 32 1M£dtc that the
v‘coun‘ty ar:d d‘ht'rlclt:/.a,vil,lon super intendaits spe proximately an
cgul pcrcent.&g'e-of their total .vornng time on each of the seven
ujor_citpgo’x:fe. of activities. They also speunt equivcicnt perceantages
of their vet!')il contact time with various groups of individuals, such
as tu;hcrn", school-based adn}nintratou, comtral office staff, and

school trustees. The district/division superintendent initiated wmore

of his verbal contact time than did the county superintendent, but
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they both devoted approximately the same percentage of their verbal

contact time to the various "purpose of contact" categories.

]
SUMMARY

~  The data presented in Chaptert5 provided ‘a‘analysis'of the
~verbal and mail contacts of the superintendent. The figures showed
that the superintendent spent approximately 70 per cent of his working
time interacting with others. The majority (90 per cent) of these
contacts occurred in or near his office and over 80 per cent of his
contacts involved one individual per contact. Approximately 96 per
cent of his verbal contact time was taken up by a combination of ,

scheduled and unscheduled meetings and telephone calls.

A wide variety of people participated in these verbal contacts.

Just 1n excess of 78 per cent of the superintendent's verbal conetacts
7 L}

and 84 per cent of his v;ibal contact time were with members of his

school system, Mos; f his system contacts an§ contéct time were with

his central office ‘sonnel (41.4 ?er cent of verbal contacts and

; 30.7 per ceht of contact time) and éhe smallest proportién of these
contacts and time were with students (.8 per cent and .4 per cent,
reapecci‘ely). Trustees took up 10.5 per cent of @is verbal contacts
and 23.3 per Cent'of his verbal coantact Eime. The superintendent
initiated just over 50 per cent of these verbal contacts and 44.3 per

L\cent of his contact time, but 45.4 per cent of his verbal contacts
and 36.1 per dbnt of his verbal contact time were initiated by others.

The verbal contacts were 1nitiated'for a variety of purposes.

Thirty-seven per cent of all these coutacts were for the purpose of

.
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} requests, primarily, for information ;nd advice. Approximately
40 p®® cent of all verbal contacts and verbal contact time were
initiated to givé or receive information. Other contacts were made
for the purpose of developing étrategy to solve problems, for cere-
monial and public relations reasons, or foi‘negoéiation.

The data presented in Chapter 5 also indicated that the
superintendent was not required to make a decision on 52.6 per cent of

all his verbal contact encounters. Of the decisions he made over 50

per cent followed existing policy and regulations, or were based #n " v
[ ] "
[ ]

precedent. A favorite tactic of the superintendent, on tho;e occh'ﬂ'ous "" "' .
when he was faced with a situation requiring a decision, was to set in *
motion so&e mecha;ism, such as a committee, to reach a decision (this
was.done.on 42 per cent of the occasions requiring a decision). In
addition, the superintendent often postponed making a decision indefi-
nitely (&1.1 pef cent of occasions requiring a decision). Some of éhe
decisions facing the Superinteqdeﬁt were concerned with requests from
subordinates for incréipednexyénditdroﬁzi::fdr extra supplies and

: :

’ w & 44

»
equipment. These 'resource alloca ioef(nctivities accounted for 7.6

per cent of his verbal congacts and 4 ‘;r cent of his verbal contact

time. : '

The superintendent was faced with numerous problems each dayy

Almqgt 15 pér cent of his verbal cogtacts and 12 per cent of his

verbal contact time were occupied in the conmsideration of problems.
.

Most of these problems and problem time (76.3 per cent and 83.8 per

cent, respecti&ely) were taken up with personnel conflicts within.

his system. © . N

3
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The aupe?!ntendent spent over 72 per cent of his verbal contacts
and 69 per cent of his verbal contact time involved in dctivities that
were classified as executive in nature and, approximately 25 per cent of
his verbal contacts and 27 per cent of his verbal contact time working
‘on ac‘tlities that were categorized as educational.

‘ The superintendent initiated and received a considerable
quantity of mail 1:ed); He received, on average, 18 pieces of mail
each Qay and he inittated seven per day. The mail -took a variety of
forms, but the largest category were letters, accounting for 30 per
cent of the incoming items and 42 per cent of, outgoing mail. The
superintendent initiated a large number of memos (32.4 per cent of
-

his outgoing ma;i) and he also Eeceived and initiated a number of
forms (l4.4 per cent of incoming pieces and 6.3 per cent of outgoing
items). . o

Most of the incoming mail (23 per cent) came from members of
his central office staff and this same group received approximately 0.
one-quarter of the superintendent's outgoing mail. School-based
admin*ators originated 13.6 per cent. of the superintendent's_
incoming mail and received 14.5 per cent of his outgoing mail. Just,
over 13 per cent of the incoming mail originated from the Departmént
of Eﬂuca%ion. //

An analysis df the content of mail items determined that ;he
incoming mail had two basic purposes: (1) to make requests of the,
superintendent (24 per cent of ingpning mail); gnd (2) to provide.

uhe.i;petintendent with information (76 per cent of incoming mail).

The mnil'initiié;i by the superintendent had a variety of purposes.

. 163
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Just over one-quarter of this mail reported on the progress of the
v

school system's operations and programs and 14 per cent of it was

. L}
used to record the development of important events or problems. Other

pieces of outgoing mail were written to give directions or instructions ®
.(11.6 per cent), to grant permission to subordinates (11.6 per cent),
to provide information to employees (10.7 per cent), and to acknowledge
excellence or other achievements. |

A comparative analysis of selected data for county and
pistrict/division ;uperintendents showed that the nature of the county

superintendent's work is similar to that of the district/division

superintendent.

-~ —

N e '
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Chapter 6 e

DISCUSSION OF FINDINGS: THE NATURE OF A SUPERINTENDENT'S

ADMINISTRATIVE BEHAVIOR

The four sub-problems set out for the study, and stated below,

are discussed in this chapter.

1.

presents a discussion of the findings related to sub-problem one. The

’

What are the distinctive administrative behaviors of the
school superintendent as defined in the literature?
What are the actual administrative behaviors of Alberta
SuperintendencS as identified through the stn..;
obs!‘on c’f eight #lberta superintendents?
Wh;E tative gﬁﬁeralizfﬁtyns can be stated concerning the
nature of.the supe;intendent‘i'fdministrative behavior?
To what extent are the ten ma:agefial roles idegtifted by
Mintzberg (1973) applicablesto the actual qdmii@iﬁrative

- =

behavior of the observed superintendents? < ..

The chapter is divided into three sections. The fitst_sectién

A}

second section compares the findings of this study with those.of Mintz-

berg's (1968) study’and presents answers to sub-problem four. The

final section presents a series of propositions that proyide answers

to sub-problems two aad three.

The Administrative Behaviors of the School

Superintendent as Defined in the Literature

The findings and conclusions of literature and research

studieé with classical, role thefry, leadership and decision-making
. . ~ 9

-
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orientations provide a limited, but useful, view of the administrative

behavior of_the superintendent. The role studies identified various

administrative tasks which the superig;endént is typically expected

to perform. A revi;w of the selectien of these studies, extending over

a period of 20 years, 1vreaented in Table 33. |
An examination of Table 33 shows that the superintendent per-

forms at least eight commonly agreed u;on tasks. ®These are identified

as: (1) public relations; (2) advis'lng the board; (3) budget prepara-

tion; (4) instructional improvement and evaluation; (5) persowl .

L

selection, development and evaluation; (6) pupll account

managing, or advising on, &operty, equipment and supplie

policy development a‘ execl®ion.

In order to carry out 'the_ dif tivities associated with

the task areas listed in Table 33, .t.endent engages in certain
kinds‘administrative processes. A r'ef writers have, viewed

® . . i
admin ation and adminis_;rative behavior in terms of key processes

v

(Fayol, 1916; Gulick, 193'7; Sears, 1950; Gregg, 1957; Mackenzle, 1969).
The administrative processes commonly 1dentif1qy.a“esented in
Table 34 (adapted from Miklos, 1968:2). The seven st frequently
mentioned processes are: (1) planning; (berganizing; 3) coor;ii—
nating; (4) controlling;. (5) staffing; (6) directing; and (7) evalu-
~

ating. - e ." ‘s

B i;T.he Ohio State and University of Michigan leader behavior
studies identified two important dimensions of a leader's behavior.
One dimension of leoader behavior®®eflected the degree of consideration

by the leader for the n-*. and aspigyations of ‘his subordinates. The

166
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other dimension of leader behavior reflected the leader's emphasis on
achieving results,
Bowers and Seashore (1966) used the Ohio State and University
« of Michigan conclusions regarding leader behaviors fg develop gheir
Four Factor Theory of leader behavior. The Four Factor Theory described
the e‘sential elements of leader behavior i{n terms of such adminis-
trative processes as supporting, stimulating, facilitating, planging,

scheduling, and cwﬂutk\g .
’

A number of weditgrs bave conceptualized administrative behavior

in terms of a decis*a.;iroceln cycle (CLitchfield, 1956; Griffiths,
Y A ‘ - o

195%% Wph, l961)l These wiygers contend that decision making is
. ,13

central to administr n and all other administrative processes can
be best interpreted rms of the decision-making process. According
N .

to the decisionosﬂ\oo”)f thought, the administrator spends most of
v - ¢
‘. - 1
* tis wgrking time dEQBIOping. facilitating, and evaluating the decision-

. ¢ 0

making proéess. ) .

A number of writers, however, have concluded that the descrip-
éiOI of administrative behavior in terms of administrative processes
is somewhat ﬁisleaﬁ}ng'(Wilaon, 1960; Braybrooke, 1963; Mintzberg,
1963; March, 1974).. Mintzberg presented the essence of this argument
vhen he suggested tﬁQt tﬁe administrative process categories, such as
those include; in Gulick's (1937) acronym, POSDCORB, are too general
and t;o abstract to Provide an accurate description of the actual
administrative behavior of administrators. Mintzberg (1968) con-

cluded from his study of five chief executives that an executive's

work 1s best described as a complex intermingling of three groups

.. |

w



of roles: {nterpersonal roles, fnformational roles, and decisional
roles. March (1974:25) pointed out that although Mintzberg's conclu-
aions were based on a number of studies "that did not significantly
fnvolve educatlonal administrators” (Mlntzberg's. 1968, study of five
chief executives {ncluded one |up0rintendcnt of schools), ", .

4
attempts to ma\aimilns, studies of executives in educat fonal {nstitu-

el show similar p;tterno.'

% Figure 29 presents a conceptualization of the superintendent'.)
administrative behavior in terms of administrative roles, adminis-
trative processes, and administrative tasks. This conceptualization
shows how the various literature sources used in this study relate
to the administrative behavior of the Superintendent.

The tasks_identified in Figgre 29 describe the administrative
behaviot# at a low level of inferenne. Such administrative tasks as:
(1) budget preparation; (2) instructiondl improvement and evaluation;
and (3) personnel selection and evaluation are primarily a description
of observable administrative ‘ehaviors. The administrative ptocesses'
i{dentified in Figure 29 are essentially the methods which the 5uperin:
tendent utilizes to achieve the specific tasks of administration.

In addition, Figure 29 indicates that the superintendent perfdrms
three major roles--in;erpersonnl, informational, and d:cisional. The
superintendent utilizes a combination of these r;les when engaging

\

in the various administrative proceg:es and performing an array of

administrative tasks.

170
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Figure 29

ualization of the Superintendent's Administrative Behavior

in Terms of Administrative Roles, Administrative
» Processes and Administrative Tasks
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What then are the administrative behaviors of the superintendent

that are defined in the literature? The administrative tasks identified
in Figure 29 more closely reflect the |uper1ntondent'- actual adainis-
trative behavior than do the administrative processes and administrative
roles. The major task areas fdentified in the literature imply that

the su;crintendent spends much of his time: evaluating and improving
{nstruction; selecting and evaluating personnel; aggounting for pupils;
preparing a budget; developing and executing policy; and managing and
advising on issues related to property equipment, and supplies. He
engages in a variety of administrative processes, such as, planning,
organizing, coordinating, stimulating, allocating and evaluaging, in
order to perform the administrative tasks. The superintendent also
{nteracts with a variety of people in order to acquire sufficient

information to make informed decisions.

-

Do the Ten Managerial Roles Identified
by Mintzberg (1968) Describe the
Administrative Behavior of the
Alberta Superintendent?

Mintzberg (1968) concluded from his study of the work of five
chief ex;cutives that their jobs could be described within a framework
of ten basic roles. These ten roles, Mintzberg suggested, couldbe
best understood in terms of a combination of interpersonal, informa-
tional and decisional roles. Figure 30 (adapted from Mintzberg,
1975A:5) presents an overview of the relationships that exist among
the executive's ten roles.

Figure 30 indicates that the executive's formal authority

and status form the basis for his three interpersonal roles. The

“
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executive's network of interpersonal contacts provide him with current,

vital information which {n turn permits him to engage in the four .
. ‘ N,
decisionsl roles.

Formal Authority
and Status

%
—— e p— - - r——' -------- - —
Interpersonal Informational Decisionul
Roles Roles Roles
Figurehead P—?| Monitor — Entrepreneur
Leader Disseminator Disturbance Handler
Liaison . - Spokesman Resource Allocator
. ‘*-J Negotiator
. _ _ . _ -
PY
. o, d Figure 30
|
~e s The Spurce of, and Relationships Among the ‘
Executive's Ten Boles
vy . K .
A<} o ° Q

Tables 35 through 40 provide comparative data for the work of
tho'cbicf executive and the superintendent. The data for the chicf\
.exz;utive are taken from Mintzberg's (1968) study and the data for the
superintendent are taken from this uthdy.

Table 35 presents comparative data of a selection of work
characteristics for the chief executive and the superintendent. The

deta in Table 35 show that the chief executive and the superintendent

S worked on qvonge Juot over eight hoyrs q.ch uy The superintendent’s

»“’vr‘

M\' was characterized by M MA'M\.' 1n a ;mlgr aumber

.etiviuu. 38 as opposed to 23 ud\ ldttn. on average for 13
& |



Table- 13

-

Selected Comparisons of the :iorh b the Chief Executive

and the Suporlntmd’
s,

Number of Activitied/Duratiop &¢
Activities/Proportien of Werkiag Time
Speat on Each Catetory of Activicy

Chief Executive s, I
(Mintsbecgd rint ¢

] -~ >
a,, -

IM fu‘wu inc

“rravel vitbia the system 1s moc reported by Miatshe

perison say be somewhat uisleading.

. ; ————
Average Hours Worked per Day 8.08 8.2
Average Number of Activities per Day 22 BY
Avcugo‘Lcn;th of Each Activity 22 uinutes 13 minutes
-DESK WORK SESSIONS .

Average Number per Day 7 10
Proportiem of Working Tige 222 208
Average Duration 15 minytes 10 24nutes
TELEPHONE CALLS ‘

Average Number per Day . 5 11
Proportion of Working Time 61 ‘ 112
Average Duration 6 minutes 3 ainutes
Lng_

SCHEDULED MEETINGS!

