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PREFACE

he Principal as School Manager is intended for two groups of people:
1) as a supplemental textbook for graduate students taking a course in
elementary principalship, secondary principalship, school finance, and
school facilities, and 2) as a resource book for practicing school principals.
The emphases in today’s university courses on the principaiship are on
areas such as instruction, curriculum, and evaluation. This is appropriate,
since these are very important areas, However, there are arcas which are im-
portant to the success of the principal, but which are not directly related to
the instructional process, and which are often neglected in regular text-
books, These areas, the subject of this book, cover important roles for the
principal, which eccupy much of a principal’s time, are visible to the com-
munity, and sometimes are the criteria on which a principal may be judged,
even though these roles should not be considered as important as instruc-
tional ones.
The authors recognize that many state legisiatures mandate that prin-
cipals be curriculum leaders; however, we find that in actual practice,
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principals spend very little time on curricular issues. As former superin-
tendents, the authers can both attest that while curriculum is an extremely
important facet of the principalship, no principal will survive long enough
to be a curriculum Ieader if the mundane tasks of maintaining a clean, safe
school are overlooked. 1f there is no food in the cafeteria, if the rest rooms
lack supplies and are not clean, if the bus schedules are not done or the
class schedules are not made, we can guarantee the principal will be re-
placed. Curriculum leadership is important, but it is the daily operation
of a school building that will make or break the principal. The authors
firmly believe that the knowledge of both roles—curricular and building

sidered as the chief executive officer of the school.

To give real examples from only two areas covered in this book: one of
the authors was a school superintendent. The wife of one of his school
board members once told him that there was one thing she wished the
school would do—empty the outside trash baskets. The other author of this
book was a principal in a school district where an administrator was dis-
missed because of problems with the school’s extracurricular account
funds. These two examples point out the need for adequate instruction in
two areas: school finance and school facilities af the principal level. In tra-
ditional school finance courses, the emphasis is on topics needed by the su-
perintendent: state formulas, tax levies, and state work sheets. The princi-
pal needs instruction in extracurricular fund accounting and fund-raising
procedures. Likewise, school facilities courses usually emphasize the su-
perintendent’s need to work with architects and the procedures for plan-
ning new buildings. Principals need to learn how to schedule custedians
and how to maintain their buildings.

Since areas such as curriculur and instruction are important roles for the
principal, it only makes sense to teach the principal to become efficient and
effective in accomplishing some of the noninstructional roles, so that the ma-
jority of the principal’s time can be devoted to those tasks which are directly
related to the instructional process. That is the purpose of this book.

The second edition of the book has updated the chapter on law dealing
with pertinent issues such as Internet usage, drug testing, and off-campus
searches. It also has 2 chapter devoted to the role of the assistant principal,
since the position of assistant is the general point of entry into educational

0%
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administration. The assistant principal’s role should be far more than disci-
plinarian. It should be seen and used as a nurturing environment for on-the-
job training of future principals. There is a chapter dealing with school safety
and the importance of maintaining safe schools in a climate of violence.
There is a chapter dealing with the relationship of the principal with the su-
perintendent. Advice is given on expectations and survival techniques to en-
sure the principal’s longevity in the district. Many people have had a hand in
making the second edition a better textbook for preservice and practicing
principals. Among those whose input and suggestions have greatly enhanced
the book are Dr. Roberto E. Garcia, superintendent of San Diego (TX)) In-
dependent School District (ISD), who authored the chapter on relation-
ships; Mary Lou McLemore, assistant principal of the Parr and Collins
Schools in San Diego ISD, who authored the chapter on the role of the as-
sistant principal; Charlie Trevino of the Food Services Department of San
Diego ISD for his help on updating the food services section; Linda Linton,
an experienced bus driver who wrote her reflections concerning school
transportation; Diana Cubriel of the Transportation Departinent of San
Diego ISD for her input on the transportation chapter; Dr. Robert Buser,
professor emeritus of Southern Illinois University, Carbondale, for his many
contributions to the chapter on school safety, and a special thank you to
Dr. Michael Supley, professor at Texas A&M University-Kingsviile, for gen-
eral comments about improving the second edition to ensure that students
benefit from its practical, down-to-earth, nuts and bolts approach to the
modern principalship. And, we wish to thank our students for their sugges-
tions as well. You are the future of education, and we admire your willingness
to make education a better place for ¢hildren. Perhaps this book can be of
soIme assistance to you in your task.

Finally, we would like to thank Dr. Joseph L. Eckenrode and Susan
G. Farmer of Technomic Publishing Company for their helpful suggestions
in the first edition and Cindy Tursman of Scarecrow Press for her encour-
agement for writing this edition.

XE
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INTRODUCTION TO
THE PRINCIPALSHIP

INTRODUCTION

he school principal, whether élcmentary or secondary, is the single

most important person to a school’s success. A suceessful school must
have a strong leader, and the principal is the one who must provide this lead-
ership. Ron Edmonds (1979}, in his classic study of inner-city schools,
found that strong leadership was vital to a successfid school.

There have been many studies involving effective principals and success-
ful schools. Jwaideh {1984) found that effective principals established goals
for their schools, supported innovation, and exhibited flexibility. Reilly
{1984) concluded that effective principals stressed student achievement.
Leithwood and Mentgomery (1982} echoed this finding.

While studies concerning effective principals often stressed instruc-
tional leadership, the managerial side of the principal’s role was not ig-
nored. Sweeney {1982} mentions that among the activities of an effective
principal are such things as scheduling meetings and reducing classroom
nterruptions, while Leithwood and Montgomery mention that effective
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principals were efficient in selecting and delivering supplies and providing
for space. While teachers felt that principals should concentrate on in-
structional tasks, principals reported that providing finances and caring for
facilities were exarples of tasks which were just as important to the suc-
cessful school as instructional leadership (Baughman, 1876). The con-
tention of this book is that a principal must be an instructional leader and
an effective manager,

HISTORY OF THE PRINCIPALSHIP

Today’s principal is the “quintessential mddle manager” as described by
Morris et al. (1984). These writers discuss how, in the formal hierarchy, prin-
cipals take orders from the superintendent and other central office personnel
on one side and relay these orders to department heads, teachers, and stu-
dents on the other side. ln addition, there are the political forces—some for-
mal and some informal—-such as school boards, parent organizations, advi-
sory councils, unions, courts, student protesters, minority activists, gangs,
textbook vigilantes, and single-issue parent groups. And the modern princi-
pal is the person in the middle of all this.

"This was not always the case, Although the school principal was the first
educational administration position to evolve in the United States (Wood,
Nicholson, and Findley, 1985), it did not happen overnight. The early
“scheol” in this country consisted of a teacher who traveled to various com-
munities and taught children in homes, Children would gather at 2 house for
a few hours of instruction, then the teacher would leave this group to instruct
another group of pupils In another location.

As comnunities grew, there were enough children to warrant the con-
struction of a school building, often simply a room or two. With only one or
two teachers in the school, there was still little need of administrative help.
The early school committees could handie hiring and budgeting. Sometimes
one member of this lay board had primary responsibility for these tasks. As
schools increased in size and the number of teachers increased, a head

teacher was sometimes appointed by those in charge of education—the
school committees {still called by that name in some states), the school

trustee, or the school board. While the head teacher had some administrative
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responsibilities, the primary responsibihity was still to teach. Ensign (1923)
described the early evolution as follows:

Indeed, it appears that at the height of the development of the academy,
about 1850, the average number of teachers per school was but twe. So,
here again, as in the English schools and in our own Latin grammar
Schools, the relative need for administration was small, far overshadowed
by the teaching function.

I the acadennes that attained considerable size the school heads were
known by varying titles, such as head master, rector, preceptor, provost and
oceasionally principal. At Phillips Andover, one of the truly great academies
of New England, the official title of Eliphalet Pearson, the first head, was
preceptor, but in the records he is frequently referred to as principal Pear-
son; and in 1786 the title was so designated in the contract of the new prin-
cipal. {p. 187)

In the past the principal was sometimes addressed as “professor” because
of being considered “one of the learned members of the community.” The
term “principal” was used because this person was “considered the best and
most talented teacher, or the principal teacher” (Drake and Roe, 1999, p. 23
for both quotes).

As schools grew in size and complexity, the administrative duties became
too much for the layperson to do on a part-time basis. Principals took over
some of the tasks, and superintendents Jater took over other tasks. (It is gen-
exally recognized that the first superintendencies were in Buffalo, New York,
and Louisville, Kentucky, in 1837.}

While the head teacher had minor responsibilities, such as seeing that the
building was locked, unlocked, and properly heated, the principal assumed
additional duties, such as scheduling classes, assigning students, and main-
taining discipline in the school. In most cases, budgets were decided by the
school trustees or by a superintendent. The curricelum of the early schools
was very simple and traditional, and supervision of teachers was not a major
assignment, as there were very few teachers in a building. In fact, there was
not a large distinction between the principal/head teacher and the other
teachers.

Most administrative duties of the early principals were clerical in nature—
records, reports, school organization, and school equipment (Pierce, 1934,
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p. 211). According to Pierce, there were several factors which contributed to
the development of the school principalship:

I. The rapid growth of the cities in the last haif of the 1800s, with the in-
crease in the number of students

2. The grading of schools

5. The reorganization of schools and consolidation of departments un-
der a single department head

4. The establishment of the position of a head assistant to free the prin-
cipal from teaching responsibilities

Kimbrough and Burkett (1990) state that “according to most accounts,
the formal designation of a principal in Cincinnati was about the middle
of the nineteenth century. Yet the position of school principal is primarily
a twentieth-century development and was concomitant with the great
growth of pupil enrollments after 19007 (p. 3). Pierce (1934) says that the
principal mainly dealt with clerical responsibilities prior to 1850. During
the next fifty years, the responsibility of the principal shifted from records
and reports to school organization and general school management. By
1900, the principal had become a manager of the school rather than a
head teacher of the school. Pierce detailed some of the responsibilities of
the emerging principal (p. 211):

* The night to graduate students on the basis of the principal’s standards
* The right to have orders to teachers given directly by the principal

* The right to have a voice in teacher transfers and assignments

* The right to enforce safety standards for students

* The right to supervise custodians and order supplies for the school

Bookbinder {1992) mentions the role of the superintendent with regard
to the principal when he says, “The administrative duties of the principal
were in place before the supervisory function was fully realized; as a result,
the former has often tended to occupy the major portion of the principal’s
energies and efforts. Further, in many school systerns, it was the superin-
tendent who assumed the supervisory role and the improvement of instruc-
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tion, This was his or her responsibility, if it was to be done atall” {p. 11). As
schools grew and the responsibilities increased, the superintendent could
no longer devote the time necessary to instructional supervision, Thus, the
principal began to assume this additional role. By the early 1900s, princi-
pals were involved in the general organization and management of the
schools, were in charge of supervision of instruction and staff development,
and were charged with the responsibility of schoolfcommunity relations
{Pierce, 1934, p. 213).

Because of the baby boom and school consolidation, schools increased
greatly in size in the 19508 and 1960s, causing new school buildings to be
constructed all over the country. More principals were needed for these
buildings, and the superintendents who may have been involved in su-
pervision of instruction spent much of their tme dealing with architects,
contractors, and suppliers of school equipment. Principals, except those
in very small schools, became full-time administrators with many and var-
ied responsibilities. As Drake and Roe {1999) point out, the instructional
role of the principals diminished during these baby boom years when
they were occupied with planning new buildings, staffing the new build-
ings, and organizing the large increase in students. Also, as these princi-
pals became superintendents, they often had these same expectations for
those they hired to be principals. As a result, the community tended to go
to the principal for managerial concerns and to the teaching staff for in-
structional concerns. These responsibilities increased as special educa-
tion and legal issues became prominent in the 1970s and 1980s. Figure
1.1 lists some of the current duties of the principal and some of the issues
affecting them.

Malone, Sharp, and Thorspson ( 2001} state, “The principal’s job is chal-
lenging and demanding; while the dexnands are great, the challenges hold po-
tential for a high degree of personal reward. The principal is expected te be an
nstructional leader, a motivator, a lay psychologist, a public relations expert,
and an excellent manager”™ (p. 2). While the job of the principal may seem al-
most impossible, the principals surveyed in the research report just quoted feel
that the job is rewarding to them. Of those responding, 54.9 percent said that
their job was very rewarding, with 35.1 percent saying that 1t was somewhat re-
warding. Only 4.3 percent said they found their job somewhat frustrating, and
less than 1 percent were very frustrated by the job.

L
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curriculum development

- evaluation of teachers

writing of grants

foad service

- facility management

community refations

- contract management

grievance responses

supervision of other administrators
supervision of athletics

student activities

coordination with other district principals
working with area principals
recommending staff for hire
directing secretaries and clerks
student management

due process hearings

instructional supervision
program evaluation
pupil transportation
tegal problems

-~ budget development

technology in the schoot
unton relations

assisting with negotiations
guidance services
department heads

special education
vocational education
working with ceniral office
health service

discipline hearings
student records
accountability

— student and staff scheduling
— working with cooperatives in special
education and vocational education
Figure 1.1, Duties of a Principal.

~ decreased funding

In another research study Involving principals in three states, Malone,
Sharp, and Walter (2001) ask what principals bke about their jobs. The num-
ber one response was “I enjoy the contact with students” (76 percent), fol-
lowed by “I have an opportunity to impact students” {74.3 percent) and “1 can
make a difference in teaching and learning” (65.6 percent). When asked what
motivated them to become principals in the first place, 71.9 percent stated, “1
thought 1 could make a difference,” followed by, “The job would enable me to
provide leadership” (55 percent}, “The job would give me a broader span of
mnfluence than that of the classroom teacher” (52.9 percent), and “The job
would allow me to help improve the school” (50.9 percent). When these prin-
cipals in Indiana, Iinois, and Texas were asked whether they would choose to
be principals if they had to do it all over again, 92.9 percent stated that they
would cheose the principalship again, When asked to rate their overall job sat-
isfaction, 31 percent rated their satisfaction as very high, with an additonal
59.1 percent rating it as high, for a total of 80.1 percent for these two positive
ratings. The study concluded with this statement:

Obviously, these principals like their positions and find a great deal of satis-
faction in their jobs, enjoying the students and fecling that they can make a dif-
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ference in the learning that goes on in their schools, There is a great deal
RIGHT about the principalship as these principals have mentioned, stating
overwhelmingly that they would become principals again in spite of the pres-
sure, ime commitments, and frustrations that are part of the position. {p. 11}

With all the roles and responsibilities of the school principal, the person
who assumes this position needs all the help and support he or she can get.
This book is written to provide help with some of the managerial duties.

THE PURPOSE OF THIS BOOK

Roles and Responsibilities of the Principal

The authors feel that managerial responsibilities are a legitimate and irapor-
tant part of the overall role of the principal. While many of today’s textbooks
stress the importance of the instructional role—and rightly so--they often
otmnit, or give only cursery attention to, the managerial role. When this role is
included, these textbooks sometimes lock on it from the superintendent’s
position rather than from that of the school principal. For example, 2 chap-
ter on school finance might cover the state formula for equity in funding, and
a chapter on facilities might discuss working with the architect on con-
structing a new building, Drake and Roe (1999, p. 24) state that universities
sometimes emphasize the superintendency over the principalship and view
the principal as a stepping-stone to the superintendency. Thus, the manage-
rial role is emphasized over the instructional role. Also, unions and collective
bargaining have pushed the principal further away from the teacher’s in-
structional role and toward management of the school. This book covers the
managerial role, and it covers it from the principal’s perspective,

Other authors have recognized that the principal has managenal respon-
sibilities in addition to instructional ones. “Studies of the principal’s duties
have been done many times. Generally, all of them reiterate what is already
known: principals spend most of their time on management detail” {Drake
and Roe, 1999, p. 22}. Knezevich (1975}, while mentioning the instructional
role, also says that the principal is “the school disciplinarian, the organizer
of the schedule, . . . the manager of the school facilities, the supervisor of cus-
todial and food service employees within the building” (pp. 394-395).
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Lipham and Hoch (1974) quote from an Illinois principal’s job description
and include, among other items, responsibilities for overseeing student con-
duct; fire, air raid and tornado drills; school activiaes, noon lunch organiza-
tion, collection of money from students; maintaining good public relations
with the community; care of the building, grounds, furniture, and other
property of the school; and requiring hgh standards of custodial services
{p. 122). Gorton and Mclntyre (1978) report on a study by the National As-
sociation of Secondary School Principals which states that principals need
training in school-community relations and time management, as well as in
the imstructional role. Parkay and Hall (1992, pp. 28-29) conducted a study
of principals which resulted in their textbook. When asked to rank their top
internal issues, principals listed the following (the rank is shown):

o Z2-establishing and improving channels of communication
*  G-cstabhshing better standards of disciphne

*  8-working with school finance

¢ 9—curriculum

10-working with problems related to the school building

When the same principals were asked to list the issues external to the
school, the first concern was “creating a better image of the school” The an-
thors of the text state, “Their {the principals] responses indicate that today’s
beginning principals do see themselves as providing leadership for their
schools” curricular and instructional programs, but a staggering array of
problems deter them from devoting continuing attention and energy to this
task” {p. 38). It is hoped that the chapters which follow in this book wili help
principals to be able to accomplish their managerial tasks and reduce the
“gtaggering array of problems” so they can devote the attention and encrgy
to the instruction which Parkay and Hall feel is necessary.

In the book by Morris et al. {1984} mentioned earlier, principals are
compared with executives outside education. Unlike these executives, prin-
cipals, to do the job right, must spend a large proportion of their time out-
side their offices, In the study done by Mormis et al., principals spent about
50 percent of their time in their offices and 50 percent away from their of-
fices, often in face-to-face contacts with teachers, students, and other staff
merbers (p. 211), Part of this nonoffice time is consumed by looking at the
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facility, checking the cafeteria, working with custodians and grounds peo-
ple, and talking with parents and community people. These authors seem
to feel that there is a symbolic value 1 this movement of the principal
around the building, showing the flag. The principal also serves as 2 man-
agerial broker, negotiating order throughout the building. Finally, these an-
thors feel that the principals place themselves m spots where something is
likely to happen so that they can assume the responsibility of solving a po-
tential problem (pp. 212-213).

Goldhammer et al. {1971, pp. 66-67) asked principals what problems
they encountered in their jobs. The responses indicated that 35 percent had
problems i the instructional program, 21 percent in finances and facilities,
14 percent in school-community relanions, and 14 percent in pupil person-
nel. Other arcas with lower percentages were also listed.