Average Number per Day 4 ]
Proportion of Working Time 592 311.
Average Duration 68 misutes . 8).ptnutes
UNSCHEDULED MEEYINGS - ,

Average Number per Dy 4 12
Proportion of Working Time iOX 52
Average Duration 12 migutes 10 sinutes
TOURS/VISITS/TRAVEL? v A
Average Number per Day o~ 3 »
Proportion of Working Time N 2 ‘13!
Avdrage Durstion 11 minutes 19 sinutes '

00 this com-
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;:nigutes, as opposed to 22 min:ﬁpg,cach for the chief executivei
. Both ihe chief executive and the suéerintendent spent approxi-
mafély one-fifth of their working time at their.desks but the superin-
tendent's desk-sessions each‘lasted @ average five minutes less than
those of the éhief executive. -

The superintendent was involved in over twice as many telephone
calls as the chief executide per day, 11 as opposed to five, and ;he
superintendent spent 11 per cené of his total working time on the phone
as opposed to 6-per cent for the chief execﬁfive. The superintendent's
teiephone calls each averaged one minute less ;n duration than those
of the cﬁief executiQe-—five minutes, and six minutes each, respectively.

There was a natable difference in the proportions of their
total working time devoted to scheduled and unséheduled\ﬂeetings by |

“the superintendent and the chief executive. The chief executive spent -
59 per cent of hig total working time in scheduled meetings and 10 per

cent in unscheduled meetings, while the respective figures for tﬁe -
superintehdent were 31 per cent and 25 per cent. The superintendent.

was involved in threé times as many unscheduled mgg&i&gs as the chiet
executive each day, 12 as opposed to four. The chief executive's

scheduled and unscheduled meetings lasted 68 minutes and .12 minutes-

each, respectively, and the superintendent's scheduled meetings each ‘i(:
lasted 83 minutes and his unscheduled meetings lasted 10 minutes each.

The superintendent spent 13 per cent of his total working time

-

either travelling within his system or visiting schools, for an average

~

of three such activities each-day. The chief executive averaged one

tour each day and he spent 3 per cent of his time,on such activities.
R .
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The comparative data presented in Tab}e 35 indicate, therefore,
that the superintendent aﬁd\the'éhief.executiv; worked just over eight

’ ’ ' . . . ®
hours each per day, but the duperinteqdent was involved in a greater

number of activitifo qnd these wq:e‘of sho?ter durdtion than vere ‘h??‘
of the chief execuéive. The superintendent spent more of his.total
working time thanuthe chief execufive on more. spontaneous activities,
such as, telephone calls and unschedyled meetings and_iess of'his
working time iq'scheduled m;etings.- '

Table 36 presgnts data on the duration of the activities
engaged in by both the chief executive and the superintendent.  The
data indicate tpat.the majority of the superinténdent's activities, 62
.per cent l;éted~1ess than nine minutes éach and only 3 per cent of his

acttvities lasted for longer than 60 minutes each. Forty-nine per cent

of the chief executive's activities lasted less than nine minutes each
o

and 10 per cent of them lasted more* than 60 minutes each.
. .

Table 36

Selected Comparisons of the Duration of Activities Engaged in by
: the Chief Executive and the Superintendent

-

Duration of Activities . Chief Executive Superintendent
' (Mintzberg)
Percentage of Activities Lasting 49 62
Less Than 9 minutes
Percentage of Activities Lasting

More Than 60 minutes

N

\

10 3

&

_Table 37 pregents compqrative dasa on the verbal contacts of

t
the superintendent ‘and the chief executive.
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Table 37

Selected Comparisons of the Verbal Contacts of the

Chief Executive and the Superintendent
\ N . 3§

= -

Number and Duration of Verbal Contacts/ ~ Chief

Percentage of Working Time Spent in ' Executive  Superintendent

Verbal Contacts/Contact Initiation (Mintzberg) - .
. - . N v

Average Number of Contacts pé} Day : 15 26

Average Duration of Each Contact ; 26 minutes 13 minutes

Percentage of Working Time in 78 ‘ 69

Verbal Contacts .
Percencage.of Verbal Contacts Initidted pb;

Self ) S ¥ 52

Others : .57 45 !
Percentage of Verbal Contacts Conducted | .

on a Regular Basis ) ’ 1 2 -

’
!

The data in Table 37 indicate that the superintendent averaged
26 verbal contacts each day while the chief executive averaged 15.
The chief executive's verbal contacts lasted on average twice as long

as those of the superintendent, 26 minutes as opposed to 13 minutes.
Seventy-eight pé& cent of the chief executive's working time was spent

in verbal contacts, while th® respective figure for the superintendent

wd® 69 per cent.

, Table 38 presents comparative data for the chief executive and

the superintendent on the purposes for which each ifitiated his\xt:ious

verbal contacts. Mintzberg (1973) derived his ten managerial role )

from the categorization of the purpose of verbal and mail contacts.

Mintzberg (1973:267) explained how his statement of roles was derived:
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The theory on managers' roles derives frow the statements of .
« purposs of the managers' mail and contacts . . . . For each
distinct type of activity one question vas asked repeatedly—
vhy did the msaager do this? Wip did Be parsake 1n _ .
cereponial events; why did he collect and give out certain
kinds of information; why did he make certain kinds of
decisions? A collection and categorization of the answers--
some obvious, others not--led to a statement of %oles.
An examination of the data in Table 38 indicates that there
> ere no great differences in the percentages of cbﬁtncta and the
N 1
percentages of contact time that the chief executive and thT su'.rin-
tendent devoted to the various categories of "purpose of verbal
contacts" developed by Minzberg (1968). The Eategory of purpose
entitled "Total Requests," which includes requests to and from
others, accounted for 34 per cent of the chief executiye'u verbal
contacts and 18 per cent of his verbal contact time; the respective
figures for the supetintendeﬁt were 37 per cent and 15 per cent.

The category of purpose entitled "Total Informational," which
includes givini?aﬁd'receiving information, observation, and review,
accounted for 36 per cent of the chief executive's verbal contacts €
and 40 per cent of his verbal contact time; thé respective figureg
for the superintendent were 3§ per cent and 40 .per cen;.—

The category of purpose named "Total Decisional,” which
incluAes developing strategy an&ﬂgzzgtiation, accounted for*consider-
ably more of the supg&intendent's-verbpl contact time than for the
chief executive, 35 per cent as opposed to 21 per cent, respectively.
i This difference in percentages was due primarily to the fact that

the superintendent as opposed to ihe chief executive spent much more

of his verbal contact tfme developing strategies to reach a decision,

-
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30 per cent as opposed to 10 per ceat, respectively. . @
. | " . - .
. @ ‘tabls 38 ] .

TN ' Ooldlctiwli-'nctsoa. the  Pox Wich  * 33: '
‘ " Verbal Contacts wor. Int lntdd Yo? the S
Chief Executive and the ;uportntcnd-nt

e — - p o .m- ‘
?:Eof Executive Superintendent g
Per “tent Per cent Per cent. Per cent ,
. Purpose of Congact of Total of Con- -of Total of Con-
. . Contacts tact Time  Contacts tact Time
~ Scheduling 15 3 9 3 g
Ceremony 6 » 12 2 5
Public Relations - 2. . 5 3 ' 3 ’
Requests from Others 22 13 19 7
Reques® to Others 12 5 18 8
Receiving Information 14 ® 16 : 11 6
Giving Infornntion 10 8 ' 9 6
Obseryation - 2 1 3 6
Review 10 - 16 16 T 22
Developing Strategy 6 13 -10 30
- Negotiation 1 .8 1 5
Total Requests 34 18 37 15 i
Total Informational 36 40 39 40 °
Total Decitionall . 7 ‘21 11 35 . P
Total Secondary? 23 20 ) 14 - 11

This is Hintzberg s (1973) classification which includes developing
strategy and negotiation. .

zThia 1s Mintzberg's (1973) classification which includes scheduling, =~ , ‘-
ceremony and public relatioms? -

-
The category of purpose named "Total Secondary,'" which

includes scheduling, ceremony, and public relations, accounted for

23 per‘cent of the chief exccutiye's Vbeal contacts and 20 per cent
of his verbal contact time; the respective figures for the superin-

t;ndent wvere 14 per cent and 11 per cent. The difference in percentages

.
A

-



e nmruy due b the’ lm that :h..euot utive,spent a m.nt

‘ pmm of Mc nM mtlcu afd . nrbal mutl\’t- uvolvol u e
activttm of a m.u’hl natute shan did the owutoﬁnt.
| e W mmf euipncm dics’ c-\_phc witure of the chet
| ' cmuuvc". cnd chc u‘nporiutudoat'o tuo-‘; and ont.o!ng meil. The
© data 1n mm K| J hdicatc that the chief executive received 27 1#-.
‘ 'ﬁl and ‘.tnitlifu_d nino 1_:- uch day, while the superintendent

" veceived 18 items and initiated seven items. 'r;u claef executive

[y

received 39 per cent of his wmgil from subordinates and he directed 35

per cent of his outmﬁg':.u to this same group. The superintendent

received 46 per cent of his mail from his subordinates and he directed -
&

T
S1 per cent of his matl to~‘|1. ssfae group.
.

[y

Ta¥le 39 .

Selected Conpnrioon.n .of Incoming and Owtgoing Mail Items
for the Chief Executive dnd the Superintendent

' m - w -4

Mail Charscteristics _ . Chief Executive Superintendent
INCOMING
/ . Average Number Processed per Day 27 - 18

Percentage from Subordinates 39 ' 46
Percentage from Directors/Trustees 1 1 .
Percentage from Peers . 16 2
Pcrccnuge from Outside System IR 1 ) 51

OUTGOING )

.’ Average Number Processed inr Day & ' 9 . . 7
Percehtage to Subordinates . 55 .. o1
Percentage to Dinctorl/!‘rmtu. 2 7 S
Percentage to Peers 17 0 ﬂ
Percentage ta Outside Systea 27 &4

¢ ) ) e -
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iablo 40 presents comparative data for the chief c:oéhtivc and

. the superintendent. on the purpose for which 1ncu-1n; -ntl items were
1n1th.tod. ‘1‘\\0 ;lau( {.n Table 40 indicate, tlut thc 1nco-1n. mail items
oould | clnqpt!tod as.ct:h.x makihg requests or ;lvin; Lnfor-ntion.

’ chanty-!our per cc t o tho {ncoming mail providod thc chiot oxocutive

" and the ouporintondont wvith vaé‘ous items of general and specific
information. Tvcnty-onc.LCt cent of the chief executive's incoming
-n}l and. 26 per’ cent of the nuporintcn&cﬁt'u i;conin; mail made a
'vitiety of requests such as: tequ‘ltq for'information; requests for
permission to initiate programs or attend conferences; and requests

for them to speak at functions or attend social gatherings.

Table 40

- Selected Comparisons of the Purposes for Which Incoming
Mail Items Were Initiated, for the Chief Executive
and the Superintendent

Per Cent of Incoming Mail

Purpose of the Incoﬁin; Mail Chief Executivr Superintendent

Making Requests ' 21 26
Giving Information 74 - 14

{

The purposes of both the chief executive and erintend-
ent's outgoing mail were 80 diverse that no meaningful comparisons
could be made.

The comparative Aata presented in Tables 35 through 40 indicate
that the characteristics of the superint§ndent'l administrative behavior

- generally parallel the characteristics of the chief executive's work

.. < 101

-

-
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as proposed by Hin'nbor; (1968). There are, however, a number of dif-

fcuucu.botvun the -upcrtntn‘ont'o work and that of the chief

'
!

cxocutiv.', 'n“...?.jor similarities and diffcre'qcu (ﬁ‘l‘l be dil@uﬂ«l
in the following ‘pcuguphl. '~ " '

The superintendent n‘m'i the chief cxoc\’auvc cﬂ\ vorkod. on‘
nverngc.ju;x over eight hours per day. The superintendent was involved,

on averagf, in lpproxirtoly twice as many activities as the chief

executive each dayjy the superintendent's activities lasted, on
average, approxtlnteiy half as long as those of the chief
*>
The chief executive spent three-quarters of his

interacting with other people, while the ‘uﬁerintendent spent just v

under 70 per cent of his working time in contact with others. The
super intendent had, on average, approximately twice as many personal
contacts each day as compared to the chief executive.

The chief executivé spent approximately twice as much of his
working time--59 per cent--involved in scheduled meetings as compared
to the superintendent. The superintendent, however, initiated over
half of his personal contacts while the chief executive initiated less
than one-third of his contacts.

The superintendent and the chief executive each spent,
approximately, one-fifth of their ‘Qf'l working ti:p.at their desks
processing various items of mail. The chief executive, however,

processed, on average, 36 items of mail each day while the superin-

tendent averaged 25 it‘n. The superintendent received over half his
mail items from outside his school system while 44 per cent of the

chief executive's mail originated from outside his system. The chief

- -
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executive had Buch more written contact with his peers than did the .
superintendent. A large proportion of both incoming and outgoing madl
for the chief exesutive and the superintendent vere originated by, or
sent to, subordinates.®
Cenerally, the purposes far which mail and verbsl contacts vere
initiated were similar for the chief executive and the superintendent.
. Mintzberg's (1973) description of ten managerial™roles vas derived,
primarily, from the statements of the purpose of the chief executive's
msil and verbal contacts. These ten managerial roles, therefore, help
describe the nature of the ‘superintendent's administrative behavior.
*The supcrintenaentl' rc.p;nscc to the interview questions--questions
based on Mintzberg's (1973) sanagerial roles—also provide further
support for these ten roles. These interview responses, together with
the findings from the observation of the superintendents, will be used
to provide support for the general pr;apooithn- on the nature of the
superintendent'; work presented in the following section.
Propositions About the Nature of the

Superintendent 's Adainistrative
Behavior

A number of general propositions on the nature of the superin-
tendent's administrative behavior are péelented in this section,
Proposition is defined, in accordance with its meaning in the Oxford
English Dictionary, as: ''something proposed for disc;:;ion, or as a
basss for argument.’ ‘fhele general propositions can be restated in the
form o{ working hypotheses for the purpose of further research. The

propositions are supported by evidence derived from: (1) the observa-

tional data; (22 the interview t.‘¥on-cl of the superintendents; (3)

A
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the data oa the goneral ochedule of sctiyities !oroﬂch mrtn.u“uu'
for the veek prior to ghe cheervatfon period; and (4) the goneral
inpreggions of t& nature of & superintendent's sdifntstracive bellavior

. . )
dqlqpod by the _!"?’G’Mt through the use of theorstical notes.
“:: . ‘ L] .
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The superintendsnt begomes involved each day in a large number
of activities each of oh§ft duration. His work {s essentially die-
contimuous in nature and he' frequently hnolto deal vitﬁ a vartoty~bt
unrelated issues and problems which cause him to shift his attestion
from one activity to another as the situation demands.

The superiantendent aversged 8.2 hours of working time each day,
often working through lunch and coffee breaks. He averaged 138 dif-
ferent activities each day, of which 65 per ceat Ea.tod less than ten

minutes each and 19 per cent lastéd less than five minutes each.

There was a general lack of con;iniity in the superintendent's

work. This was due, partly, to the fnct that he had to deal with a

’

great variety of issues each day many of ;hich were given his immediate

attention. Superintendent F rc!orrod to the multiple-task dimension

of the job when he stated:

One of the most difficult aspects of the job is to keep
the multiple strends related to vagiqus issues separate and
distinct. The superinteadent has to perfors a mental jug-
gling operation in order to keep the numerous problems and
issues in perspective at any one time.

In addition, the sequence of ths superintendent'’'s work behaviors
related to any topic, issue, or problem often occurred over a prolonged
period of time with numgrous interruptions in-between. Superintendent

F commented on the frustrations of dealing with such discontinuity in



. ' ) N . . . ‘;:
mnes.. -m. nuzmummnmmmxmu

.

'amchcunamu-w o

mmquwuu
mcmummty.ma wuh-um.aa—n-

v
e 4

11;

umnu-uuu.'umu. MM“W-
.mmjucuuU-Mcul Nohbauynmunu
periocds of his thq td echdtnul werk seseicns was oo, pﬂ-tuy.
to frequeat hnﬂunua by & wriety of huv“uh who ouhu' called -

on the telephens or dropped 1a £or a quick unsehoduled mesting. The
superintendent speat 25 per ceat of his workiag time is ubscheduled
meetings that lasted om average tem mimutes sech and he spest 11 per
cent of his working time om the telephome, each call lssting on average

$.8 ainutes. The sajority, or 34 per cemt, of u‘cl“ul“ neetings

vu"o initiated by other people. A"m!.-uly 44 per ceat of all the
mutmt (] ulopho-o calls were imitiated by othon.

Propegition Two >
The ouportatndd_!t, spends a large proportiom of his yorking

time ia verbsl coatact with other people. Most of these verbal contacts

are vith mgmbers of his ochool mt-. npoenny those system asmbers
vho are iavolved with thc .ﬁhhtnuo- of the mt-.

The mtntudont nvon.d 26 verbal contacts each day aad
these contacts took up, approximately, 70 per cemt of his daily working
time. Approximately, 70 g. cont of his verbdsl eﬁugto and verbdal

contact time was speat with school trustees, members of his cemtral

office staff and school-based administrators. Less than 7 per cent
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00 superiatendent'e sdndatstretive behavier 1o st 80 plamned
dnﬂduuwa'&lmuﬁmcdum

peotesses of sdniaistration. The superintendsnt, gensvelly, belisves
that .the actual mature of his work prohidits hia frea plamning and
organising Wis vork behavier. Thers 1s evidenes to Sugpest, however,
that the superiatendeat's lack of plamming and ovgeanisation 18 due,’
partly, to his mu-co of such m:mt work and to his commitmeat
to an opes-doer policy ia dealing vith No subordinates.

The obesrvatiomsal uuumm mm-‘dum

' undd to indicate that the superiatendent ‘e admniaistrative behavier

was mot, gemerally, plamsnd ead orgenised. Ia addition to the uc;
that the superintendeat was isvolved each day iam a large sumber and
nucty of activities of short duuuu. ssay of the superintendent's
verbal contacts were wascheduled. Unecheduled -.um nl ulqbn
calls sccouated for I3 per cest of his working tiss. Ia addition,
over 45 per ceat of his verbal coatacts and 72 per ceat of his -il
were initisted by others.

It was difficult for the superintendeat to spead his wothing

,time in sccordance with pre—establichnd plams ot priorities becanse

R
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schaduled astivities. The cepavistendent, thovefesn, cpent sush of Mo
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e superistendent, gemeraliy, percetved Minself po bove Ueale .
cwqgudloh“uwuucdfdm”pblantm. |
Superintendent B, ea-cu.:-mcu‘naubh!umm._ ' .
stated: "?unlygotkimh“u‘ﬁlquumuyu
:h:-r’q tine, whon I don't nesd 52.” Superistendent B alee claimed
u‘n;tulothmﬁhﬂntum. Bs veportad: 1 msver got
thinking tise 1a the office. Is svamer I sewstimse pley & wuad of :
plﬂh&o,ﬂm.‘c&hﬂmu.“«u“m**
*.‘hwm Superiatendent P pointed owt! "1 dea't
" got & chemce to it dows and concentrets ea eus iten for & prolenged
mw.‘lunupmmhowlm.' Superin-
tendent G alse indicated that he didn't heve wuch thinkiag Fims e U
job. Be stated: "1 wabe esrly aad oftes 118 there vef lecting oo
prodblams. 1 dom't get time to thisk over things at cthe office.”

in sddition, the superintendent perceived himsealf te l-n-uuh“
tmmihbuupmmumm;ncm. mtu-

megted e the lack of aveilsble plamatng tims. Bs stated: “T'am -
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seldom afforded the luxury of being able to develop plans. I am
usudlly behind'the eight ball." This same sentiment was expressed by
“ ail of the superintendents.
The researcher observed that the superintendent rarely had
: “free" time in his office to think and plag. However, when occasions
for planning and meditating presented qpeméelves he tended to avoid
_such abstract work. Sﬁperintendent E was perturbed one afternoon when
he discoverbd.that he had apparently completed all the available work.
He searched through his files looking fog.something that required some

active work. Superintendent G reacted in a similar manner when he had

some '"free time." He questioned his secretary to see if there was

1

"anything that needed looking after. The researcher noted similar
"" ) ¢
instances for all the superintendents observed.
P . -~
// . The inability of the superintendent to find free time was due,

partly, to the fact that he had no definite time allocatiqg procedures
and he was generally committed £o an open-door policy in dealing with
his subordinates. The superintendent rarely adopted an economizing

view of alternative time use, in terms of a return to time invested.

'Tﬁe allocation of his time was based, generally, on his perception of.

the consequences of not attending to an issue. In other words, the
decision on what to do next'was based on his perteption of the potengial‘
explosiveness of an issue. ¢

In addition, the superimtendent's practice of being readily
accessible to his subordinates tended to encourage impromptu inter- .

ruptions. This emphasis on accessibility, together with the fact

that most subordinates did not like to be dealt with in a perfunctory

ts
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fashion placed increased pressure on the superintendent's already pre-
empted time schedule. Superintendent E, coﬁmenting on the problem of

time schedd&ing, stated:

If 1 were to use my time more efficiently I would
have to develop a predetermined time schedule. This schedule,
however, would make me less accessible to my colleagues and
employees and would affect my relationships with them. It
is difficult for me to have an open-gbor policy and still
control my time. .

v

-

Superinténdent C addressed thie same problem when he suggested,

" "I'm always caught between\Yizjing efficiency and running a humanistic

‘)organization."

Proposition"Four Y
One of the primary bressures oq@the superintendent is the problem

- -

of organizing and controlliné his time.

The superintendents indicated that t;ey ne;;£ had sgfficient
time available to do all the things that required doing, and they
unanimouﬁly indicatéd that '"the pressure of time" was the most f ustrating
aspect of their jobs.. \ QS

Part of this frustration derived from the fact that there were
generally no discernible yardsticks in the superintendent's work and
there was seldom an indication that ;othing more needed to be done for
the moment. The superintendent was never sure that alternative uses of
time would improve his job per fprmance, but, he had a general feeling
thag something could be improved if only the time could be found.
Superintendent C offered an explanation for this dilemma when he stated:

The problem with the "proper" use of time is that the

goals of the school organization are never sufficiently

well defined te enable the superintendent to translate his
job description into actual behaviors. 1t is extremely

e
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’

/ difficult for the' superintendent to demonstrate, either to
/ himself or to others, that an alternative [pattern of time

! use] would lead to an improved performance.

The superintendent had to deal with a gr;at number and variety
of problems and this also placed added pr.csur; on his time schedile.
Almoét 15 per cent of the supe:intendent's verb;l contacts were con-l
cerned with various types of problems. Personnel problems accounted
for 76.3. per cent ;f all the verbal contacts and 83.8 per cent of the .
verbal.contact time devoted to problems. Superintendent F commented )
on the time consuming nature of personnel problems. He stated: ''People
problems persist and they ;fe rarely easy to resolve. The most difficult
problems 1 have to deal with are personnel probleps. These problems are
time consuming and upsetting." Superintendenf H also indicated that

most of his working problems were “people problems." He commented: "It

is usually not a case [when dealing with problems] of.this is the 1issue,
but these are the people."

In addition, the superintendent had to meet various deadlines
which placed added pressures on him and, frequenély, caused him to deal
with issues quickly and in a superficial manner. He was constantly
trying tb strike a balance between pace and quality, but the existence
of deadlines tended to p%qure him to sacrifice quality for pace. He
was of ten forced, because of deadlines, to condense his efforts within ’
restricted time frames. For example, Superintendents A, C, D, E, G,
and H had meetings with their school boards during the period of observa-
tion and each had to prepare a superintendent's report and complete

additional tasks assigned to him at the previous meeting. Superin-

tendents E and F each had to deal with grievances laid by an employee's

4 amm—— s
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union and they each had two days in which to make a tesponse. In
addition, Superintendent F had to deal with thelrenignation of an
assistant.

The superintendent had also to meet such deadlines as
imposed hy Departmeﬁt oé Educatlbq requests, teachers' requests to
attend conferences, and preparation‘of‘budget.

The auperintendeht, however, was not on a treadmill. He did
"ha;e some control over various aspects of his work behavior. He could
and did say no to a nu;ger of demands on his time, thereby avoiding an
initial commitment to a series of activities. Superintendent E pointed
out that 1if he accepted all the invitations to attend evening meetings
he received, he '"would never see his family," so he often declined to
attend such functions. Su:erintendent D~delegated the responsibility
for attending a number of evening me#tings to his subordinates. Superin-
tendent H delegated the responsibility for solving a personnel conflict
problem at the school level to his assistant.

In addition, the superintendent had some flexibility in his
hours of work and in the order vith which he dealt with some issues.
Superintendent A emphasized that he had much flexibility with
regard to his iours of work as he was not expected by the school board
to "punch the clock." Superintendent B indicated that while he ‘could
not always plan for apd control his daily time schedule, he could eften
decide "to do somethipg different.'" He pointed out: "If I had gone

out to ‘a school this morning instead of coming to the office, this

day would never have happened as it did."

P . S
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Superintendent C, commenting on thi- same subject of time

+

scheduling and control, stated:

I have a lot of control over the control of my time. I
can decide to leave the office to visit a school and avoid
the office pandemonium. Also, others don't control the
sequence of what I do. I often prioritize what I want to do¢
and later I reordet them for my own convenience. /"-{L

The researcher noted that the -upotihtcnucntl. sometines, ro&tddm“ the

V"" .

~ sequence in which they dealt with lew priority iseues and probicni. but

L4

\ .
they tended to react immediately to situations thet they perceived to

|

be problematic. ’ B [

Proposition Five

There are general daily, weekly, and seasonal patterns in the
supetintendent's administrative behavior.-

Tﬁe mornings, prior to school opening time, tended to be less .
hectic .and Superintendent B of fered an explanation for this. He stlt.‘;hr
"Early morning is a peaceful time for routine scheduled work. However,
as soon as the working day begins in the schools the telephone begins
to ring." The superintendent made many contacts during school hours,
but as soon as school was over for the day many schovl-based adminis-
trators and teachefs came to his office. The superintendent, therefore,
tended to be involved in a large number of impromptu or qucheduled '
meetings after 4:00 p.m.

In addition, the pace of work slowed down perceptibly on Fridays.
On Friday afternoons the superintendent usually conducteq an informal
review of the week's progress with his assistants. Superintendent E

of fered an explanation for this slower work pace on Fridays. He sug-

gested: ''Things are slower on Friday because schools tend to hold on

e A, o e %~
. -
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‘to their problems until Monday and :m 1:“ nn.d:-oli_ me." Monday
tended to b. a day, tk\orofou. vhen school princtpqlo notified the
superintendent of mr;ing problems, or when existing problm \un
rc-cxnninod. |

All of the lup.rintcndontn 1nd1catod that there tended ¢o be
uuoml :httcrnl in t(nir vork activities. At thc end of September
each yuranrh:yol!om.‘uhnl nptuutobomudu
the Department of Educauon. Budget planning and Pnpaution took up
large amounts of the superintendent's time each October and November.
In addition, they stated that the superintendent was expected to attend
various social and ceremonial functions--such as staff parties and
graduation and awards' nights—before Christmas and near the end of th~
schoo{ year. The superintendent also had to submit a numbet of year-

end reports to the Department of Education.

Proposition Six

The superintendent gathef; and disseminates large amounts of
i{nformation through such verbal media as’telephone calls, and'schedulgd
and unscheduled meetings. Most of the superintendent's '"useful" informa-

2hd.on is related to specific issues and problems and this information
becomes obsolete as soon as the problems and issues are dea}t with.ﬁ
The superintendent's information storage and retrieval sys{} cumber-
some and inefficient and, therefore, issue specific infornation 8
seldom~comm1tted to the permanent files, but, u;ually scribbled on

<
the superintendent's note pads or 1s kept in His memory.

The superintendent tried to keep himself informed of current

happenia® and events throughout his system. He was adept at "reading
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| < the signs," and at vecognising situatiens that gave rta* to probleme.
\
A phone call made to or by the superiatindent was usually used dy hia
-

_ as a probe to gather information on a variety of topics. ‘Every meeting
held with ochool-boul administratore nd' teachers vas uded by the
superintendent as an oppormnity to be apprised of their curreat

~ probld. end concerns. The superintendent also turmed his qu
m-oatl at _eveniag meetings into "fact finding uulm" by meeting
afterwvards with a variety of people and uatcnm lo &1: 4 libout!.onl.

. Sup.tintuuhnt'c cosmented on thc hporuncc of "keeping one's

v -

ear to the ground.” He stated: "I can learm so much about what is
happening and about who is making noise by dropping into a store and
buying a bar of chocolate." Superintendent ¥ commented that he talked
. regularly to "key individuals" to find out "what was happening” &uh—
out his system. Superintendent G emphasized the "p‘rt\nntntive role"
that the superintendent must adopt. He suggested: "So long as you keep
the deflectors up you can prevent the big ones [problems) . HowevotA, yod

_cannot be prepared if you ar€ not well informed."

The superintendent generally tapped numerous sources for informa-

{

Y.
) tion on any problem that arose. lh’g;h. telephone liberally to
.. couect the opinions and ideas of o“'ﬂgnificant people wvho had s

" Tme—. 'btm in any 1uu>¢. He was usually the most informed person of the

- -f - v
os : group wvhen dealing with a problem. The superintendent generally used

. Y .
the verbal media to seek out and dissemimate important information.

The mail selgom brought vital information to his attention, and he

< -

_rarely used the mail to disseainate information that was of a critical

nature.
. @
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All of the superintendents favored the use of face-to-face .
contacts over telephone calls, and written cossunicatioms vere lookod‘
upon as the least duiubli and the least effective of all the media. ‘A
Suportn’tcndoat C commented on the value he placed on face-to-face
utdu‘gto!ni 28 & means of communication. He stated: "One v§\ is
as good as 13 pl\ouo calls if you want to make a point.”
While 76 per ceat of the incoming -u vas classified as
providing tha iupq;intcndcnt.vith information, most of this info?-qsion'
vas general in nature. The mail was generally regarded by thg‘nuﬁo?ln-
tendent as being too impersonal and too time-consuming to be an
efficient and cffectivernodiun of communication. S
The superintendents felt that the record keeping ;y;temn used
in their central offices--written documents in organized files--were

cumbersome and inefficient, which made it difficult to retrieve key-

information om short notice. Superintendent B stated that one of his

greatest problems resulted from the fact that he coulq rarely "ext}act ('//
the -pecific information he required from the files," even if it was
"~ recorded there. In addition, Superintendent D was in the préccoo of
initiating a complete overhaul of his fi}ing system so as to make it
more efficient.
|

The temporal value of much of the informatioa ‘?roculed by the
superintendent, and the ineffectivenss of the information storage and :
retrieval systems used in central offices, encouraged the superintendent

to keep much current and vital information in a readily accessible

place--in note pads on his desk or in his memory.