Finally, there is another study by the National Association of Secondary
School Principals as detailed by Kimbrough and Burkett (1990). This study
asked prineipals to rank how much time they spent in each area of responsi-
bikty and then to rank how they would like to spend their time in each area.
While program development was ranked first as the area in which the prin-
cipals wished they could spend the most time, school management ranked
first ins actual time spent, followed by personnel, student activities, and stu-
dent behavior as second, third, and fourth.

The Dual Roles of the Principal

Several writers have recognized that the principal has two roles, that of the
nstructional leader of the school and that of the manager of the school. Roe
and Drake (1974), as mentioned in Blumberg and Greenfield (1980, p. 21},
suggest that the role of the principal has a dual emphasis in managing the
school and providing direct instructional leadership to the work of
the school staff. Morris et al. (1984, p. 16) state that “although Instructional
leadership remains the central expectation of the principalship, the scope of
the school-site management role has grown substantially over the years.”
Lipham (1964} says that there are two functions for the principal: leader-
ship and management. These two functions are interdependent. He further
states that principals cannot be effective leaders without performing these
management functions. Kimbrough and Burkett (1990, p. 31) also say that
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principals may delegate some tasks, but they cannot delegate one function
and keep the other, since these two functions are not so easily separated.
And regardiess of whether any tasks are delegated, the principal is still ac-
countable for both functions. Principals have to know enough about these
responsibilities to train their assistants to do these tasks and to know
whether they are done correctly and efficiently.

While the duties and responsibilities have continued to grow and increase in
complexity, the expectation that principals serve the twin fnctions of provid-
ing instructional leadership and managing school affairs had been rooted
firmly ir: the minds of school superintendents and schoel board members by
the early 1900s, particularly in America’s larger cities. {Blumberg and Green-
field, 1980, p. 10}

Several studies have shown that administrators spend their time on tasks
involving financial management, plant management, and personnel, instead
of spending time on areas such as educational leadership, general planning,
supervision, and curriculum development (National Association of Sec-
ondary School Principals, 1979; American Association of School Adminis-
wrators, 1952; Gross and Herriott, 1965).

While many principals mught dream of being effective instructional leaders by
enhancing the activities of teaching and learning in their schools, in reality,
their experience is shaped by the press of administrative and managerial fane-
tions that mitigate against that dream becoming fact. {Blumberg and Green-
field, 1980, p. 24)

And, yet, there are those who feel that the managerial role is an important
one and should be done by the principal. As Drake and Roe say:

An casy fix suggested by some well-meaning professionals would be to elim-
inate the managerial elements of the educational programs and leave only
the instructionalfcurricular dimension. Such a deletion of the nitty-grisey
would be irresponsible, in our opinion. Fhe principal should have the man-
agerial skills to head a smooth operation that is well managed and orga-

mized, {p. 25)

From the literature, it is evident that the following statements are true:
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1. Principals have two functions: instructional leadership and school
management.

2. These two functions are both important. Neither can be ignored.

3. While some mdividual tasks within a function may be delegated, the
entire function cannot be delegated.

4. Although many principals would like to spend more time on the in~
structional function, they often find their time consumed by the man-
agerial function.

As a result of these findings, the authers wrote this book to try to help
principals do a more effective and efficient job of accomplishing the man-
agerial function. The task of the effective principal is to integrate all the
obligations into his or her viston of what a school should be and do all

the tasks well.

CHAPTERS OF THE BOOK

Chapter 2 deals with school finance for the principal, including accounting
for school building funds, ticket sales, petty cash, and fund-raisig,

Chapter 3 helps the principal with school facilities, discussing cleaning,
maintenance, repairs, and the building walk-through.

Chapter 4 discusses the role of the principal in public relations, both in-
side the building and n the community.

Chapter 5, a new chapter in this edition, discusses the relationship be-
tween the principal and the superintendent.

Chapter 6 deals with the personnel role of the prineipal, including con-
tract management,

Chapter 7 discusses areas of school law as they relate to the principal, in-
cluding religion in the school and student righs.

Chapter 8 presents standards for the foed service area, especially proce-
dures dealing with safety and sanitation.

Chapter 9 deals with the issue of stadent discipline and the due process
rights of students.

Chapter 10, also a new chapter, discusses the important topic of safety in
the schools.

i
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Chapter 11 details the role of the principal in pupil transportation.

Chapter 12 discusses scheduling at the high school, middle school, and
elementary school levels.

Chapter 13, also new, discusses the role of the assistant principal.

These chapters are followed by three appendixes on the topics of public
refations, detention and school rules, and computer software.
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SCHOOL FINANCE
FOR PRINCIPALS

INTRODUCTION

his chapter discusses areas of school finance which affect the build-
Ting prineipal, The first section comes from traditional school -
nance material and gives the principal a shert course in the language used
in school finance. Although most of the areas in this first section will not
come up in the day-to-day operation of the school, a principal should
know and understand these terms in order to work with the central office
and to intelligently discuss school finance with citizens. If you are a prin-
cipal who has recently completed a good course in school finance, you
may choose to skip this section and go right to the rest of the chapter. On
the other hand, it might not hurt to review. The other sections of this
chapter, including accounting for school funds, ticket sales, petty cash
funds, fund raising, and budgeting, are topics which do affect the princi-
pal directly.



CHAPTER 2

SEVEN THINGS PRINCIPALS SHOULD KNOW ABOUT
SCHOOIL FINANCE

I. Taxes Fund Schools

Since school districts, like other public institutions, have no sources of revenue
{like profits from sales), they have been given the power to tax individuals and
companies. This power comes from the state and 1s delegated, along with other
powers, to local boards of education. At the local level, the most common tax
used for school purposes is the property tax. It Is 2 function of three variables:
1) the tax base, 2} the assessment practice used, and 3} the tax rate,

The tax base consists of all the taxable property in the school district. Ob-
viously, churches, state forest land, state hospitals, and other special areas are
not taxable property. School districts which have a lot of acreage of this kind,
and thus do not receive property taxes for these areas, may suffer from hav-
ing a smaller tax base.

The assessment practice which is used varies from state to state and some-
times may vary within a state. A state establishes some percentage which is
applied against the market value of all property. The market value is the dol-
lar amount a person would get for the property if it were to be sold. One state
might multiply this market value by 35 percent {Ohio, for example) while
another might choose 33 percent {most of Hinois, for example). Stll another
might assess property at 100 percent of the market value. Each state sets its
own assessment practice,

The final variable is the tax rafe. The school district’s tax rate is mudti-
plied by the assessed value of the tax base of the community to yield the
amount of money the school will receive,

Here 15 an example, using one house, Assume that the market or sale value
of a house is $90,000. I the assessment practice in the state is 35 percent, then
the assessed value of the house would be $90,000 x 0.35 or $31,500, This
1s the amount on which the homeowner would be taxed. If the tax rate is 0.08,
then the taxes for the school district would be $31,500 x 0.08 or $2,520. Hthis
concept is expanded to include all taxable houses, land, and businesses, then
the school would receive the money resulting from a caleulation using the whole
tax base, not just this one house. It should also be remembered that a home-
owner’s tax rate includes taxes other than the school tax. Finally, the tax rate is
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expressed in different ways in different states {mills, dollars per hundred dollars
of assessed valuation, or per thousand dollars of assessed valuation, ete.).

2, Tax Exemptions

The preceding example is a simplified version of what actually happens. The
state sometimes establishes various exemptions m order fo give tax reduc-
tions to segments of the population. For example, there are sometimes re-
ductions for people who live in the home they own (instead of renting it out
to someone else who lives there), to veterans, to senior citizens, and to other
groups. These exemptions either reduce the assessment of the home or re-
duce the tax by a fixed amount or percentage. In either case, less money ar-
rives at the schoolhouse door.

In addition, tax revenue may be reduced because some areas in the com-
munity have been given a tax break to encourage a business to expand or to
move into the area. Every few years, someone (usually a county official) does
a new appraisal of the area, taking into account such things as recent property
sales and bullding permits, in order to arrive at a current value. At the same
time, the school district may be changing its tax rate by action of the board of
education and, possibly, by a vote of the citizens. Either change would alter
the amount of revenue the school would receive.

3. Arguments against the Property Tax

Principals should understand some of the arguments against the property
tax, since these often come up in discussions with members of the commu-
nity, especially when talking with those who own 2 great deal of land, like
farmers. First, the problems with the assessment process seem apparent: the
assessment is subject to human error in judgment, to political changes due
to exemptions and to economic considerations when tax breaks are given to
certain businesses, However, the main argument against the property tax is
that it is no longer a fair roeasure of tax-paying ability.

Years ago, the rich people put their money into land, so o tax people on the
basis of the amount of land they owned seemed fair. Today it is different. Rich
people may put their money into land, but many put their money into the stock
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market, bonds, money market funds, mutual funds, and many other areas.
Land is nio Jonger the symbol of wealth. Yet, people are taxed at the local level
on the value of the land they own, not on their wealth. Of course, we have many
other taxes, but these usually do not go directly to the schools at the local level,

4. Funds per Pupil

Here are two terms a principal may hear: cost per pupil and valuation per
pupil. Often, these are used to compare different school districts. It may be
inappropriate to do so, but it 1s done. The cost per pupH is just that, the ex-
penses of a school district during a school year divided by the number of stu-
dents in the district. Here are two examples:

School District A School District B
$5.000.000 expendityres  $6.000.000 expenditures
1,500 no. of pupils 2,600 no. of pupils

= $ 3,333.33 cost per pupil = $ 3,000 cost per pupil

District A spends $5 million a year on 1,560 students, or about $3,333
for each student. District B spends about $6 million on its 2,000 students,
or $3,000 per student. Note that although District B spends more money in
its budget than District A, it spends less on each student. Sometimes, this
cost per pupil is considered a measure of educational quality.