The superiantendent disseminated much information to his
assistants and subordinates. However, this often took place after the
fact, wvhen an issue or problem had already been dealt with and/or
resolved by the superintendeat. Many of the weekly staff meetings held
by the superintendent were used primarily as briefing sessions, when
the superintendent brought his assistante up-to-date on developments.
The superintendent often started such meetings with the statement: "I

think that you should know . . . ."

Proposition Seven

The superintendent rarely makes important decisions on his own.
H; usually consults with members of his central office staff or with
school trustees before making important decisions. MHowever, the superin-
tendent is generally expected by school trustees to make recommendations,
and providelnn analysis supporting his recommende€®iens, on a variety of
isoues.thnt require some form of a decision.

Superintendent F commented on the decision making of the
superintendent. He stated: ‘I don't think I make decisions alone. I
make most decisions in concert with others, either consulting them or
knowing beforehand how they feel about an issue."”

The superintendent reacted in a variety of ways in verbal inter-
actions when he was expected, or requested, to make a decision. He
made decisions on approximately half those occasions requiring a
decision. However, approximately 53 per cent éf the '"on-the-spot"
decisions made by the superintendent were programmed decisions--based
on established policy and/or on precedent. The superintendent estab-

lished strategies for reaching a deci‘ion, or postponed indefinitely

196
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the making of a decision, on approximately 3) per cent of those
occasions when he was expected, or rcquu”’..t. make a decision. The
existence of school-board policy and the inngg'-y for the superintendent
to consult .tructuu on any decisions that required the spending of money,

¢ .
reduced the number of important decisions made by him.

Although the superintendent did not have to make many imp
decisions on his ova, he vas cxpoct“ by school trustees to rec
courses of actien !o'.y fssues and events. Suportntuidcnu
E, G, and 'ntundod meetings with their school boards durin. t
of observation. All of these luporintcndmtl wvere gcno 1
by th; schodl trustees as the "experts" and their advi v s 88ug
all matters éf conlcQucﬁE}. Superdntendents D, F, and H made recom-
mendations and qffcred their opinions on motions that were before the
meet ings.

Superintendent D commented on the importance of the superin-
tendent's recomnendatioﬂs; He pointed out that a superintendent "will °
stand or fall on the quality of his recommendations." In addition,
Superintendent H stated: '"Decisions can only be as good as the recom-
mendations on which they are based and on the quality of the analyses
supporting them.'" Superintendent F-enpiuoized that a superintendent
would not long survlvc in his job 1f he "consistently made weak or 111~
informed recommendations."

Some of the superintendents interviewed felt, however, that
there were occasions when they had to make important decisions.
Superintendent B pointed out that "the decisions that come to the
superintendent are the difficult and important ones because if they

were easy someone else would have made them." Superintendent F,




%onuu on the difficulty of making some decisions stated: "The
super intendent hu' to make some decisions im 1solation and thea live
“with them. The tough ones are those your close associates don't agree
with." Superintendent G, commenting on this same topic, declared:
"When you'havo to make a decision that neither the school board nor the

teachers sugport, then 1:"'0 tough."

Proposition Eight

-

The superintendent occupies a unique position in his school
system. ‘He hni'to deal with varying, and sometimes conflicting, expecta-
tions ;nd multtple. demands of aitforont interest groups. As a g;lult.
he is often called upon to act ;; a mediator and/or ;rbitrator in

various disputes. He also has to be aware of the political forces that’

surssund him and h;‘hll to, on occasion, become political himself in his

'
A

dealings with individuals and groups.
Superintendent H spoke about the fact that the superi{ma®endent
‘ .
often finds himself caught in the middle between such groups as: (1)
school trustees and teaéhcrs; (2) "teachers and administrators; and (3)
parents and teachers. Superintendent E pointc§ out that the luperin-k//
tendent ofien has to defend school board policy b;foro'adninistratoro.
teachers, students, and parents, while at the same time he has to make
the board aware of the wishes and demands of these same groups.
A synthesis of the feelings of the superintendents interviewed
regarding the various groups demands thaé they deal with reads: .
Teaéhcr. demand higher salaries, better working conditions,
more supplies, fewer pupils, and more help. Students demand
various freedoms in school. Parents demand better‘progr-no,
special treatment for their children, and better buedng .

School trustees demand increased efficiency, grnl,pr .
accoumtability. o/

-
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The ouperintendent gemevelly tried to diffuee explesive sdtua-
tiomns. WNe, usuglly, acted as a fecilitator by ooubluh_u. nechatiions,
. and setting processes 1a ucm:u mediate coaflict. Superiatendeat
R spent almost & full moraing arraengiang for two parents vho vere ia
confliot to meet, first with the sehoel nt;ctnl and later vith his
assistant. Many conflict situatieme were tv.lnd S ohe uporutud‘cat
without leaving his office; by ealling variowe t.lmt“ parties on
the telephtil, setting wp Sestings sad by offering his optndens end
advice. ’ .

The superiatendent was usyally vety such aware of the necessity
for recognizing the political dipemsions of an issve or event. Supprin- o

tendent C acknowledged this political dimension of his vork when he - ’ ®
/

-

stated:

1 play politics, but I don't play games with people’s lives.

I have to know the right people. My biggest failures vere

due to the fact that I failed to recognize the political .
component in vhat I was doing.

Superintendent E also indicated that he had to "play politics” )

at times. He suggested: "The superintendent's b is very political

®

-

and 4t is getting more so. I. constantly have to negotiste [amsmg groupe)
to bring about the best solutiens.” Superintendemt G suggested that the
superintendent ?ud. himself ih a job where he sust be politically
astute. He stated: ) -

You are more a creature of the elec@ed body (the school board)
than you are a representative of the educators, consequently
you have to learn to roll with the punches and that means
being political. You learn very quickly not to give answers
that will allov people later om to pin you to the wall. You
have to develop a politicien's vocabulary and leave yourself
some semantic loopholes to crawl out of.
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’ . ...
’
Drepesiticn Rise
% 1he superintenduat pevecives himself te be the “mam-ia-the
aiddle,” ocsught betvesn being an adnistsgretor and representing the
interests of the school bud. ond an odusations] leader Q‘ represeat- .
iag the iatevests of teschers. Newever, the types of sctivities 18 |
wvhich the superiatendent  spends his time, the people with M be onuo
hio tine, and the places vhere ke generally spemds hie time tadicate
Mhﬁﬂ.w-‘muu Mhhuoﬂuﬂml
Superintendsnt D commeated on the position of the suberintendent
in relation to the o_chooi board "and the t.ilclnn. Be stated:
sSometimes 1 fiad myself caught between what trustess want
asd vhat teachers went. I try to tahs a stend on tesues

ia relaties te ‘what 18 ‘po‘ for the students’ and 1f that
puts me ia the aiddle thea 1 gria and dear it.

g . - -

superintendeat .F suggested that eae of the sset difficult things about

his job was “"to be your own Bam, aot the beard's men or the teschers’
® ,
asn."” lunttutoad&t G suggested that "If both sides (trustees and . |

O

., teachers]) u‘. ‘equavking' once in a vhile you are like the umpire in
“s O_‘o‘“ll. cl:oo. te the right track, asd this may mean getting caught is
b )
gshe niddle.”
The type of activities in wvhich the superintendent became
{avolved indicated that he was more an executive and sdministrator than
an o;lucntioul lesder. An analysis of the con.tont of the l'nportb-
tendent's verbal comtacts indicated that 74 per cent of his verbdsl 1
contacts and 72 per ceat of his verbal contact time vere .”‘P |

activities that were classified as executive. Twenty-six per cent /

of his verbal comtacts and 28 per ceat of his verbal contact time wvas

14



clsseifted 20 edusationsl ia asture. ) *
' !a.‘“&h.ﬂnm“ﬂo*ﬁ‘d—c'owm

’l 77 por cont of his verbal esntest u‘-u..c-tgtnd-ud

Ne eontrel officq otalf, school-pased adninistraters, school trustess,

Mot“uti“‘l’.m. ucmzsnwumm

contace time nu.onu vich teajhors and lese thea half of 1 per eemt

e ' , hd

b**“ ‘. ‘}*g

vith studeants.

e .

Alssst 90 pex cuns of |

place 1a his cemtral oftice but end 82.2 por cent of s vesbal ' S
conu:t tise was opeat ia that [scatisn. Lese ch- 10 per.eont ' ®
of the euperiantendent's verbel comtacts, which accounted for Jult over - .'
15 per ceat of his verbal contact time, occurred in echools. . . - L

Proposition Ten

The superintendeat perceivés that he gains the moet job setisfac-

tion from the knovledge that he cas comtribute to the growth and -

development of his school onm m:ml. The superinteadent fesls J
that he occupies a unique podit ia educatioa, & positioa that gllowe
,.hu to chart, somewhat, thes 4 fons for chenge ia education and
stil]l maintain gomtact with » ts. The superistendent is geasrally
-satisfied with his job and theve are u; woeitions ia edycation that he
would regard as a promitios. | . . - '.i,‘
The superint ts intervieved suggested that they gaised e

the most satisfactics in knowiag that they hed coatributed to the

growth of the school system and the cliemtele thet it served. T
sddition, they indicated that they derived some satisfactioa from the

knowledge that they occupied status positiocns im their commmitiscs.
P
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Theycontended: however, that the rewards of salary were not a major
motivatof in thgir decisions-to stay in or leave the superi&tendency.
ﬁll of the‘superintendEnts regarded the position of Deputy

Minister#tducation as a promotion, but otherwise no one position
was seen as a promotion by all. Superihtendent E commented on what
he could regard as a promotion. He stated: "I don't know if there is
a promotion for me; certainly not in the field and still be involved
with children." Superintendent H summarized the general feelings among
the superintendents regarfing promoiion. He suggested:

The éuperintendeht is in a key position in society to foster

the growth and development of a new generation of adults with

healthy attitudes and s#1id values. It 1s a unique position
and I'm in no hurry to leave it.
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Chapter 7 .

) LT 4
SUMMARY, CONCLUSIONS AND IMPLICATIONS

SUMMARY OF THE STUDY

The Purpose of the Study

The purpose of the study was to observe, describe, and analyze

a4

the administrative behaviors of eight Alberta superintendents with a

view to developing some propositions about the nature of a superin-

tendent 's work.

The Statement of the Problem

The centralwproblem of this study was to bbserve and de > rir the

actual on-the-job behavior of the superintendent of schools so as to

develop a composite view of the nature of his administrative behavior.

Sub-Problems

In order to provide an answer to the major question posed in

the statement of the problem the following sub-problems were stated:

1.

what are the distinctive administrative behaviors of the
s

school superintendent as defined in the liFerature?

What are the actual administrative behaviors of Alberta

super intendents as identified through the structured

observation of eight Alberta superintendents?

What tentative generalizations can be stated concerning the

nature of the superintendent's administrative behavior?
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4. To what extent are the ten managerial roles identified by .
" Mintzberg applicable to the actual administrative behaviors of

the superintendents observed?

The Justification for the Study

The superintendent occupies a central position in the school
System. He performs a variety of tasks and functions in performing his
executive responsibili;ies. Much of what we know about the adéinis—
trative behavior of the superintendent is derived from such literature
sources as: ({) literature on administration as a set of tasks and
processes; (2) literature on the role of the superintendent; (3) litera-
ture on leader behavior; (4) literature on de;ision—making; and (5)
literature on the content of managerial work.

. The literature sources just mentioned present a good general
description of a superintendent's administrative behav}or, but, apart
from some of the studies related to managerial work content, they do not
provide many details éh the day-to-day activities of the superintendent.
The present study used participant observation as a data gatheriné
technique to provide an indepth description and analysis of yhe nature
of the superintendent's administrative behavior. guch an indepth study
helps both to present a new and different perspective on the superin-
tendent's a@ministrative behaviqr and to complement the findings of the
relevant literature sources.reviewed in Chapter 2. Wilson (1960),
Campbell et al. (1970), Mintzberg (1973), and March (1974) have all
pointed out that we must develop a greater understanding of the way in
which managers and executives spend their time on the job if we are to

improve both the theory and the pPractice of administration. This study
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was designed to provide a greater understanding of the way the superin-

tendent spends hig time on the job.®

The Design for- the Study

A Bield-study approach was employed in this gtudy to generate
a descriptdon oi? nature of a superintendent's administrative
behavior. The processes involved in carrying out this research study
constituted the design for the study. These processes were conducted
in three phases. First, the researcher observed and recorded the
administrative behavior of eight superintendents on the job. Second,
the recorded observatiens were ana&yzed and profiles were constructed
for selected aspects of the superintenden&ts administrative behavior.
Finally, a series of propositions were generated on the nature of

the superintendbn;'s administrative behavior.

’

Structured Observation »

Strqetured observation was used as the primary data gathering
method for this study. This method combined the inductive character-
istics of observation with the structure of systematic recording.

The observational approach allowed behavior to be observed as it
occurred in its natural environment and it also permitted the
recording of the ongoing stream of behavior so that whole events were
. ~
preserved. In addition, through the ohserva!i‘hal approach the
researcher was able to observe and record the everyday routine of

the superintendent's job which is.often omitted by such data gathering

/" techniques as questionnaires and interviews.

205
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One of the ﬁtrengths gk the observational method was that it
allowed the researcher to develop his categories of behavior during
his obu;vationi and after they had been completed. The tesearcher
was, therefore, gulded more in his organization of the data by the
nature of unfolding events than by any categories suggested in the
literature. In addition, éhe researcher did not have to rely on firiﬁ

-imprgsSXQFs to support his developing hypotheses and propositions, but~

was able to put them to the test in.the light of later events.

Data Collection P

Structural data were collected on the pattern of each superin-
tendent's administrative behgvior throughout every minute of each day
during the observation period, on all his mail and verbal contacts. A
number of steps were used in recording and organizing this data. First,
the details of the observed administrative behavior of each superin-
tendent were recorded in a series of observational notes. The n;xt step
in the organiz;tion of the data was the construction of three differwll
records from the observational notes. The chronology record described
the sequence of administrative behavior in térms of the seven major
categories of behavior identified by Mintzberg (1973). The contact
record described: the detdils of each contact that the superintendent

made and the mail record described each piece of incoming and outgoing

mail.

Data Analysis

Two types of data were recorded from the field observations.

First, low inference level data were recorded in the chronology record

;>
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k {
and iﬂ the various sections of the contact and mail records. Sccah‘.
high-level inference data were generated through the use of thlb}oticnl
notes and from the "categories of purpose” for which msil and verbal
contacts were initiated.

Profiles were constructed for the superintendents from the low-
level inference data, detailing the proportions of their working tim;
devoted to emch of the seven major categories of activities. In addi-
tion, a composite picture showing these same cgfegories)wal constructed
for all eight superintendents observed. Profiles on the nature of the
superintendent's verbal and mail contacts were also drawn up.

Theoretical notes were developed which co?stituted a record of
the progress of ;he reséarcher'; thoughts about the meaning of ghe
observed datd. This syatematic development of theoretical notes,
together with the analysis of the categories of purpose in the contact
and mail.records, formed thé bases for the generation of a series of
propositions concerning the nature of the superiniendent's adminis-
trative behavior. Other evidence, such as the highlights of the
superintendent's work week pfior to the period of observation and the
responses to a serles of structured questions in an interview, was

also used to support the propositions derived from the sources .

mencionkd.
SUMMARY AND CONCLUSIONS

In general, the superintendent's administrative behavior is
not as planned and organifed as 1s suggested in the literature on the

processes of administration. He cannot often comtrol the scheduling
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O . : :
of his own time. ‘4s frequently interrupted M, as a result, his

work tends wn ch’kutind by abruptness and ducontinuity. He
desls Vith a large w and variety of issues and problems each day
vad be ravely ujm the lumury of being able to fuontutc for long
periods of time on .ny one task. In fact, tho sequence of behaviors
related to amy one topic, issus, or probles is often spread out ovoro

7 a number of days or even weeks.

| The superintendent works, op average, just over eight hours
eaéh day.‘&‘ spends a large amount of his working time—approximately
70 per cént-:talking to people, either in scheduled or unscheduled .
J‘etings or on the telephone. Most of these verbal interactions occur
either in his own office or in other parts of the central office [
building. Only a small proportion of his working time is spent iﬁ
schools. . The superintendent interacts most frequently with school
trustees, central office staff and school-based administrators. Less

than one-tenth of his verbal contacts are with teachers and students.

. \ . .
with matters that can be classified as administrative is nature. The

In addition, over 70 per cent of the aupetintendfnt's contacts deal ///
evidence from this study indicates, therefore, that in terms of (1)
the people with wvhem the superintendent spends his time, (2) where
he spends this time, and (3) the nature of the activities in which
he becomes involved, he is more an administrator than he is an educa-
tional leadér: '
The superintendeat finds it difficult to control and schedule
the use of his working time. This is due, primarily, to his commit-

ment to an open-door policy with his assistants and subordinates
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vhich encourages frequent interruptions of his work, and to the fact
that he deals with a large number of problems each day many of which
require his immediate attention. _—

| The superintendent generslly does not have much free time on
his hands. He spendg approximately one-quarter of hi‘ time working
at his desk. These desk lClliOn; are used by the superintendent,
primarily, for processing the incoming mail and initiating outgoing
mail. He  is frequently interruptéd during these desk sessions
usually by unscheduled visitors or by telephone calls. He is rarely
able to devote more than ten -minutes of concentrated work to amy task
during these sessions.

There are very few lulls in the pace of the superintendent'Q
day, but, when on occasion he has some free time he feels that he
should be busy and he searches for something he has forgotten to do.
Even though the superintendent claims that he gets very little time in
the office to devofe to planning or to reflecting on events, he rarely
takes advantage of such opportunities when they occur. However, the
superintendent 1s generally a busy man and he performs his work at a
rigorousﬂpace.

The superintendent rarely makes an important decision without
first being well informed. He uses the telephone as his primary means
of collecting information on any issue or problem, but he also takes
any opporfunity presented to him by scheduled and unscheduled meetings
to ask questions on a variety of issues. The information that 1s of
practical use to the superintendent 1is usually current and issue

|
\ specific. It is mostly verbal in nature--{t is rarely committed to !
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the permanent files--and it is usually obsolete as soon as the issue has
been dealt with.

The superintendent rarely makes major decisions without first
conaﬁlt’in( someone for advice. He often consults school trustees on
inpo;cant issues. However, he does have to make recommendations, and
provide an analysis to back up such recommendations, to the school board
on most important deéi.?onl. The superintendent, therefore, cannot
afford to consistently make the 'wrong' recommendations if he wishes to
continue in his job.

The supefintendent occupies a central position in the school
system. He has to deal with the varying expectations and demands of a
number of individuals and groups both inside and outside the school sys-
tem. He has to defend school board policy to administrators, teachers,
students, and parents, while at the same time making the board aware of
the expectations and needs of these same groupsf

Because of his central in the school system, the

superintendent often has to act as mediator d/or arbitrator in various
disputes. He has to also be aware of the poli;ical forces that surround
him and he sometimes has to negotiate compromise solutions among various
groups. His status, derived from his job as superintendent, frequently
?laci;‘&m in the position of Spokesmar.l for his school system. He per- \’
forms important ceremonial and public relations functions for his school
board. .
The superintendent is faced with a number of dilemmas in carry-
ing out his executive responsibilities. The major dilemmas identified

in this study were:

1. how to balance pace and quality in relation to his work behavior;
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2. how to deal with current and emergent issues while still
cnd.cvorgng to plan for long-range issues;

3. how to make cgficlent use of his tyme while at the same time
endeavoring to run a humanistic ({.nni;ation; and

4. how to portion his time between activities that are managerial

in nature and those that are educational.

IMPLICATIONS
<

The findings, conclusions, and the propositions derived from them
for this study, have a number of implications for the practice of educa-! -

tional administration. They also indicate a need for further research.

Implications for the Practice of
Educational Administration

The small sample size cautions against making generalizations
from the study to the whole pPopulation of Alberta superintendents. How-
;ver, the indepth nature of the data and the use of composite scores and
profiles as explained in Chapter 3, permits a degree of confidence in
discussing what the nature of the typical Alberta superintendent's
administrative behavior might be.

Perhaps the most obvious implication might be for Practicing
superintendents themselves. Many of the superintendents interviewed
complained that they were usually so busy that they rarely had time to
sit back and have "an objective look" at what they were doing and how
they were spending their time. 1In addition, they indicated that even
1f they undertook such a task .they had no yardstick against which to

judge their owm performance. Superintendent F suggested that a return

to the practice of intervisitations among superintendents would help

/
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thea put their own work in perspective.

Th:.dcncription of the superintendent's administrative behavior
prclentchin this study should provide practicing superintendents with
an objective yardstick against which to judge their owm practices and
performances. The profiles of the superintendent's work presented in
this study should help to provide lupcrintondento'vith fresh insights
into the way "the typical superintendent' spends his time. Many superin-

.
tendents who feel that they are guilty of misalloéntion of time and
effort may gain some satisfactian in knowing that many of their col-
leagues have similar misgivings. 1In ‘Pct, the findings and conclusions
of this study indicate that the superintendent's work is generally
superficial, discontinuous and subject €o Ygeguent interruptions; it ie
far from being as planned and organized as is sometimes thought. The
fact, therefore, that the superiptendent feels that he spends most of
his time reacting to situations, and 'putting out firea"nis more a
reflection of the nature of the wog}gshan it is the nature.of the )
individual occupying the position. /

Th: findings and conclusions also have impiications for thbse
individuals contemplating the superintendency as a profession. Indi-
viduals who prefer well organized and routine type jobs might be advised
to consider carefully before seeking a superintendent's position.

Finally, the findings and conclusions would seem to hnvg implica-
tions for the training of superintendents. The superintendent generally
operates in a pressure packed and dynamic environment where he is

expected to perform quality work at a hectic pace. He is also faced

with such additional dilemmas as:

e e e .
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» 1. how to run both an efficient as well as humsnistic organisation;
2. how to put forward the boards point of view on an fssue aad
still reghesent the teachers' viewvpoint;
3. how to ﬁ negotiator and also carry out the public relations
functions; and
4. hoy(® be a politician without appearing to "play politics."
Pezhape training progrems for lupqrintcna.nto should consider
his unique circumstances in the educationsl system and include courses
that would provide him with the skills necessary to meet the challenging

demands of his job.

Implications for Further Research

The findings and conclusions d;rived from this study complement
the f{ndings and conclusions of other research related to the adminis-
trative behavior of the superintendent. The observational approach
taken in this study provides another perspective in!L the nature of the
superintendent's uork.}

Many of the propositions relating to the nature of the superin-
tendent's administrative behavior proposed in this gtudy can be regarded
as a series of working hypotheses which can be used as a focus for
further research. .

Finally, the smsll sample used in this study precludes general-
izing to the population of Alberta superintendents. It is suggested,
therefore, that there is utility in replicating the study within other

samples, or within other populations of superintendents, to determine

vhether the results of this study are repeated.

e ————— . A — Al - -
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APPENDIX A
EXAMPLES OF CODED CHRONOLOGY RECORD, VERBAL CONTACT RECORD

AND MAIL RECORD FOR SUPERINTENDENT D
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THE CHRONOLOGY RECORD, THE CONTACT RECORD

AND THE MAIL RECORD

The entire chronology record, contact record and mail record for
Superintendent D is presented in this section.

The chronology record provides a record of the sequence of
activities for Superintendent D during the five days of observation. It
shows the mix of the seven major activities that characterized his work
and the time devoted to these activities. The chronology record 1is
cross-referenced with the contact record and the mail record to help the
reader put the activities of the three record{ together in their proper
time sequence. The verbal contacts were identified by sequential letters
and each desk work session was numbered using the mail item numbers that
were processed during that session.

The contact record provides a more detailed breakdown of Superin-
tendent D's verbal contacts. A number of dimensions, adapted from Guest
(1960), Griffiths (1969), and Mintzberg (1973) were used in recording
each verbal contact.

The dimensions used were: (1) the medium of communication--
scheduled meeting, unscheduled meeting, telephone eall, and classroom
visit; (2) the decision outcome--no decision required, decision made
(programmed), decision made (nonprogrammed), strategy for decision estab-
lished, @r decision postponed; (3) participants; (4) initiator--self (if
superintendent initiated), other (if initiated by someone else), or
regular (if contact occurred on a regularly scheduled basis); (5) dura-

tion; and (6) place where contact occurred.
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[

The contact record allowed the researcher to develop a compre-
hensive picture of the characteristics of the superintendent's interac-
tions and to answer the low-level inference questions of "Who does the
superintendent interact with, and where? Who initiated the interaction,
and how long did each interaction last?" The attriguting of purpose to
these intéractionl constituted a higher level of inference and this
"purpose dimension'" became an lmportant component for the development
of propositions concerning the nature of a superintendent's work. The
coding and categorizing procedures used for the purpose dimensions of the
verbal and mail captacts are presented in Appendix B.

The mail record provides details on a number of dimensions of
the incoming and outgoing mail. Each item of mail was categorized accord-
ing to its form. The main categories of form were letters, agendas,
policy documents, reports, memos, forms, catalogues, newspapers, and news-
letters. The sender of each mail item was also identified and recorded.
A number of categories were develqped to denote the purpose for which
each mail item was initiated (see Appendix B). The action taken by the
superintendent in relation to each item of mail was also categorized
and recorded. A mail item was denoted as havigg been either skimmed,
read or written by the superintendent. The action he then took wiéh each
mail item was categorized according to whether it was: (1) put in work
'e; (2) put in the board meeting file; (3) filed for future reference;

(4) sent to va:ious individuals; or (5) put in the wastebasket .
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RONOLOCY RECORD

MONDAY : . Superintendent D
Duration
Time Medium . Reference (in ming.)
8:05 Unscheduled Meeting A 8
8:13. Tour B 9
8:22 Unscheduled Meeting C 8
8:30 Scheduled H”-tfn; D 118
-10:28 Desk Work 1-2 7
10:35 Unscheduled Meeting E 10
10:45 Unscheduled Meeting F S
10:50 Unscheduled Meeting G 5
11:00 Unscheduled Meeting H S
11:05 Scheduled Meeting I 115
1:00 Unscheduled Meeting J S
1:05 Unscheduled Meeting K 45
1:50 Call L 3
1:53 Call M b
1:58 Desk Work 3-5 11
2:09 Call N 26
2:35 Uascheduled Meeting 0 9
2:44 Desk Work 6-13 14
2:58 " Unscheduled Meeting . . P 10
3:08 Desk Work 14-20 7
3:15 Call Q 2
3:17 " Scheduled Meeting R 20
4:37 Desk Work 21-32 18
4:55 End of Office Day
‘ Total Minutes 465
TUESDAY
7:50 Tour A 10
8:00 Unscheduled Meeting B 5
8:05 "Unscheduled Meeting C 5
8:10 Desk Work 1-4 21
8:31 Unscheduled Meeting D 2
8:33 Unstheduled Meeting E 5
8:48 Unscheduled Meeting F 3
8:51 Unscheduled Meeting G 6
8:57 Call H 7
9:04 Desk Work 5-6 11
9:15 Unscheduled Meeting 1 11 -
9:26 Desk Work 7-8 8
9:34 " Scheduled Meeting J 71
10:45 Unscheduled Meeting K 2
10:47 Unscheduled Meeting L 33




TUESDAY (Cont'd)

7
Supo.cb..mlont D

Duration
Time Medium Reference (in mins.)
11:20 Unscheduled Meeting M 4
11:24 Unschedu Meqting n 1)
11: 37 Desk Ve 9 4
11:41 Call 0 9
11:50 Unscheduled Meating P 4
11:54 linscheduled Meeting » Q 8
12:00 Desk Work 10 2
12:02 Unscheduled Meeting R b]
12:07 Unscheduled Meeting S 8
12:1% Unscheduled Meeting T 20
12:35 Unscheduled Meeting U 35
1:10 Unscheduled Meeting v S
1:15 Unscheduled Meeting W 9
1:24 Unscheduled Meeting X 10
1:34 Unscheduled Meeting Y 13
(i;:b? Desk Work 11-19 25
112 Call o z 3
2:15 Desk Work 20-24 23
2:18 Scheduled Meeting Al 10
2:48 Desk Work 25-26 17
3:05 Unscheduled Meeting B) k|
3:08 Desk Work 27 16
3:24 Unscheduled Meeting C1 6
3:30 Desk Work 28 15
3:45 Unscheduled Meeting D 10
4:10 Desk Work 29 . 5
4:15 End of Office Day
7:00-7:30 Travel E1 30
7:30-9:30 Evening - Scheduled Meeting F 120
9:30-10:00 Travel Gy 30
Total Minutes 662
WEDNESDAY
8:00 Unscheduled Meeting A 33
8:33 Desk Work 1 2
8:35 Unscheduled Meeting B 2
8:37 Call c 3
8:40 Unscheduled Meeting D “\\3
8:45 Desk Work 2-6
8:48 Unscheduled Meeting | 4 4
8:52 Unscheduled Meeting F 14
9:06 Unscheduled Meeting G 2
9:08 Tour H 2
9:10 Scheduled Meeting I 192
12:22 Unscheduled Meeting J 33
12:55 Unscheduled Meeting K b)
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WEDNESDAY (Cont'd) Superiatendent D
Duration ’

lime Mediug Reference (ip gins.)