Valuation per pupil is the assessed valuation of the district divided by the
number of students. Consider another example with these districts:

School District A School District B
$30,000,000 assess. val. of dist, 45,000,000 assess. val of dist,
1,500 no. of pupils 2,000 no. of pupils
= $ 20,000 val. per pupil = $ 22,500 val. per pupil

‘The assessed value behind each child in Distriet A s $20,604), while the
value behind each student in District B is $22,500. This factor, valuation per
pupil, is sometimes considered a measure of taxable wealth of a district.
Thus, in this example Pistrict B is wealthier than Bistrict A, yet its quality of

18
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education {at least as measured in the previous example} is less than District
A because it spends less per student.

5. Equity in Education

Begimning in the late 1960s and early 1970s, cost and valuation per pupil
calculations led to discussions across the country about the concept of eg-
uity. Since there have been maryy legal cases concerning this issue, principals
should have some background on this subject. The subject of equity (or fair-
ness) comes from the concept that the quality of a child’s education should
not be based on the wealth of the neighborhood in which he or she happens
to live. The argument is that, within the same state, the state government has
the responsibility to make sure that each child has an equivalent education,
whether the child lives in a poor section of a city, a rich suburb, a farming
community, or a very rural arca. Obviously, the examples and calculations
cited earhier show that the valuation of a district depends on the value of the
homes and businesses in that district, and that certamnly vanies from place 1o
place. While there are no simple solutions to this problem, most people feel
that the state needs to become more involved in the funding of education and
needs to reduce the current reliance on the local property tax.

6. Foeundation Programs

Many states have a complex system of funding schools from the state level,
and this short section on finance will not try to detail that system. However,
principals should know about one aspect which is sometimes mentioned—
the sfate foundation program. Sometimes called the state minimum, the prac-
tice means that the state sets 2 minimum (a foundation) of financial support
for its schools. That is, a state using the foundation program guarantees (an-
other term that is sometimes used) that each school will receive a certain dol-
lar amount per student from a combination of local and state funds. The
amount of state support may be affected by other factors in the state formula:
the number of poor students, the education of the facuity, the amount of local
financial effort, the number of special education and vocational students, and
s0 on. Each state which uses this system has different factors which it feels are
appropriate to determine the amount of money a school district receives from
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the state. And, m general, the state attempts to make up some of the financial
difference between districts by giving more state monies to poorer districts
than it gives to richer districts.

7. The School Fund

The last term to be discussed is the school fund. A school fund is a self-bal-
ancing set of accounts established for a specific purpose. Although the
school district may keep almost all its revenue in the same bank account, it
keeps 1t separated into different funds with accounting practices. For ex-
ample, the money used for teacher and administrator salaries, educational
supplies and equipment, and fringe benefits is placed in one fund, often
called the general fund or the educational fund. In some states, other
money may be accounted for in a debt service fund in order to pay for the
bond and interest payments on the buildings.

Other funds which are self-explanatory may include a food service or
cafeteria fund or a transportation fund. The actual names of the funds will
vary from state to state, and local districts usually have the authority to es-
tablish other funds. Finally, the state regulates whether any money can be
switched from one fund to another and under what circumstances. In gen-
eral, states tend te rule out such transfers or at least make them difficult,

ACCOUNTING FOR SCHOOL BUILDING FUNDS

This section of the chapter is a practical, no-nonsense guide to help the school
principal with the task of establishing and implementing procedures for
money handling as it relates to the buslding level. Far too often, principals are
given monetary responsibilities but are not given the necessary instructions to
aid them in discharging these duties. School principals must be aware that the
ultimate responsibility for fiscal matters in their schools rests on them. Vigi-
lance must be practiced at all times, since principals can be called on to ac-
count for not only their actions but the actions of those they supervise,

While people reading this may say, “This problem could not occur in my
school,” or “I have to have some cash tucked away for emergencies,” or “The
people in my school are honest and wouldn’t do anything to cause a prob-
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lem,” the reality is that fiscal problems do happen, even in schools with hon-
est people who want to do the right thing. As a result, monetary mismanage-
ment causes public criticism as well as problems with state accounting
boards and, sometimes, local district attorneys who take a dim view of loose
or Improper accounting procedures.

Thus, it 1s important for the principal to take the responsibility to train
teachers and staff in the importance of using proper accounting procedures for
school funds. Brief in-service sessions during teachers’ meetings and staff
meetings should be used to emphasize the seriousness and the necessity of
maintaining sound fiscal practices. Proper accounting practices are no Jonger
a hixury or something that pertains only to business; they must be a necessary
and accepted part of the school’s operating procedures. The advice that fol-
lows results from the authors’ administrative experience, not from legal cre-
dentials, It is always good advice to check with the school attorney or the state
accounting agency for specific answers and procedures. Also, some states re-
quire specific forms for doing financial business. If that is not the case, feel free
to use any forms printed in this book without secking additional permission.

WHY DO FISCAL MANAGEMENT
PROBLEMS EXIST IN SCHOOLS?

There is the assumption that all school people are honest and do not think
about personal gaim, While an overwhelming number of staff members are cer-
tainly honest, there are a few who will take advasntage of a situation if the schoo}
does not have appropriate safeguards in place. Also, many honest school em-
ployees do not have any background in accounting, yet they are asked to serve
as activity sponsors and coaches who may raise money or coflect it for some
purpose. Likewise, teachers, especially in the elementary grades, often have to
collect money for a variety of activities: schoel lunches, pictures, field trips,
book clubs, and so forth, While the few dishonest people may skim a few dol-
lars from the collections, the honest ones may cause problems by keeping
money in drawers, closets, or their own homes overnight, or by not keeping
good records of the money they collect. Most of these problems can be pre-
vented by deciding on, then implementing, rules regarding sound fiscal man-
agement, along with a systematic method of checks and balances. Throughout
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the following guidelines are actual cases which briefly discuss situations at
schools where the authors have worked., These situations demonstrate the ne-
cessity for proper procedures.

GUIDELINES FOR HANDLING SCHOOL FUNDS

Every school should have a set of written guidelines which outline rules and
regulations for handling funds. These written gindelines may be generated
by the school district’s business office, may result from carefidd reading of the
state accounting handbook (if one is available}, or may come from the build-
ing principal. The principal should consult with the district business official
{and the state accounting agency, if one exists) to be certain that the school 15
following state Jaw and proper accounting procedures. These procedures
should allow money to be collected and disbursed 1n a forthright, legal man-
ner and should allow the principal and the business officers (treasurer, etc.)
to examine what has transpired. Below are some guidelines concerning the
proper handling of school funds by the staff.

Money Collection and Orders

Never use personal checking accounts as depositories for monies col-
lected at school. Book club money, funds collected to buy cheerleader
uniforms, and money from cheese and candy sales should go through the
school books, not into personal checking accounts. Money which is col-
lected should be given to the designated school official (school treasurer,

Beposit Sip
Checks
Cash
Coin
Fund Account
Reason for Activity.

Sponsor for Activity,
Signature, Date

Figure 2.1.  Deposit Slip.
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PAYMENT AUTHORIZATION VOUCHER
SCHOOL EXTRA-CURRICULAR ACOOUNT

PAIG BY CHECK: 3 | SR : | S,
NO DAE 18, No.

PURCHASED FROM
ADDRESS
PURCHASED FOR
DELIVERED 7O
INVOICE SENT YO

T THE DISBURSING OFFICER:
THE FOLLOWING EXPENSE IS INCURRED PAABLE FROM THE SCHOOL EXTRACUR-
RICULAR ACCOUNT AND CHARGEABLE 10O THE

FUND
NOPRYMENT 10 MADE FOR THIS ORDER UNTIL THIS FORM IS PROPERLY FILED AND THE [TEMS
HAVE BEEN RECEIVED
CAIANTITY Dwacriplion UNIF PACE TN,
TOML THIS ORDER

PRICED QK. 03
FFEMS RECEIVED QK SIGNED
EXCEPT ASNCOFED [ CLAIMANT

APPROVED FOR PRYMENT

SPONSOR
DAE 8
SIGN AND RETURN WITH INVOICE)

Figure 2.2. Payment Authorization Voucher.
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bookkeeper, or other name which this section will call the treasurer). The
teacher or sponsor should count the money, fill in the necessary informa-
tion on the deposit slip {shown m figure 2.1}, and give it to the treasurer.
The treasurer should issue a receipt for those funds (a copy of the deposit
ship can serve as a receipt) and write a check and voucher to the book club
company, the uniform company, or the cheese and candy firm. The trea-
surer should set up a clearing (sometimes called a revolving) account
for this specific purpose. {Also, see the section in this chapter on fund-
raising.} Figure 2.2 shows an example of a payment voucher for the
school’s extracurricular accounts.