1:00 Desk Work 11-1) 12

1:12 Unecheduled Meeting L 68

2:20 Unseheaduled NMesting | 4

2124 Dnecheduled Nesting " [\ 2

2:26 Besk Work 14-22 -~ 18

2:44 Unscheduled Meeting o 10

2:54 Desk Work 23 11

3:08 Call 4 2

3:07 Desk WorlD 23 8

3:15 Unscheduled Meeting qQ 10°
3:25 Unscheduled Meeting R 15

3:40 Desk Work 23-24 15

3:55 Unscheduled Meeting S 3

3:58 Unscheduled Meeting T 9

4:07 Unscheduled Meeting U 7

4:14 Desk Work 25-26 4
-4:18 Unscheduled Meeting v 4

4:22 Desk Work 26-28 8

4:30 Unscheduled Meeting w 14

4:44 End of Office Day

7:15-7:45 Travel X 30
7:45-9:30 Evening Meeting Y 105
9:30-10:00 Travel z 30

Total Minutes 689

THURSDAY .
8:05 Desk Work 1-6 . 25 .
8:30 Call A ) 2

8:32 Desk Work n, 6 3

8:35 Unscheduled Meeting B 2

8:37 Desk Work 6,7,8 10

8:47 "Unscheduled Meeting c 7

8:54 Unscheduled Meeting D 11

9:05 Desk Work 9-18 15

9:20 Scheduled Meeting E 15

9:35 Unscheduled Meeting F 5

9:40 Scheduled Meeting G 15

9:55 Unscheduled Meeting H 5

10: 00 Schefluled Meeting I 124
12:0S8 Ungtheduled Meeting J 20
12:25 Unscheduled Meeting K 25
12:50 Unscheduled Mweting L 4
12:54 Desk Work 19 5
12:59 Scheduled Meeting M 175 s

—— A ———
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IUREDAY (Cont 'd) SUPERINTENDENT D
= Py ~“Duzstien
Tine Nedium £ :
3: 94 Deek VWork 20 2
3: % Call } n 9
4:09 Desk Verk 2! )
408 Unscheduled Moot ing J o ! .
4113 © Unpehoduled Nesting ’ 0
4:2% Desk VWork 22-26 ')
4:32 Unscheduled Noottn. Q 4
4: 3% Desk Work 27-42 29
9:03 End of Office Day ’
Total Minutes )
FRIDAY
8:05% Unscheduled Meeting A 10
8:19 Unscheduled Meet ing ] 23
8:40 Call . (o "N\ S
8:43 Desk Work . ’ 1-3 1 )0
9:15 Tour | A /63 ‘ .
10:00 sTour r ‘ 70
11:10 . Unscheduled Meeting G T )
11:15 Call R // S
11: 20 Desk Work 6-12 20
11:40 Unscheduled Meeting I B}
11:43 Desk Work 13-1% 17
12:00 Unscheduled Meeting J )
12:03 Unscheduled Meeting 6
12:09 Unscheduled Meeting L 36 h
12:45 Desk Vork 16-17 13
1:00 Unscheduled Meeting M 8
1:08 Scheduled Meeting N 148 )
3:36 Desk Work 10-30 S
3:55 Unscheduled Meeting . o b)
4:00 Unscheduled Meeting B 4 b .
4:05 Desk Work 31-32 4
4:09 Unscheduled Meeting Q 6
4:15 End of Office Day )
7:00-7:30 Travel R 30
7:30-9:00 Evening - Scheduled Meeting ] , 120
9:00-9:30 Travel T 30

Total Minutes




230

»
" G " *3dng Landaq sa (1ea1auad) mataay Wn el
| (1se3
OIN rA " 3dng - 3ssy 4AN 931e8919p) 31senbay jusapusjujiiadng WA ﬁ
321310 S " *3dng LIindaq (duna (S@T3TATIO® 5,4Aep) Bulnpayosg Wn o}
. (ise3
OIN S J13S *1L° 09§ ¥aN 231e3a1ap) 1sanbay juapusjuriadng WN d ?
v . Avasany
" oz " -3dng £3ndaq sa (3utuueyd suorieiado) A8a3eiig WS i
" z " ‘235 £L3junoj " (uotiejaadiajur Adryod) pawiojuy 118D o)
" 01 " *3dng £L3andaq " (3ut3iasw 3504) MaTAdY WA d
" 6 " upwITRY) ¥AaN AcoﬁumuwwnumUCM Kot10d) 383nbay:idng Wn 0
“ 92 3138 juaaed (d)Ig ("201d ‘jutew-i1ado) Burmiojul 118D N
" S 12430 13yoeax (d)Wa (uotriezrioyine 3orazasur) Suruwrojuj 118D K
01330 'y " *23g £3uno) ¥AN (3d21Ape-jutew-1ado) 3sanbay-idng 1189 1
" Sy J1°8 uBWITBY) “ (201d 3utuueid-iado) £8azeiig WN A
" S 1a3yip umayy‘tay-oeg” " (suotje13jodau) £323e13§ WN £
" 11 ienday 83938N1] #H] sd chw=cm~a.uwao 9 uexload) £3a3riig WS )
“ S " 1071138Uno) (d)Wa (*201d ‘jutew suotrieiado) mataay W H
" S " Isnag (1etuowaiad) 3sanbay Wn - 9
" S 134310 1011928uUno) " Amcﬂccmaa suo11ex2do) mataay Wn d
OIN 01 " 8107 13suno) #i AN (UOTJBWIOJUT) UOTIBAIISQGQ WS 3
" 811 iein3ay jjeis ¢ SaQ (-ueyd suotjeiado 3 weiBoad) ABajeisg WS a
331330 8 " "1] ‘22§ N (1813uad) mataay WN )
OIN 6 " jjeas " (UOTIPWIOJUT) UOTIRAIISQQ  INOJ d
301330 8 J19s *3dng :3s8y ¥AN (8ut3aau J3eas) 3urinpayog WNn v
3%BfY  SajInully uOTIRTITU] sjuedtdt3iieg awod1InQ asoding un1pay EFIE)
uotjeing . uot1s123(q ~1333y
d LNIANILNINILNS AVANOR

@I0034 LOVINGD



231

/

100Yy>s YA " sjuaaeq WaN (Bugpado Tooyds) [ejuowaia) WS 14
OIN o1 “ *3dng-3ssy sa (Te1auad) mafaay W 1d

“ 9 " *3dng-3ssy (dYwa (uorieisadasjuyr £oy7od) 1sanbay Wn 10
971330 € 13y3l0 *1] °93S HaN (*ojut 3uyuueld suoyjeiaado) 3sanbay Wn 14
OIN ot BACH "3dns3ssy (d)wa (uoriewIoyuy 3dTAI3SUT) FujwAOFU] WS v
397330 € o 10ss3joid (dHna (uoylezyioyine 3dOTAIISUT) IsInbay 11D VA
“ 8 " *3dng-assy sa (@21ape 3Butuuerd suoyjeiado) pawmaojuy Wn X

" 01 " *1]° 09§ VAN (9anpadoad-jureuw suoyjeiado) pamioju] HN X

“ 6 “ -3dng-3ssy (du)na (* 33w jurew suorjeaado) Buyrnpaydg WA M

" c - 29410 CERPELB HaN (*ojuy-3juteuw suojjeaado) 3sanbay WN A

" St JT3S JWI 103BUTPIOO) sa (uoriemiojuy) uOFILAIISqQ Hn n

“ 0z " +3dng- 3ssy sa (woTqoad-jurew suofieiado) MaTAIY Wn 1
OIN S " *3dng £andaq HaN (Te13uad) Mmataay Wn S

" S 13y3ipo *3dng A3ndaq sa (8uyuuerd suoriexado) mayaay Wn b

(uotrlezaadiajuy

" 8 JI°S @93sna] (d)na £o110d) 3senbaia juapuajujiadng HWN b

" b "t *3dng-issy (du)na (@21Ape TeRUOTSSajoxd) 3sanbay Wn d
@2T330 6 13Yy30 *3dng-3ssy " (@wd1qoid - juteu suorleiado) MayAdY 11D 0
" €T JT19S ~ +3dng-3issy sd (8utuuetd suoyjeiado) ABajeiag Wn N

" Vj 13430 ‘1L 298 ¥aN (we1qoad ‘jutew suoyieiado) pawmiojuy KN W

" €€ " 1e1d13jo LA3unoj sa (wa1qoad 1a2uuosiad aayos ougbhwwumuum Wn 1

" Z J19S *3dng3ssy HAN (3utiseuw weidoad) Bbyrnpayog Wn 3

" 1L 13430 jjeis y " (3utuueyd suorjeiado) L8ajeiis WS r
OIN 11 3198 *3dng L3ndaqg sd (3utuuerd suorieiado) KBajwiig HN 1
" L " EEREBR ] " (*ojur 3utuuerd suoyieviado) 3sanbay 11®D H
9913130 9 13430 *3dng £3andaq ¥AN (@21ape 3utuueld suoyjeaado) jsanbay W n
OIN € j1°Ss *3dng-assy (du)na (83w Bujyuuerd mcowumuwaov BuyTnpayog Wn d
3derd S3INUTK UOTIBTITU] mu:@&ﬂuwuumm awo23INQ wmom»:w . - wunypay ddua
uoyieang UoTSTII3Q ~1339Y

" -
- an_fu:oov Avasanl
(panUTIUO)) @IODAY 1OVINOD - -

¢



232

OIN 1) " sjuaieq AN (pIeme juapnis) TeruowoIa) WS A-
2913130 51 I3ylo *271330 £3uno) da (3utuuerd suorlerado) £A8ajeiig W1 )
f®o1ape Buguuerd
" 9 JT19S *3dng A3ndaq JaN suorieiado) 3sanbax Juapuafuyiadng Wn A
“ L 13y1o *3dng-issy (duw)wa (3utuuetd suorjeaado) jsanbay N n
. (*ojuy-3jugen

" 6 " *a3uw £L3unoj " suorje1ado) 3sanbax juapuajuyiadng WN 1
OIN € 3138 *3dng-issy ¥an (uorjedoqleE 30aAN0831) MITAIY Wn S

" ’ ST " ®  tI8sy n-4Aidag (du)wa (uor3ed0TTR 221N0E91) MATAIY HNn q

w ! o1 " *3dng A3ndaq (du)na (uoriezraoyine 3J37A138uT) 3sanbay W b

" z " I3yoeay (dwa (*o3jur TrRUOYSSAjO1d) Isonbay 118D d

“ 01 " *3dng-3issy " (uotise Butuuerd suoyleaado) pawmiojuy hv Wn 0
291330 A " .ug:m.umm‘w AN (3udaad) pawmaojuj Wn - N
OIN Y " ‘umiy) - £3daq (du)na (Buyuuerd suorjerado) £3a3e13s ° Wq W
301330 89 " upmatey) " (*201d Zuyuuerd 8u0OTlB1adO) "MaTADY ‘. N 1
“ S " 933sNI] . YAN (*ojur Zuyuuerd suotierado) isanboy wn o >

“ e x3YiQ 81032311p 7 (du)pg (saanpodsoad UOTIENTEAD I3YdEpl) MIFAY RN r

" 61 1eIn33y s993ISNi] % jjeE3lg sd (uerd suoyjeaado pue weaBoad) £Bajeasg “ S 1

" A JI°S Jajysniy “ (uoriemiojuy) UoFIeAIasqQ anoyg H

" z " ?a3ysniy " (uoy3zemrojuy adjazasuy) isanbay Hn n
OIN By " ?33snay ¥AN ("ojur weaBoiad) 3dbnbay RN 4

" U] 13y30 ueuiyeyn " (*ojur Buyuuerd w:Oﬁumummow i3sonbay "¢’ 3 q

" o~ 313S 3dng £3ndaq sa (8913141308 5,4ep) Surrnpaydg N a
9271730 € 13yio Tedydouyayg AN (3uswaaynbaax Tejuowaaad) pawiojuy ITED- o}
" z " *3dng £3ndeaq 'sd (8uyuuetd suoyrleiado) £8ajei3g W . q
OIN €€ JT°S *318sy 3 Kindag (dWa (3utuuerd suotieaado) A8ajeaag nn -~y
aderd  sa9anury uorljeriTul siuedidoflaeyq awod31nQ asodang unypay aoua
uoyleang uoTsyIaq ~1933Y
AVASANGIM

(PonuTIU0)) QI0OTY FIVINOD

A



g 4

(2]
[2e ] ~
" Y 194lip *3dng-3ssy (d)Na (*ojur uoyljeOOTTE® 321n0sal1) Isanbay 118D H
=, S 3T3S *3dng £andaq (d)wa (uoyaedoTTe AdiInosai) Juimiojuy W0 9
321330 S " *3dng-3ssy ¥AN (3uyioou Buysnq¥ pamaojuy 18 8:20) o)
" Y4 " *18sy %-43dqg sa (saanpadoad uorienteaa) £Bajeiag NN d
. OIN o1 19430 *3dng-1s8Y HaN (*ojuy yeuoyssajoxad) isanbay Wn '/
P
AVardd
" Y " *3dng *3s8Y da (831npadoid ugTIeNTERA3) MITAIY Wn o
" ot 12430 *3dng-3s8Y YAN (3uy3aauw Buysnq) pamiojuy WA d
“ L ha €1 *31ssy %°-#dg (du)ra (uorywdOTTR 20anosaa) ABajea3g HN 0
071330 6 19410 319331Yday HaN (*o3juy 3uyuuerd suoyieiado) isanbay 188 N
ViV %°s9933 : .
" SLT ierndsy -sn13y z‘3jels sa (£o>31710d) Burieriolay KS W
“ ) " *3dng 188y (du)ra (*ojuy Twuoyssajoid) 3sanbay KN 1
R 74 1Y CIlCoWPrEdyy  ¥aN (82anpadoad uojieyilosau) matady K A
" 07 -, s393snay S " (s@anpadoad uorjeyjoldau) £Bajei3g J*N)] r
“ 9Z1 " 3 " penuyp3uo> Bujyjerjofayn WS i
" S ) w Soasnny na ’ " (@anpadoi1d uorieyloBau) £Bajeiig Wn H
ETN e
- ST JT3s atdo# g Sa (u9waa18e 2AT3ID3[TOD) BuflieriodeN WS 9
" S 13430 23Yoe9], (dna (uoyiezraoyine adfaaasuy) 3sanbay Wn d
‘ . : §9936N13
OIN ST " -+K3dqviv ¢ " (Iuawea18e 8ATIOITT00) Buyiejjoday KS q
T 14 J1°%8 - *3dng K3indag sa (8uyuuerd suoyjieaado) £Baijeiag KN a
’ M L " *3dng-388Y " (uorrewzojuy weiBoid) 3sanbay K1 9
" z " *3dng £iandaqg JaN (£9710od Bujuuerd suoylwxado) £Ba3ei3s Hn q
921330 b4 B C1iply) 13yoeal (dra (uotri®ZTiIOyINE IDTAIISUT) 3Isanbay 118D \'J
+ ddeYqd  8sIINUTY uoTIPTIFUl sIuedyorlaeqg awod3Ing asoding wnYp3W ERTITE)
uoyIvINg UOFSTI3(q . -3939y
’ AVASIANHL
® (panuryUO)) MOD




234

. a
’ »>
T ..n"\
/
. . g
To0Yy2>s (174 a3yl sjuaaey AN v © (spieme luapnis) Teruowdia) HS S
231330 9 " -3dng- 388V sa 'S {Bayuneyd suorieiado) £8a3jei3g ) )
» OIN c ™ 198 r3dng £3ndaq (d)ra (°20ad uor3EdoTTE ?01nosai1) £3a3wviag Wn d
321330 S a3yiQ *3dng L3andaq da (uotrlezyaioyane uotriedra) isanbay Wn 0
OIN 124 1ern3ay sTedyoutay " (83anpadoad uoyjzenyead ‘wei8oad) mayaay KS N
“(8uyeng
#91330 8 12430 3IIsna] sa ‘@d1qoxd ‘3juyem 8UOTIR13d0) MaTAdY WN H
" 9¢ " ‘3dng-3s8Y AAN (3ur393u 333pnq) Buynpayog W 1
“ 9 “ *3dng £andag sqa. (uorayedoyre 3d21nosaa) LBajwiig HN b |
€ “ 3aIsnar HaN (*ojuy ‘ajuyem suoriviado) 3sanbay Hn r
97330 € 13430 *a1°J9g (d)wa (*ojur uotried0TTE 921nosa1) isanbay KN 1
3JeTd  SIINUTY UOFILFITU] ‘mucqmﬁu«uumm‘ awod3IngQ . 3asoding WNTPIX  2oua
uoyeIng P : UOTSTO3(Q -193)9y
- . : (panut3uo)) XvaTud