Deoen’t Use Personal Funds

Students and staff should not make cash purchases from personal funds and
request reimbursement through the school or activity funds,

Actual case; An elementary teacher purchased some paint to paint
her classroom and submitted the bill to the office. She did not have any
authorzation for the purchase or for the painting. She was not reim-
bursed for her expenses, and the word got around the staff that per-
HHssion was necessary.

This is a typical problem at many schools. Staff members should charge
ieros after the principal, who checks to see that the account is solvent, has
cleared the purchase. A call to the store or business can be made by the prin-
cipal or sponsor to approve the charge. A bill is then sent to the treasurer
for payment. Any purchase not made in accordance with these procedures
will not be allowed and will be the responsibility of the person who made the
purchase.

Organizations Should Maintain Separate Account Books

Each club or organization in the school should maintain a treasurer’s ac-
count book. This book is helpful in reconstructing an audit trail {which is
discussed later). From time to tirne, the club treasurer should check the club
book against the school treasurer’s account book.
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Use Purchase Orders

The purchase order and payment authorization voucher shown in figure 2.2
15 to be used when an order is made for delivery at a later date. This form is
to be executed in full and signed by the person authorized to make purchases
for the activity, Before the activity sponsor is permitted to use the purchase or-
der form, the sponsor must contact the school treasurer to determine whether
there is a sufficient balance in the activity’s fund to make the payment on re-
ceipt of the merchandise, While some purchase orders have numbers already
printed on them, other school districts prefer to have the treasurer give the
sponsor a purchase order number to write on the order when the sponsor
checks with the treasurer about funds.

This issuance of the order number is an acknowledgment by the treasurer
that funds are available in that account. Usually the form has at least three
copies: one to be sent to the vendor for the order, one to be retained by the
sponsor, and one to be sent 1o the school weasurer to be filed as an oblhiga-
tion (or encumbrance) against the account, The treasurer can then encum-
ber the amount of the order so that the account will reflect the fact that there
is an outstanding obligation against that account.

When the shipment is made, the vendor returns the payment voucher
with the company’s invoice {the bill). When the teacher or sponsor receives
the order, the teacher must check the shipment against the invoice and
voucher to see whether everything that was ordered was received.

Often a company will send part of an order and backorder that which is
not available. The sponsor must verify to the treasurer that which was re-
ceived and that which was not received. The school treasurer receives the
verification from the sponsor and pays the appropriate amount, depending
on the shipment, Note that the voucher {figure 2.2) has a place to write in the
check number and the date when the treasurer made the payment, The club
treasurer’s account book should also reflect thus payment.

Ticket Sales

A particular school activity which can cause problems and which can occur
in many areas of the school concerns ticket sales. Whether the activity 1s ath-
letics, dramatic productions, musical programs, or dances, the sponsor of
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the event must be responsible for the proper accounting of all tckets and
keep a record of the number of tickets obtained, the number of tickets sold,
and the number returned to the office. The sponsor also needs to make a
proper zecounting of the cash received from the sale of the tickets by ind-
cating to the school treasurer the beginming and ending ticket numbers on
the deposit stip and on the ticket report {shown i figure 2.3). All tickets
should be purchased from an outside vendor and should be prenumbered.
Do not ask the school print shop to print tickets.

At least two different colors should be purchased so that the principal
can vary the use of tickets. If possible, tickets should be collected, although
the logistics of some events may make this practice difficult. The beginning
and ending ticket numbers will help to verify the cash collected, but the
physical evidence of the original collected tickets simply adds one more
layer of proof. After verification by more than one person, the tickets can be
disposed of so they cannot be used again. Another safeguard to consider is
to have one person selling tickets at one location and another person col-
lecting tickets at a different location, providing an casy verification of
monies collected and tickets used. The ticket report shown in figure 2. 3
can be used to show the beginning and ending ticket numbers, the names of
persons selling and collecting tickets, and other expenses. Figure 2.4 gives
additional instructions for the ticket report. The cautious admunistrator
may want o staple a duplicate bank deposit slip to the ticket report and
photocopy it.

Meney collected from ticket sales should be delivered by the teacher,
coach, or sponsor as soon as possible for bank deposit. No funds should be
kept in classrooms, at home overnight, or in a car

Actual case: A high school cheerieading sponsor took cash home
overnight and stored it in cigar boxes. She said she was honest and
could see no reason why she could not keep the cash safe at home. She
was replaced as sponsor.

The reason banks have night depositories is so that cash from activities

such as these can be placed into the bank that night rather than taken home
or deposited in the morning,
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Ackivity Sponecring Organization
Doty Sponmor
Time Complimentaty Tickels
Location Tickat Color
Sartng Ticket #  EningTckel #  TicketaSold  Prics per Ticket  TtaiSales  Voriliec
1
2
4
4
ot
Receipts # Daie of Deposk, Aroouet %
sl L.ong oF Short

Deposited 1o following:
Furned or Funcis

Aok

Aot

Amnourt

T n
Expanees ndiviciant Amount
Felorse
L

1) Croms CXIME s () EOpOIWOE ... = NetProfk
Sporwor

figure 2.3, Ticket Report.

Don’t Pay People in Cash

The school should never allow anyone working a school function to be paid
in cash, This includes ticket takers, off-duty security police, disc jockeys, and
referees.
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This report is to be used by all sponsors conducting an activity where the purchase
of a ticket is necessary for participation,

. The activity line requires a brief description of the activity.

. The date Hsted should be the date of the activity, not the date of the report.

. The time and location refer to the activity.

. The sponsering organization listed shovid be the club or extracussicular
organization conducting the activity.

5. Complimentary tickets: H any compiimentary tickets are issued, Hst how many
tickets were given out and a brief description of the reason. They must be
numbered and a record kept of who received the tickets.

. List ticket color.

7. Al tickets issued for an activity should be prenumbered. Before any tickets are
sold, the beginning ticket number should be recorded and verified by at least
two people. At the end of the activity, the ending ticket number should be
verified by at least two people. If tickets were sold at more than one lacation,
tiis procedure should he foliowed for each jocation. The necessary
computations should be made to arrive at total sales.

8. An official receipt should be obtained from the extracurricular treasurer for the
amount of the deposit. The receipt and deposit information should then be
recorded on this line and copies of the receipt and deposit slip attached to the
ticket report.

9. If an activity's proceeds are to be divided between more than one fund, the
division should be detailed on the repor,

10. No extracurricular expenses are to be paid in cash,

11, Al ticket reports should be signed by the sponsor.

B N

o

Figure 2.4.  Instructions for Ticket Report.

Actual case: Supervisors of the high school dance took cash from
students attending the dance and then divided up the money at the
conclusion of the dance. The amount they made for each dance de-
pended on the attendance. They defended their practice by stating
that low attendance resulted in low pay, and that they had had many
dances where they did not get paid much. The sponsors were told that
they would be paid a set amount in the fisture, regardless of attendance.
All cash had to be turned in to the school. They decided they did not

want to supervise dances under these new conditions.

Checks should be made ont for each person being paid, and the person
receiving the check should sign for the check to prove that it was received.
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Petty Cash Funds

Another confusing issue to some school employees is the concept of petty
cash funds. While there is a legal and proper procedure for establishing such
a fund, many schools have what they call a petty cash fund which is improp-
erly established.

When schools take money from cash paid to the office for various small
terns, from dances which did not use numbered ticket sales, or from other
sources where money was skimmed off the top, this is called an unverified
petty cash fund, a slush fund, or just a cash bag. This type of operation is an
unrecorded funds operation and must be stopped immediately. There is no
paper tral to show where the money came from, how much was obtained
from what sources, or where the money went. There must be accountability
for all fiscal transactions, and the preceding scenario does not have such ac-
countability. Merely placing receipts in the bag or box telling what the
money was spent for will not solve the problem. There still 1s no verification
of the original amount or source. For example, if the receipts show that
$55.37 has been spent from the cash box, we still do not know that someone
did not take out $30 for themselves, as there 1s no official record of the orig-
inal amount. To repeat--documents supporting expenditures are virtually
worthless unless the school treasurer can show supperting evidence that
monies were received and deposited. Cash bag operations, a widespread
practice in the past, can place a principal in serious financial difficulty.

Actual case: A principal was hauled away from his office in hand-
cuffs by the local police because they suspected he was mvolved in tak-
ing cash from the school. School records could not be found 1o verify
where all the cash came from or where it went. Although a grand jury
later found the principal innocent, his reputation was destroyed by the
investigation, which found others in the school guilty.

Because there are reasons for a principal to make some purchases without a
lot of paperwork (postage due or stamps, for exarnple}, a principal can establish
a verifiable and school-district-approved petty cash fund. The establishment of
such a petty cash fund is accomplished by issuing a separate check for that pur-
pose. Petty cash funds should never contain a large amount of money, and most
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principals agree that fifty dollars is quite adequate. Whenever disbursements are
made from the fund, receipts must be obtained. When the fund has been de-
pleted, the principal can take the receipts to the school treagurer and obtain a
check to replenish the fund. At the end of the district” s fiscal year, any remain-
ing petty cash should be receipted back into the fund from which it was drawn
in order to be included in the annual financial report. No cash should be kept
over into the new fiscal year. A new check should be issued in the new year.

Cash Change Boxes

Many events occur at schools that necessitate the use of cash boxes to make
change for patrons who pay to see an athletic event or some other program
where admission is charged. There is a procedure to follow, and it does not
aliow for the principal to reach into pocket or purse, nor does it allow the
vending machine to be raided for the change.

The establishment of a cash change fund is accomplished by writing a
check from the desired fund to the individual responsible for the cash
change. The check should be noted with cash change written on the check.
"This check should be cashed at the bank, and proper change denominations
should be obtained for use in the cash change box. When the program or
event is finished, the cash change should be receipted back to the fund and
a receipt issued to the person responsible for the cash change.

Checks

11 most school activities, checks should be used whenever possible.

Actual case: The secretary in charge of scheduling bus drivers for
athietic trips, extracurricular trips, and field trips paid the drivers in
cash for these trips. The cash came from students who paid for the
trips or from the athletic fund. When this practice was discovered, it
was immediately halted and all drivers were paid by check. The drivers
were upset because they felt this money was “tax-free.”

No transactions should be done in cash if they can be avoided, Certainly,
there should be no cash dishursements except for those rare oceurrences
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that are handled by the properly established petty cash fund. When possible,
principals and treasurers should encourage school patrons to use checks
rather than cash. Checks provide a permanent record that helps build good
school financial practices and that provides lasting visual proof that cash
transactions simply cannot match,

Another safety factor can be added to the practice of using checks—
require two signatures on each check issued by the school. No one person
should have the authority to write and sign checks or to withdraw funds from
bank accounts. Personal integrity is a valuable attribute, and requiring two
signatures is an ideal safeguard for avoiding problems and protecting the rep-
utation of those invelved in handling money. For school expenditures, the
school administrator and the treasurer or bookkeeper can be the two cosign-
ers. ¥or club accounts, a third signature can be added--the sponsor of the
club. In this way, the club sponsor cannot accuse the principal of unilaterally
deciding to use club funds for another purpose. This third signature func-
tions as a courtesy to the sponsor and also diminishes the pressure placed on
the principal by allowing a shared responsibility for the expenditures from the
account. It is normal practice to have the two school cosigners (principal and
treasurer) sign signature cards which are kept on file. A third person {(assistant
principal, assistant bookkeeper, ete.) is sometimes asked to sign such a card
and will serve as cosigner only in the absence and approval of the principal.

Being too trusting could result in serious trouble for a principal. Always
verify what you are signing. Never sign purchase orders or checks without
exarmmng them first. Be certain purchases are both legitireate and verifiable.
A case In pomnt: a principal of a new building that had carpeting signed pur-
chase orders for vacuum cleaners requested by the building custodians. In
one year he authorized thirty vacuum cleaner purchases before it was ques-
tioned at the central office. The custodians were selling them out of the
school’s back door at a deep discount. Needless to say, the principal was re-
assigned and could have lost his job with the district. Watchfulness and alert-
ness are key to maintaining good fiscal stewardship.

Bonding
One of the best things a school district can do for its employees who han-

dle money is to establish a blanket bond or a fidelity bond. This will allow
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an institution, the bonding company, to accept the liability for funds taken
by dishonest personnel. It then becomes the bonding company’s responsi-
bility to make certain that dishonest personnel pay for their indiscretion.
The process of bonding employees 15 relatively inexpensive, and it should
certainly be considered by the school district as a necessary safeguard for
those persons who handie money. Principals also need to be bonded to
make them more responsive to supervision of any treasurers in their build-
ings. Some states have treasurers in each building; others only in the central
office. State laws usually require that the district treasurer or bookkeeper be
bonded, so that should have already been done.

Bank Deposits

A problem, and potentially a major scandal, that seems to plague many
schools is the practice of infrequent visits to the bank to make deposits.
Both principals and treasurers acknowledge that they should go to the bank
with a deposit, but something always seems to occur to force them to put it
off for another day. Deposits should be made daily, if at ali possible. Funds
should not be kept at school overnight. Night depositories should be used
if the official cannot get to the bank during banking hours. {t is a good prac-
tice for the treasurer to make a daily routine of making deposits at the bank
at the end of the workday. As stated earlier, these night depositories should
be used by school personnel after night activities. No money should be
taken home. If the school has a large amount of money coming in a certain
day {like registration day)}, the person in charge should make several de-
posits throughout the day and not keep a large amount of money at the
school all day. Again, the school should encourage the use of checks rather
than cash on days like this,

Fund-Raising

With today’s financial crunch, more and more schools are turning to prod-
uct sales or fund-raisers to help defray the costs of items that school district
budgets never seem to provide. Many of these fund-raisers generate thou-
sands of dollars in both gross and net profits,
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Whenever possible, it 1s best for a nonschool organization like the PTA,
PTO, booster club, and so forth, to raise the money and then present the
school with a check or with the actual supplies or equipment needed. When
this is done, the principal has no responsibility for recelving cash or ac-
counting for it. The organization has that responsibility. However, as ideal as
this is, most schools find themselves involved in fund-raising and, thus, ac-
countable for the cash received,

Onece again, the school personnel must be extremely cautious, since cash
is often used rather than checks. In order to bring more accountability into
fund-raising activities, a product sales report may be used (figure 2.5).

Note that the report has a space for total units purchased. This means the
total units invoiced and paid for, or the total units obtained on consignment,
which can be returned to the vendor. The report has a place for cost per unit
as well as a place to figure the profit. There is also a section for receipts and
deposits which allows for monies to be turned in and deposited. Each re-
ceipt and deposit can then be verified by both the sponsor and treasurer. In-
structions for completing the product sales report are given in figure 2.6,

The deposit slip shown in figure 2.1 can be used to deposit funds re-
ceived. A copy of the form should be kept in the sponsor’s club or actvity
records to verify monies deposited.

One of the problems with fund-raising has nothing to do with fiscal mat-
ters but will be mentioned here anyway. Sometimes clubs go overboard with
fund-raising, spending most of their tme raising funds and forgetting the
onginal purpose of the club. Also, organizations and clubs can be given a
sales pitch by the same person every year and end up selling the same thing
to the same community. There is a limit to the amount of cheese and candles
students can sell in one year. To prevent these problems, the principal needs
to have a way to control fund-raising. Figure 2.7 shows a request to raise
funds which can be used by the principal to control what is occurring in the
buiiding and the community.

Audiis

Although many administrators are gregarious and emjoy meeting people and
answering questions about their school, there is a dichotomy which occurs
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to school tyeasuter with deposit)
&tivity Sponsor
o T e T
ShEs
Total wdts purriused Cost per wnit
Lass units ressfnfog ofter . Werifled by
sales completer {verxior or sales TEPIERRLALIVEY
TOTA, UNTTS S0 I,
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Becelot naber  fsts  Qate of Deposit = Awount

How was Srwentory unsold disposed of at the end of the sales projmct?

SonsEr

Figure 2.5. Product Sales Report.



This report should be used by all spansors conducting any activity where there will
be products or merchandise for sale.

1.
2.
3.

12.

13.

Activity—description of the activity or product being sold

Sponsoring organization—the organization or club sponsoriag the activity
Sponsor—the teacher or person in charge of and responsible for inventory and
receipts

. Total units purchased-this should equal the total units invoiced and paid for. If

any units were sold on consignment, any units remaining after sales will be
returned to the vendor. In this case, the total units purchased will equal total
units sold and the units invoiced and paid for. if an activity is on a per order
basis, there will not be any units remaining after sales. In that case, the total
units purchased and sold will be the same.

Less units remaining after sales complete—if applicable, any units that were not
sold. An explanation should be made of how the inventory was disposed of
{returned to vendor, used for prizes, etc.),

Totat units sold-—total units purchased less units rematning after sales complete

. Sedting price per unit-if there are items with different unit selling prices, a

product sales report will need to be completed for each item having a different
unit price. if this is the case, a summary report should be made detailing total
receipts and deposits,

. Total sales—selling price unit times total units sold

. Less total cost—of the entire product from distributor or supplier
19.
13.

Profit--retail price of total sales less total cost from distributor or supplier
Receipts and deposits—this is the money received which should be given to the
schoot extracurricular treasurer, and an official receipt obtained for the amournt
given to the treasurer. This receipt information showuld then be recorded in this
section, with the date of deposit completed by the school treasurer.

¥ any activity proceeds are 1o be divided between more than one fund, the
division should be shown here along with datels) of deposit.

All product sales reports must be signed by the sponsor,

Figure 2.6,  Instructions for Product Sales Report,

Request to Raise Funds
Date,
The {ciub or organizetion} wishes to
have a kng-raising activity on {diate} untl
18...... Therewil be {nurnber of}

students participating. The nature of the fund-reising activity wil
be,

Fundd-raising materials will be suppliod by

{name of company)
Woexpectioeam$. . profitfor the following purpose
Spons,

Dacigion of Principal: Approved Denied,
Principal

Figure 2.7. Request te Raise Funds.
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whenever someone suggests that the principal open the school books for an
audit. Some principals become quite upset that any outsider would dare to
question fiscal matters in the school.

This attitude is absurd and s quite dangerous for any principal to as-
summe. Openness is the finest form of protection and honesty that a build-
ing principal can employ. Principals should, in fact, welcome an audi,
since audits allow the principal to become more aware and more in con-
trol of the fiscal management within the school. The auditor, whether
from an accounting firm or from a state accounting office, can recommend
and clarify iterns or problems that have arisen during the school year. Au-
ditors should be viewed as agents who want to help schools operate
smoothly within a legal framework and according to accepted accounting
principles.