(PanuTIU0)) MIODTA IDVINGD



235

£1w321598 03 /ua3IFap §3331Sn13 0] [ePTIa3jew pu3ls 03 3Isanbay 3JT°S oW €
ased)atag wei8oid suoyiednddo 1981€D UO UOTIBWIOJU] 1004y2g 110d3y 1€

sTedyousad or . 8301Nn0831 jJo AITTTQEITEBAE UO UOTIEWIOJUT ‘pd jo-idaq 193312[sSmaN 0¢
£1w331098 031 /udlitipy sTeraajew aiedaad o3 Lae3aidas 3sanboay " " 62
*11°59¢ 03 /uUd313Fapm 3JUIIIJUOD 103 3IduBApPE YBED 10] 3sanbay JT3S " 8z
PITT3/Po30K s31n813 junod Tydnd jo UOTID2110D pue UOFIBITITION Tedioutayg OwWdy ¥4

. (£dod)

*3dng 3188V O] $321nosai1 weidoad uo uorlewiojuj ‘pa jJoradag 1933191 92

*11° 995 o31/paroaddy juawied 103 3sanbay 10323171Q " (¥4
*11°29¢ 03 /paaoaddy Kauow weiBoiad 103 3sanbay 10319311QqQ “ LT4
*11°59S 031 /paaciddy juauled 103 3sanbay ‘p3‘:Apyradaq w104 €2

© PITT3I/UaITam sTe9s sewlsiiy) 10j syydnd pue siadyoeai jo 318F1] JT°S " Y44
paaoaddy IBUTWAS puadlje o3 3sanbay 10123x1Q 1333191 12

Isedjatag SMau uejpeue) TIEH § 9qorH iadedsmay oz’

ATT3 Yioa/pedy dyysiaquouw 2333TumNOD 10 83IIUIIIIAJ ?33isnay omay 6T

" adueurj uejpeue) }s804 [BIOUBUTY " 81
“ sMdu [ed07] BMIN umO], “ LT

JsEIJITAG _ smadu £Juno) smaN £L3uno) aadedsmap 9T

po131dmo) ugdTIUIAUOD 10] uoriIeirlsyday V1SV wIo4 ST

) Lindaq o1 Juapnis 13jsuvil o3l 3sanbay Juaieyg “ %1
POTTJ/P2I0N Apnis 1oopino 103 193u3d jo AITTTQEITRAE JO UOTIBOTITION K13sai1oq°1daqg 1333191 €1

371} Niom/pedy wa1qoxd Bupjelaaed uo adxyape Supisanbay *3dng-3issy " A
stedyourad 03/uallrjap saanpadoxd 3yysnq jo syedyourad Suymiojug 3128 OwWaY 11
29V JIT1q/pommtyS 3IN3BI3ITT TrUOTILONDY 4SSD 191193TSMaN o1
s39318n13 03 /pwdy Juswa euew 30UI1IIJUOD 103 I[qEIW] - umaAy) 1PUJWAS epuady 6
*J088Y 03 UIIITIN I2U313JUOD U0 UOTRSWIOJUT 3i1Qu 103 3Isanbay 319S 133391 8

“ Jjo awyl jo TeAoaddy L1e3ra1dag “ L

paaoaddy junpdoe asuadxa jo yeaoiddy *3dng 388y miog 9

Jupawd pATI® 8uysnq al1 juaaed TTe> 03 189nbay Axelaidag " S
stedyourad o} $9931TWWOD SNOTIBA UO BIIISNII PIIST] 3138 " %
Tedyousad perre) Tediouyad [re> 03 31sanbay A1e33109¢§ oW €
29337WmOD O] juaudo3Adp WR318L8 10] SUOTIEPUIWIOIIY Ul TNSUO) J1oday Z
JueIsIsSsy o] ,3uTyoea] uo Yd21EISIY 103 1d23U3), UO UOTIEWIOJUT 108s833j01g SEB BT 4 1

uanel uoyYloy asodiang 13puas wIoj ERT)
-13339

0 LN3ONIINIYIdNS . AVINOR

. @I00AY TIVH



236

pausys aanjeuldys 10] 31sanbay 13ydeayl ' 3Id2e11UO0) 82
*11° 998 o.—O junodoe asuadxa umo syy paiajdwmorn “ w104 V&4
£311813ATUN 03 /UIIITIA uoyleiadood waisds 103 3sanbaia L3ysiaarun Buraocaddy " " 92
juaied 03 /U231TIH swe13oid ax suorlernieiduod sjuaied ZuyldpaTmouxnoy 3138 133397 %4
*8388Yy 031 ¥3B[NIIL) 9INJBIIITT Yd2Iea8ai [euoriIeINp3 K11813ATUQ) T®OTPOTIA4 U Y4
Jjuelsysse o] swei30xd uojjedNpa 1331ED UO UOFIFWIOJU] VSYV 19339TSmaN €z
Pa1Y13/powmrns Buyoueruyy Tooyde uy sjuamdolaaa(q " " YA A
Po11J/PammIns Juem3vuvm TPUOTIVONPI UT S8IUIWIOTIA3P JO MATAdY ‘09 BuyysyIqnd J1oday 12
9TTJ Xaoa/pedy swe1801d JUITT9I0X3 uo wajIsfs Tooyds Buj3zerniyeasduo) Juaied 133397 0z
POTT3/PEay saanpadoiad juadwliedaq a1 Juyerdwod s,wa3IsLs 1ayjouy *3dng xayjouy (Adoo) 193397 61
GARY | UOTIPWIOJUT pUE ITqEIBW]] 3IDUIIIJUOH V1SV epualdy 1
paaoaddy 83802 wei8oad 103j jusmiwd 103 3Isanbay 1039311Q wiog T
JUOp Ni0oM 10] ®
JUeISTSSY O3 /UIIITIN $13Yyoe33 031 suojierniei8uod 3alyim o031°18sy 1sanbay 313§ owIY 91
Kindag o} SI1PUTWIS m.amawumwua uo uorjewiojul 321330° 83y epuady ST
$3938N1] 03 /uUa3IFapn SIUIAD 31 $993I8NIJ MIBU 10J UOFIBWIOJU] JT3S “ LA
K1e131d98 o1 I3Yyo®3d] UO UOTIEBWIOJUT 10J 3Isanbay *31dng 1ayjouy 1333217 €1
3173 Nioa/powmrnsS epualde Buijlasw s, 103BIISTUTUPY ° D088y upy epualy VA
K1e3jai1das o} 9INITISBUT JO uoylezjuedio uo uoyjemiojuy 103 3Isanbay JT®S OWaN 11
paaoaddy junodde 3suadxa jo [eaoadde isanbay *3dng £3indaq wiog o1
syedyoutad 03/uda3131ip uotiewioyuy weidoad 103 syedyoujad Buyisanbay 3198 193191 6
P3T114 £3118d sew3isyay) ayl uo uoflewmiojul °3IBy Buyseydrang ol =X} 8
P11 3 /paaaTAdy epuade pieoq s,Aep13iIsdaL uo apem 83ION “ epualdy L
v\wxunsuu 3\-037’ 8§30TAI3S V1SV JO 83331sni3 mau Sujwioju] " “ 9
SSV) 031/u31311p dyysiaqwowm 10j°-ussy jo AITTIQI3112 jo SSV) Buymiojul JT1°S 1231321 S
P31V7d juama8vurw U0 JIPUTWAS JO ITQRIIW]] °UWIY) ABUTWAS epuady q
?1¥3 8uyisew paeog 30u2133juod pualjle o3 uorledyrrdde inok 103 syueyy 103BUTPI0O) 13313191 'y
PITTJ/U931TIN ‘wpy ssauysng YIym SsndsIp o3 8d7dol paiIs] 313 omal z
I8¥I JITIq/pIWmTNS SM3u ueypeur) TIT®W % 2qoTH xadedsmaN 1
uage] uoylIdy asoding 13puag w104 aouad
: -1939%
" <
) - Avasanlt

(panutiuo)) AYOIAA TIVH o

»



237

j/

3iyeu
2113 NioM S3DTAI3S JATIRI[NSUOD UO uojlemiojuy 3Isanbay Juapnis-yup —uoyjisand ¥4
211J RiopM 3TJjex 1onpuod 03 uoysstwiad 3sanbay Tedydoutad (Adod)1aizan Lz
psaocaddy uor3irsod 3syizaape o3 uoyssywiad 3sanbay " " 19313917 97
. 3113 xI1om/peay £>110d ysTIqEIS3a 03 uoyrsstwmiad 10jJ 3sanbay *3dng-3s8sY owIY (%4
217 niom doysyiom puaiie 03 Tedyouyid 103 teaordde 3sanbay  ‘p3 jJo*adag 1213191
powmy xS 20U?2133Ju0d 03 3} 0] UOTIPWIOJUT JUIUTIIJ £183312929g 97114 *
PITYI/PowmnIns UOTIPWIOJUY [EBI3U3) "0) Buyysyiqng T[edJpojiad 44
13Yde3d] 031/UIIITIN doysyioa pui3ae o1 rsyoeal 103 Teaoiadde ‘A1day . 1333197 . 12
K1e322598 0] Tera3jew 10j A18331038 3Isanbay J13S Oway 0z
PI113 /powmT NS ss81301d 8 ,wa3s84{8 uo uoTIPWIOIU] IDTIISTA VSN " 61
sTOoOYyOs 01 /pIEmTYS swe1801d UoTIBINDI DTWOUOII UO UOFTIewWioJuy ‘upgd 1,3BN 1213318M3aN 81
PoTTd A1aA7T2p 9 3uyssadord anbayd uo uoyremiojuy - *11°03¢§ OwaN LT
Jjeis 03 a3wINOIY) N10oA §,29337TWWOD jo ss83i13oad 3yl uo ioday ‘P3 3Jocidag 193133[sMmaN 91
173 Niop . 1PUTWAS pualle 03 UOTIWITAU] Ameaiog ety “ 44
123wy A1doy doys)iom pua3le o3 uoyssymiad 3sanbay 13yoea] “ " 9T
poacaddy 13Yd®d3 103 JJO dwWf3l 10J umwmvux 103BUTPIO0) y €1
134d®93 03 /UBIITIN doysxyioa e aduwpuaiae s, 13ydeal Bujabaddy " " A
Judaed 03 /uBlITIp judwy1dwod s, 3juared maﬁwvwaablxvt 1S 1933191 144
*3dng- 388y 03 /PITIIPON *d0ad uoyienead 13yoEal Mau jo Teaoadde 1sanBay *3dng-388Y ourRdK 01
POTT3/Peay -1dap sadyaias [1dnd 103 uoyjlezyueSio papuswmodray *3dng-3188Y " 6
PoT13/Pedy '3dap 83adjAai13s T1dnd jo satITTTqIsSuodsai paisalding *3dng-i88Y “ 8
PRTI3 /PRy Judwdaoidury meir8o1ad 103 suojisaIng Iayowa] " L
21713 Suyisam pavog Jspmdinba ma2u uo uoyjvwmioyuy * *1]°o9g 3xoday 9
PeTTd a0uai1ajuod o3 Buyod sIaIsniy jo I8y7 11 ° 938 (Adoo) 12313917 <
Tw sasuadxa weaBoad 103 3sanbay 1032313Qq " Ul
paaoaddy Junoddw asuadxa jo Teaoidde 3sanbay *3dng*3188Y miog €
83338N1) 01 /USIITIN 8ujuado yooyds uo uojlvwioOjuU] " Y QudK z
8$32318N1] 03 /pIutwexy uoylezyuedio wWaISAS 10J SUOTIPPUIWNOIIY 3198 jJaoday 1
u9gel uolIdy asodiang I2puag w104 ;>
-1339y
AVASANTIM

—

(panutiuo)) @YOOIAY TIVH




[« ]
[an]
o~

*1dng-3ssy o3/peay Judwpuswe AKd>1Tod 103 suot3s338ng Tedyoutayg 11oday ot
Pal113/pailoN uotridadsur £3ajes jo stedyourad o3 uotiedyjTION *3dng 388y (Adod)i1aiyaq 62
pP21T1J/pai10N SA3TAIajuy 13ydeal-juaied jJo UOTIEDITJTION Tedyoutag oway 8¢

*3dng-18sy o3/pwdy w323fo1d 1no jo 3ioddns 1nok 103 nok yueygp,, S13Yydea] “ Lz

3713 Naom weiloiad 1ajua o3 uoyssywiad 103 3sanbay *1d-9307A " 9Z
3TT] xi1om J3jo awyl 103 3sanbay Tedyoutay " (¥4
37T Riom 1PUTWAS pualle 03 3IIIsniy 3sanbay A311813ATUR 121191 he
i1sanbaa
A1e331038 o) 13d se 233137uWwo> uorledNpa o031 Yo23ads jo Adod Juag 313s owal €&
sTedyourad o Auowa13d> judwaiylaz pPualle 031 jjei1s 03 uorIEITAU] K3¥813ATUN 133191 rAA
paaoaddy $95Uadxa 35ua13juod 103j Teaoidde 1s3anbay 1ayoea]l " 12
*11°29S 031 /ual3tapm s3suadxa [3aA®13 10] 3sanbay J19S wiog 0z
paAoaddy judmjutodde 19ydeaz 10j Teaoadde 1sanbay *3dng* 188y 131319317 61
uewitey) Of uewiteyd pieoq 10j suey3Isadlsng VSYV " 81
uewitey) oy §9331sn13 103 suor3ie(air d1yqnd 103 suorisassng VSVV 3191ydurey L1
P31T3/P310N 3urisaum Tenuue jo 31o0day visv " 9T
jjels o3 pajeIndiy) A00q TeuoyriIednpa pood jo sysdoudg 3138 J1oday ST
P3T1T3/poumrTys wei1301d aBuayieys uo uotleWIOJU] *p3 joradaqg " 91
pP21TJ/P2310ON £L313jes pue yiresy 103 saulTapyInd paisaldng yateay-idagq yoogqapinn €1
P21¥3/pP230N 23INIFISUT I3YODEII 10J] SIUIAD Jo 3rqelaury pasodoay 10310311( epualy T
‘mpy-sng ol lewio3 333pnq pasodoiad uo uorlewxrojuy NARN S N00qapiny 11
paaoaddy 9JU3133juod pudille o3 yeaoidde isanbay *31dng- 188y oway o1
aseO 1312y 3INJBI33T] TeuoyIELINp] A311s1aATUn  TEOTPOTIa4 6
stedydouyad o3/ /uaiayap §93337WWOD U0 §3IISNIJ JO IS j1°eS 13331917 8
powmy NS 8uy3sam 103 sizedaid o3 suotilerlodau uo ay1g K1e3aa1d9g 3114 L
3ateu
p231ar1dmo) S921AIAS SATIEIINSUOD UO UOTIPWIOJUT 10j 3ISanbay juapnis-yun ~uoy3san) 9
P3T1}/powmIys 1y81u Spaeme Tooyd8 uo uorjewiojuy Tedyoutag " S
P31T3}/peay 8uy399mw T7ouUnOs3-£3unod 1se] £1e33103g J1o0day U3
Kindag o013 /papuawy $19Yyo5ea3l yirm 3uyladw uoyIel[nsuo) *3dng £3Indaq " £
PaT1d 3ur393w pieoq Tooyds 1seq K1e331d2g epualdy rA
p2113/peay uorienpeid L311siaatun uo uoyjeEWIOJUT *3dng-3ssy 310day T
uayxe] uoyloy asodang 13puag wioy ERI'E)
-13393y
AVASYNHL

?