Audits are especially helpful to newly appointed principals who can
use the audit to change any questionable (or downright illegal) practices
that their predecessors may have used in fiscal management. The wise
principal will ask for an audit on appointment to a new position to see that
an outside agent examines all procedures. Also, the auditor can ask the
bookkeeper or treasurer to explain the procedures and rationale for what
has been occurring with regard to fiscal matters and can relieve the prin-
cipal of having to challenge the treasurer in his or her first weeks on the
Job.

In addition to external audits by state agencies or accounting firms, the
school district may want to hold periodic internal audits. This can be ac-
comphished by having one fiscal officer of the district check the procedures
which are being foilowed by the bookkeeper in a particular school. This
internal audit has the advantage of an additional audit check at no cost to
the district,

it is imperative that school principals maintain a good audit trail. Princi-
pals need to communicate regularly with the treasurer and to be sure that fi-
nancial records of their school reflect careful attention to detail. They should
maintain accurate and systematic records so that an auditor can simply look
at the written record to recenstruct financial transactions. Below are some
general guidelines to help develop a proper audit trail and to serve as a sum-
mary of the maixn points of this section of the chapter.
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Whenever there 1s any doubt as to why something was handled in a
particular manner, Jot down a brief explanation of the details.

Use a pencil to total the columns on the ledger.

Make certain that all records are both neat and legible.

Always examine the amounts on receipts and checks.

Always make certain that checks are supported by legitimate invoices,
Always void checks or receipts in error and attach them to the duplicate.
Always leave the receipt and check books in book form.

Canceled checks and bank statements should be maintained together,
Always circle and note anything unusual on the bank statements, such
as bad checks, the redeposit of bad checks, or errors made by the bank
or i the book.

Always reconcile the monthly bank statement on receipt, rather than
letting it go undone for several weeks or months.

Receipts should always be issued whenever money is given to the
treasurer.

Receipts should always have either a person or an organization listed
on the “Received of” line.

A check should never be issued to “Cash.”

Checks and purchase orders should never be signed unail they are
completely filled out. Signature stamps should not be used, since the
volume in the school would not be excessive.

Receipts should be deposited, intact, as quickly as possible. Personal
checks should never be cashed from this money prior to deposit so that
a clear audit trail can be maintained.

It is necessary to inform the treasurer and the staff that no personal
checks will be cashed. Doing this may be unpopular with the staff, but
it will save a tremendous amount of headaches.

De npot deal in cash. Deposit monies from vending machines or the
bookstore as quickly as possible,

Use a night depository. Do not leave cash in the building overmght.
De not pay bills in cash, even if you have a receipt to prove legitimacy.
Do not allow unrecorded funds in your building. This includes coffee
funds, library fines, or any other type of slush funds or cash bag operations.
{Think of them as booby traps waiting to explode next to the principal.)
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BUDGETING AT THE SCHOOL LEVEL

‘The role of the principal in the budget process will vary from district to dis-
trict. ‘The typical principal makes some recommendations to the superinten-
dent {or other central office admimstrator) and later receives a list of the budgets
under the principal’s control and the amount approved for each budget. One
exception to this is the principal, ofien in a large district, who has no budgetary
responsibilities, with each teacher being given a budget which can be used to
order supplies from the district inventory. Another exception is the principal
who is given a great deal of budget responsibilities, such as in site-based bud-
geting. This latter exception will be discussed at the end of this section.

There are several systems of budgeting which can be used at either the
district or school level. In most cases, these are employed at the district level
by the business offictal and the superintendent. However, it is possible that
they could be used at the school level or that principals will be involved in
the district-level budgeting. Thus, these systems are discussed in this chap-
ter in finance.

Program Budgeting

Planning, Programnung, Budgeting System (PPBS), involves the following
steps:

» First, the school (or district) establishes its goals for the year{s). These
goals may be educational (to improve reading), involve personnel deci-
stons {to hire minority teachers), relate to curriculum (to develop 2 new
science program), or even invoive the budget itself (to reduce expendi-
tures by 10 percent). The goals may be set by a committee, by the
board, by the teachers in a school, or by any way the district or school
agrees to do it.

» Second, once the goals have been established, the school determines
different alternatives to reach those goals. For example, if the goal is to
mmprove reading in the elementary school, the alternatives may involve
a new reading program, new staff, in-service training, more supplies,
special books, an expanded hibrary, more hibrarian time, or any number
and combination of alternatives.
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¢ Next, the cost of each alternative is determined. This requires some re-
search, some estimating of salaries, and some exploring of catalogs in
the situation described in the preceding,

¢ Finally, a decision is made on the best alternative, looking at the overall
goals and objectives, the alternatives presented, and the costs of those
alternatives.

The advantage of this budgeting system is that it spends money in relation
to some agreed-on goals. It makes spending more defensible. On the other
hand, it does take time to go through this process.

Zero-Based Budgeting

In this budgeting system, each program has to be justified. It starts by hav-
ing cach program director describe the current program and tell what
progress was made during the past year. For example, at a high school, cach
department chair, athletic director, music director, health center nurse, and
50 on, would be a “director.”

» Having accummlated information about the past year, the directors
would establish three recommended levels of funding for the next year.
One level would be a mainifenance level which would describe how the
program would look and function if the funding level was the same for
the next year. The second level is the enhancement level which would
involve additional funding, if approved. In some districts, the adminis-
trator will set the amount {e.g., a 10 percent increase). In others, the di-
rectors are allowed to set the amounts themselves. Again, the directors
explain what changes would be made in next year’s program to account
for this increase in funding. The third level of spending is a reduction
from the current level. Again, it may be a set amount {10 percent for
everyone), or i may be established by the individuals directors, keep-~
ing in mind that it is more difficult to let people elect their own reduc-
tions than it 1s to allow them to select their own enhancements. Each
director submits all three levels of spending—maintenance, enhance-
ment, and reduction—along with the programs, personnel, and so on,
for each, to his or her supervisor, probably the principal.
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¢ The principal studies all levels, and ranks the levels/programs. The
principal’s rankings may then go to a central administrator, such as
the superintendent, for further review and ranking. For example, the
principal might select reading enhancement first, followed by mathe-
matics maintenance, and so forth. Figure 2.8 shows how this might
look. The superintendent might then select from the choices that ar-
rive from ali buildings,

Input from Directors:

Reading Enhancement (Re) Mathematics (Mg) Sclence (3£} ind Arts (1E)
Reading Maintenance (RM) Mathematics (Mp) Science (Sm) Ind. Arts (ir)

Readirg Reduction (RR) Mathematics (MR} Science (SR) Ind. Arts {Ip)

Ranking by the Principal:
I Re
2. M
i 5m

4 ip

These rankings would then be sent 1o the superintendent with the rankings

from the other building principais so that a finai ranking could be made.
Figure 2.8.  Example of Zero-Based Budgeting.
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While zero-based budgeting has the advantage of involving much of the
staff in the budgetary process, it also consumes a great deal of time. Also,
those areas which are reduced by this process will certainly think it was a
waste of ime and may fecl that the person responsible for that area did not
represent them well in the process.

Line-Item Budget

The line-item budget is important for two reasons. First, it is the most com-
monly used budgeting system, and second, all of the other systems end up in
a line-item display.

¢ The administrator looks at last year’s budget, line item by line item, and
decides whether each item should be reduced, increased, or remain the
same. This process can be done by the administrator working alone,
with the help of others, or by using one of the systems of budgeting al-
ready mentioned. For each item, the following information s typically
given: the name of the budget, the budget for this year, the budget for the
last two or three years, the recommended budget for next year, and any
rationale for a major change. Figure 2.9 shows how part of this budget
would look, This system has the advantage of being the simplest and
one which can easily be compared with other schools and districts, The
disadvantage is that it may not be based on any goals and may not in-
voive anyone but the person making the recommendations.

2Yrs,

Destription Ago Lastt  Thisk  NedY Comments
Field trips 950,00 B75.00 800.00 80000 Donated Fund
Office supplies 84500 83500 800.00 750.00
Favel 45000 37500 37500 37500
Contractugl

senvices 875.00 B75.00 875.00 0 Discontinue
Equipment—new 40000 300.00 250.00  300.00 See dsting
Equiprment- 250.00 250,00 20000 200.00

repeir
Consultants ete, $H0.00 15000  150.00 v Not used

Figure 2.9. Example of a Line-iters Budget.
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School Site Budgeting (Unit Budgeting)

In school site budgeting, the decision-making responsibility is shifted from the
central office to the school level, and that means the principal. Very few districts
engage in a pure school site budgeting program. Some use a modified version.
In a pure system, the central office would caleulate the amount of money the
school spends on all its budgets—personnel, uthties and buildings, supphes,
equipment, and so forth. The principal would be told that he or she is respon-
sible for budgeting for the next year for all these areas. Thus, the principal can
shift funds from one area to another, eliminate an area, or expand another area.
For example, the principal could decide not to purchase any new tables and
desks, eliminate a secretary, and hire some new teacher aides for the building—
or do the reverse. The principal may also decide to involve the statf a great deal
in making these decisions, or the principal may make them without their aid.
{School staff mvolvement in decision making is discussed in detail in chapter 4.)