(penuTlv0)) QY0OFY TIVKH




219

aduasqe sFy uy

Jjeis 01/uallvim .°3dng Buridy, 3q 111M KIndaq 3je1s 3urdjrIoN J13S oway 1
jjels ol 10ss3joi1d 3uyayiax 10j uoy3dadaix jo adTIoN K11813ATU() 193397 11

I8ED JIT1q/pIWmYNS SMau Ted07] l1aded umog " o1
38S®D]IT1Q/pIWYNS smau Ajuno) 1aded L3juno) “ 6
ased jatrag SMau uejpeue) J[Iel 9 3qoTH " 8
ased3ayayg Smau [eTJUPUTJ ISQ4 [RJOUBUTY 13dedsmap L
Ised3jarag 21n3B131T] TPUOISS3joi1q ueyieiqyq aooq 9
Tedyoutid o3/uaizzyam 3uyuado 1ooyds uo [ediouyad 03 suorlernlei1duo) " " G
13Ydea) 03I /U3IITIM 23IN3T3ISUT pazjuedio oym i13ydeal o3 suotlerniex3uo) " “ ]
19ydea] 03 /uaiIfim doysniom puaizze o3 3sanbai iayoeay paaoaddy " “ €
Tedydourad 03 /ua33yapm jjo awyl 103 383anbai tedyouyid paaoaddy " " z
*Id°A O3/U2IIFaM awei8oxd 133u3 03 3Isanbex - 14-A paaoiddy JT1°S 193397 1

AVaT¥d

A1e3aidas oy sTellalew 10] Yd1eds 03 KIe331d3s 1sanbay 319S oway rA)

§33318n13 01 /peay 37Ua13Juod yiI) jO ayqelawmy] SR 0] epualy %

8223sn13 031/pedy 310d31 yd>1e3831 [eUOTIELINDY £311813ATUN 331ydumeyq oY
K1w321338 o] paAli11e Teayalew paisanbai eyl uoyledyjiioN uelieiqyT oway 6€

31713 8uriaam pirog saanpadoid uoyienieaa 1aysea] *3dng 3188y  Rooqaping 8¢
pa30N $3131071 A311ed sewisyiy) aseydsand 031 1Iputway £1e313109g owdy LS

pazyuwlig 8uT193W UOTIBITNSUOD UO STETIIEK " 9114 9¢
pazyreuyy s1aydeal yiym 3uyiadw uoTIELI[NSUO) JT19S epualdy S€

ased jayayg * 1L2ELED) 13ysy1qnd auyzeley 9e

. P2113/PaI0N 3dwes--uoy3ys0od 10j JUBWISTIIIAPY *3dng-3s8Yy (o &% €€
PaTT i /peady SMau Tooydg Tedyougigy 19333[SMaN rAY
Pa1T]/pPR3Y 8uyi9aw 18®7 jo saanury *d0ssy*mpy 13oday 1€

uaxe] uoylIdy asoding 13puasg mi10g ERTVE

-133ay

(PANUTIU0)) MIODTY TIVW

(panuyluo)) AVASANHL



240

. ‘
paaoaddy sasuadxa 10j 3Isonbay *3dng- 188y mwiog ¢
37yJ Buyisom pareoyg 93313FWWOD UO $IIISNIAI JO IST] JTI°S " 1€
Pa113/P93I0N juawdinba jo [eayize jo 3adtioN L1e331d9g " ot
*3dng- 388y 03/UIIITAM S9IITWMOD YsSJ[qeIsd 03 3Isanbaix ‘s, 3dng-31ssy 3ujaoaddy J198 OWIN 62
PRIYT3/PeaY . 3uyjeawm jo saINUIK * D088y wWpy jxoday 82
PITT3/P930N uoys8saduod teydads 103 31sanbaix s, juaawd 8uyaoiaddy -idng Lindaq “ " Lz
PTTd uoyInqya3uod jo , Aem paiyuq, Suywiojul *1dng 188y (Adoo) 1933917 9z
317} 3ujiasm pieog 35uU313juo> pualle 03 uoyssjmiad 103 sAuURYL I3yoeax 133397 ¥4
paaoaddy 8uyia9w 103 sasuadxa 103 3sanboy w o " 24
paaoiddy 3uyi3am 10j] sasuadxa i0j 3Isanbay *1dng-188Y wiog %4
pausys *zjue810 ®3IN3ITISUT 10J 13yodea3l o3 suofIeIniwaduo) " " YA A
paulyg ‘zyue8i10 a3In3y3Isul 10j 13ydeal o3l suoriernividuo) " " 12
poudys *zjuedio 3ini1iIsul 10J 13YyJeal 03 suorleTnNIRIZUO) " 1333197 0z
<398 £1uUNod 01/UIIITIN Sutieys (auuosiad 103 K1v33103s K3unod o3 1Isanbay " owaw 61
paufis wei801d ajenpei® 133ua 03 31sanbaa iayoeal jo 1eaoaddy J13S 1331931 81
3113 d08sy wpy/pedy Buyioow uoyleylossy s, [edyouriy *J088Yy" wpy epuady L1
sTedyodyid 01 UIIITIM $39131]WWOY U0 §IIISNII JO IST] J19S oway 91
PITTd 1U38 8371813118 JO 1wacidde Buimiyjuo) ‘pR joridaq 133131 (& {
K1da1 o1°188Y syeviajiew weiBoid 10j 3sanbay °i1dng i13ayjouy owdy LA
auoyd o3 £3Indaq adeds [ooyds a3enbapevul Imoqe juyerduwo) juaixed 393191 €1
uaYe] UOIIIV asoding 13puag w104 3duad
. -13394

(penutiugy AVAINA

(panuyiuo)) QYOII¥ TIVKH :



L ] - c
K LTI
'
1
APPENDIX B -

THE CODING CATEGORIES DEVELOPED FOR THE PURPOSES

- 9? THE VERBAL AND MAIL CONTACTS
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CODING AND CATEGORIZING PROCEDURES FOR TME PURPOSES

OF VERBAL AND MAIL CONTACTS

Lach verdsl contact of the lu”l’inl.l\d.l\vt wes cgtegorized accord-
ing to & (1) primery purpose, and (2) secomdary’ purpese. bn‘.o! the
categories used for coding the primary purposes were thoase developed by
Mintzberg (1973) im his study of five chief cxccu‘tinu. The secondary
purpose categories were developed by the researcher.

’
The ostensible and overt purposes of a verbal contact were used

»

for categorizing the contact. Generally, the primary purpose for which
a contact was initiated was obvious, but on those ocg¢asions when lone'
doubt existed in the researcher's mind he consulted with the superin~ o
tendent with regard to the correct intcrpretfti_on. The development of
some of the pri-a:y purpose categories and all of the secondary purpose
categories vas an iterative and developmental process. The content of
each contact, and mail item, was examined carefully and the ‘question was
posed: 'What aspect of the administrative tasf is this cedcerned with?”
The method used to place the purposes of é;tactn into various cate-_;:

-
v
. =,

gories was to allow the data to suggest a particular category and shew

"'nd ) o"):‘
strive for consistency through the use of what Claser (1965)13!::34 e
‘ . -, .
} o 2
as the "constant comparstive method." ¢ : f N1

Glaser suggested that {en coding an incident ‘ ategory b

the original observational field notes on a number of occasi

became thoroughly familiar with the content included in enci-

purpose. Whenthe purpose for sn incident did not "fit" int

‘

;
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previously developed categories s new category had to be established end

appropriately named.

, A description and explenatioa of the Primery amd gecendary pur-

pose categories for. the superintendent'swverbal contacts are preseated

iw the fellowing pages.

s N

Twelve primary purpose categories were identified and a oumber .ol

secondary purpose categories were developed for each.

»
1. Scheduling. The primary purpose for s mumber of the superintendent’s

verbal® contacts was to schedule a variety ‘f activities. The cate-

gories of secondary purpose deweloped for ocheduling were: (a)
scheduling his d.y'.\or week's activities; (d) scheduling events;
(c) scheduling uotin;o; (d) scheduling vieits to schools: and (e)

Y

scheduling inservice sessions for teachers.

A number of the superintendent's verbdal contacts were of

a ceremonlel nsture. Such ceremonial activities verg classified as:
¢ . . -
(a) direct, if he sctually spoke to a 'rﬁp or attended a fumctionm,

& . or (b) indirect, if he was involved in Planning for or arranging

¥a., ceremonial occasions.

3. Public relations. The superintendent vas also involved both directly

and indirectly in activities of s public relations nature.

4. Negotisting. The superidtendent was both directly and indirectly

involved in negotistions with teacherd and other staff.

‘8



o
&N

* 244

.
(]

Developing strategy. Almost 30 per cent of the superintendent's

verbal contact time was spent developing strategy of various forms.
The categories of secondary purpose developed for this primary-purpose
category were identified as strategies for: (a) program plann;ng;

(b) negotiations; (c) maintaining the system's operation; (d) planning
for the system's operation; (e) resource allocation; (f) conflict

resolution; (g): policy development; and (h) inservice planning for

staff.

Requests to superintendent. Almost 20 per cent of verbal contacts

*

were initiated for the purpose\of making a request to the superin-
tendent. The categories of secondary purpose developed ggr requests
to the superintendent were requests for: (a) general information and
advice; (b) resource allocation information and advice; (c) system's
operation and planning information; (d) professional information and
advice; (e)'policy and procedures interpretation énd information; and

(f) authorization for programs and events.

Requests by superintendent. The superintendent initkated a number of

verbal contacts, 18.5 per cent, in order to make asrequest. The
categories of secondary purposé developed for Ehis ﬁrimary°phrpose
category were requests for: (a) general information and advice; (b)
system's operation and planning information; (c) }egal i‘formagion
and advice; (d) professional information; (e) program information;
(f) policy interpretation; and (g) authorization for programs and

events.
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Giving information. Nine per cent of the superintendent's verbal
contacts were initiated for the primary purpose of passing along
information to others. The categories of secondary purpose developed
referred to information on: (a) teacher and g problems; (b)

professional matters, such as the qualifica xperience and
competency of teachers who had applied for positions; (c) program
development and program problems; (d) student problems agd progress,;
(e) policy and procedures; (f) meetings and events; (g) system planning
and operations; (h) inservice programs; (i) conflict situggions; (j)

resource allocation; and (k) delegation of a task.

Receiving information. The superintendent received information in

11 per cent of his verbal contacts. The categories of secondary
purpose developed for receiving information were the same as those for

giving information.

Observation. The primary purpose of some of the superintendent's
verbal contacts, such as those classified as visits, was observational.

The secondary purpose was generally efither (a) to gather general

information, or (b) to evaluate a teacher's performance.

Review. Over 16 per cent of the superintendent's verbal contacts
could be classified as review sessions. A number of secondary purpose
categories were developed for the teview category. There were reviews
on: (a) general matters; (b) the system's operations and plans; (c)

conflict situations; (d) teaching problems; (e) student problems;

(f) other personnel problems; (g) evaluations of teachers and

students; and (h) negotiations.® N .
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»
12. 1Instructing. On occasion, the superintendent initiated a verbal con-
o~

tact to give specific instructiofts. The seaoridary purpose of such

contacts were identified as instructions on: (d’”ﬁrocedurel to be
N J
followed; (b) policy interpretation; (c) regulations to be implemented.

Categories for the Primary and Secondary
Purposes of the Superintendent’s Mail

(\
The incoming mail items were classified according to primary pur- :
pose. as either making a request or providing information. A number of sub-

categories based on secondary purposes were developed for each of the

primary purpose categories.

1. Requests. The requests to the superintendent contained in the mail
items were categorized according to secondary purpose as: (a) status
requests--these consisted prim;rily of invitations to speak at a func-
tion or attend a social gathering; (b) solicitations--these consisted
primatify of requests from manufacturers and publishing companies to '
purchase fervices,-equiément, or supplies, and requests from indi-
viduals seeking employment; (c) requests for information and/br advice;
)
and (d) authority requests—-these consisted primarily of subordinate
requests to (i)‘attend'évﬁferences or other eV"’%; (ii) develop a new

»
program or set of procedures; or (iii1) spend money.
» .

2. Information. Almost 74 per cent of the mail items sent to the superin-
tendent provided him with some type of information: This information
was categorized according to secondary purpose as information on:

(a) general matters; (b) educational programs and activities; (c)

meetings and events; (d) the system's operations; (e) problems; and

\ (f) acknowledging a service performed--these consisted primarily of

- —
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‘ ' ]
a "thank you" for assistance or advice \given, or a function attended.

The outgoing

mail was initiated by the superintendent for a variety

of purposes. The most common purposes were identified as: (a) making

general reports on the system; (b) recording important information; (c)

giving instructions
ordinates; (e) givin
lence; (g) requestin

ordinate to undertak

and/or directions; (d) granting permission to sub-

g information to subordinates; (f) acknowledging excel-

g information and/or advice; (h) requesting a sub- *

L

e a task; and (j) refusing permission to a subordinate.

S
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THE STRUCTURED INTERVIEW QUESTIONS
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STRUCTURED INTERVIEWS

A structured interview was conducted with each superintendent.

ELach iriterview was recorded on tape and the responses were later tran-

scribed and organized around the interview questions. Many of the ques-

tions posed by the interviewer were developed with the intention of

measuring each superintendent's perception of how closely his work

behavior corresponded to the 10 managerial roles identified by Mintzberg

(1973).

The Questions

1.

What is your basic a?ministrative philosoﬁhy in dealing with your
system's staff?

Are you often required to represent your school system on
ceremonial and social occasions?

Do various community groups make demands on your time for such

things as speaking engagements, etc.?

\ A}

Are you expected to be the public relations officer for your
school system? -

Do you try to monitor community moods, expectations, and demands?
I1f so, how?

Whom do you usually call upon for information and/or advice
concerning everyday problems? .

How do you disseminate information throughout your system?

How well do you kéep your assistants gnd/or subordinates btiefe."

about important information?:

s
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9. What cosment would you make concerning the controversy over the
designation of the superintendent as chﬁef executive officer of
the school board? |

10. It is -omctifne‘ stated that the superintendent is '"the man-in-the-
niddh,"' @ht. between, on the one hand, the interests of the
lchool,;oard, and on the other hand,, the interests of the te-chefu.
How do you respond to such a statement?

l11. 1Is the superintendent's position "lonely," in terms of his being
the one who has to make many of thé important decisiona_and take
responsibility for gheir consgauences?

12. Are you often involved in resolving conflict situations?

13. FWhat are the main pressu;es of the superintendent's job?

l4. 1Is the superintendency n'politicalipOUitibn?

15. Do you have a "game plan" for your system for the next th;ee to
five years? . 4 @

16. Are you the primary change agent for your‘pchool system?

17. Do you feel that you are iﬁ control qf your time?

18. Does the demands of your work interfere with the time you have
available for your private life?

19. Do you get sufficient time on-the-job to thihk over proSIems and

»

issues?

20.- Many believe that the superintendent usually is very well paid.

Py

How important is salary to you?

21. What would you regard as a promotion?

¥