The advantage behind this system is that the financial decisions are made
where the programs are taking place. Since the principal has the responsi-
bility for runming the building, mamtaining it, supervising it, and supervising
all the staff and programs, he or she should have the financial authority to ac-
company that responsibility. One disadvantage is the amount of time a prin-
cipal would have to devote to the budget. Most principals do not have any
extra time. Also, some principals would not have the desire or the back-
ground to be in charge of such 2 budget. Many would fear that it would de-
tract from the supervision of staff, development of curriculum, evaluation of
teachers, and the opportumty to meet with students and parents.

As a result, many districts use a modified version of site-based budgeting
by sending the principal the amount of money available for all supplies and
equipment and letting the principal send back a budget detailing how this
money should be divided up. Budgeting for personnel, utilites, transporta-
tion, and se on, would be done at the central office.

SUMMARY

This chapter presented a short review of school finance, then discussed ar-
eas of accounting at the school building level, including ticket sales, petty
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cash funds, fund-raising, and budgeting. As site-based budgeting becomes a
more commonly used method of budgeting, school principals must recog-
nize their role in the oversight of such decentralized operations. Principals
now, more than cver before, are responsible for all fiscal dealings in their
buildings. As a reminder, the authors instruct all educational administration
students that there are two things that will cause the downfall of an adminis-
trator: romance and finance. Hopehally, this chapter helped in one of these
areas. The next chapter discusses the principal’s role in maintaining the

school facihity.

THE PRINCIPAL’S CASEBOOK

The Case of the Red Room

Arriving back from a short summer vacation, you notice that one of your
classrooms has been painted a bright coler. You did not authorize it, so
you went to the custodian to ask why it was painted. The custodian said
he did not know anything about it either, In going through your mail, you
find a note from the superintendent: “I just got a bill for several gallons of
paint from Carolyn Test [second grade teacher]. Someone said they saw
her painting her room. I did not authorize this expenditure. Did you?”

Questions to Consider

e What do you tell the superintendent? Do you cover for the teacher?

¢ Do you contact the teacher first or the superintendent?

* Not only did Mrs. Test purchase something without any authorization,
but she also painted 2 whole room without any approval. How should
you handle this situation with her?

What can you tell the other teachers so that this is not repeated?
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THE SCHOOL FACILITY

INTRODUCTION

any schools have been neglected over the past few years. As school

budgets have tightened, major repairs have been eliminated or post-
poned, and minor ones, if done at all, have been done as cheaply as pos-
sible by custodial crews which have also been reduced for budgetary rea-
sons. As a result, the routine of daily and periodic cleaning and
maintenance is more lmportant than ever. Because the principal is given
the responsibility of supervising the mamtenance of the school building,
this chapter will provide suggestions in the areas of cleaning, mainte-
nance, avoidance of hazards, and preventive maintenance. In addition, it
wiil discuss the building walk-threugh, how te project classroom needs,
an emergency plan, and the use of computers for maintaining facility
records,
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CLEANING

Cleaning, as used in this chapter, means the daily routine for custodians whe
sweep classrooms and halls, empty wastebaskets, dust tables and clean chalk
boards, and do other similar duties. The next section of the chapter will dis-
cuss maintenance, which not only implies repairs but also s used to mean
maintenance of the building itself by periedic {not daily) cleaning.

While some school districts contract out custodial services because they
feel that they may save money or that they may lack the expertise to properly
supervise the cleaning and maintenance of buildings, others feel it is impor-
tant to have workers who are employed by the school. In these cases, the
principal assumes the responsibility for the supervision of the custodians.

The school building principal needs to begin each school year by meeting
with the custodians and discussing what therr responsibilities are for the year.
While some responsibilities will remain the same from year to year, the prin-
cipal should evaluate the situation each year and decide whether there should
be a shift in who does what, when, and how. At this meeting, the custodians
should be given a schedule which tells each of them what is to be done in their
areas and when it is to be done. Figure 3.1 shows an example of a possible
schedule for a custodian. Note that it is not extremely detailed. It simply telis
the tasks to be done and when they should be done. Detailed information on
some tasks will be given later in this chapter.

When planning custodian schedules and discussing their responsibili-
ties with them, remember that schools are no longer used just by school
people. Many community groups are not only allowed to use school facili-
ties, but they are encouraged to do so. As a result, custodians will often have
to open up outside doors to the buildings in the evenings or weekends for
these groups, open up doors to specific areas within the buildings, give di-
rections to areas, give directions on how to use sorue school equipment, lo-
cate the equipment and supplies for people, answer questions, clean up af-
ter the groups, and so forth. The attitude of the custodian could easily be,
“1 spend so much time doing things for these people, I can’t get to my own
job.” While these activities will, on occasion, keep a custodian from doing
part of the evening cleaning or cause interruptions i the cleaning proce-
dures, he or she does need to realize that these activities are a part of the job,
not interference with the job. These groups are usually composed of local
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7:00-8:00 Am. Open building, check results of night staff cleaning, il out
boiler room checklist, raise flag, check bid. for repairs while
making rounds, check exit and hall lights for possible
replacement, and replace lunch room trash bags.

B:00-8:15 Am. Look at list left by principal for any specific instructions.
Check locker area. Check bathrooms and flush where
needed,

£:15-8:30 am. Get frozen food out of freezer for cooks.

8:50 am, Check locker rooms and bathrooms.

00 AM. Repair and maintain building according to cleaning and
maintenance schedule posted in office.

9:30 AM. Check locker rooms and bathrooms. Continue to clean and
make repairs, checking locker rooms and bathrooms every
3045 minutes.

12:00-12:30 Lunch break. Continue with cleaning, repairs, and checks of
locker rooms and bathrooms.

1:15-2:15 poms, Wash and stack tables and chairs in cafeteria. Dust off floors
and empty rubbish cans.

2:15-2:30 ron. Break

2:30-3:15 pm, Check bathrooms and locker rooms, sweep where needed,
and clean drinking fountains.

3115.3:36 v, Discuss building maintenance and cleaning with night

custodian. Report to principal for any last mimate
assignments.

Special assignments: In winter, check heating equipment to see if it is functioning
correctly upon arrival at school, If there is snow, clear sidewalks and steps around
building. If there is rain or snow, put out rugs at doors and get out buckets and mops
for later use.

Fipure 3.1, Schedule for Day Custodian.

citizens who are taxpayers and voters whose opinion of the school may be
formed by the services offered to them (not to students) and the way they
are treated at the school. The principal’s public relations program cannot
end when the students leave in the afternoon,

Onie of the purposes of this principal-custodian meeting is to discuss sit-
uations such as the use of the building by outside groups and how that use
affects so many things: the custodians’ cleaning schedule, the atfitudes of
the adults using the bwlding, and the support of the school's mission in
general.

Another topic to discuss during this meeting is the overall workload of the
custodians. The principal needs to discuss the specific jobs of the custodian
and to give them a list of these jobs, detailing how long each should take.
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Custodial Wark Frequency Time Standard*
Classroom
Dusting Daily & min. pet room
Sweeping {aily 12 min. per room
Damp mopping As needed 23 min, per yoom
Polishing As needed 15 min. per rcom
Servicing classroom Daity 15 min. per rcom
Removing waste paper, sweeping Soor, dusting chalk tray and window sills, clos-
ing windows, adjusting temp. controls, noting needed repairs
Servicing lavatory Daity 35 min. per iavatory
Cleaning lavatory Daily 1 min. per fidure
Cleaning toitet Daily 1 min. per fidure
Cleaning urinals Daity 2 min. per xture
Cleaning urinal frap Weekly 2 min. per fixture
Cleanirng sink Daity 2 min. per fixture
Mopping foor Daily 2 min. per 100 s, ft.
Stairways
Damp mopping Weekly 4 min, per fight
Sweaping fwice daily 6 min. per flight
Other areas
Cleaning drinking foun- {aily 1 min. per fixture
tains
Diusting fluorescent Monthly 12 tubes per min.
tubes
Sweeping auditoriurn Draily 16 min. per 1,000 sq. ft.
Sweeping coridors Twice daily 8 min. per 1,000 sq, f.
Sweeping gym oot Daily Smin. per 1,000 sq. 1.
Washing glass As needed 1 min. per 10sq. ft.

*Yirw starxdards do not inclute preparation time or cleanip time following the complation of the work.
Athough ioca conditions may cause thesa fimes 1o vary, the above times are considerad industry ime
standards and are useful guidelines.

figure 3.2, Yime Standards for Custodians.

These lists, sometimes called time standards, are available in books dealing
with custodian workloads. An example is given in figure 3.2. However, the
principal should be aware of several things:

¢ These numbers usually do not include the preparation time, the time
needed to get the supplies and materials ready, and to get to the location.

* These numbers are approximate and do not allow for conditions
which may be different in your building. Keep that in mind and change
the numbers to meet local conditions. Experience from past years
should be used to modify your time standards.
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* Do not present these standards to the custodians without discussion
and without getting their input from past experiences in your building.

Custodians would resent a principal giving them 2 generic hist of time
standards, without discussing it and telling them that they are expected to
meet these standards. The purpose of these standards should be to give both
custodians and the supervising principal some idea of how long it should
take to do a specific task. Obviously, the principal needs to adapt these to the
building and to allow a certain tolerance in enforcing the standards.

The public relations and goodwill discussed earlier between custodians
and the community groups are not the only good relations needed. The
principal needs to remember internal relations as well as external relations.
While this topic will be discussed in more detail in another chapter, it is ap-
propriate 1o mention a few suggestions about custodians:

1. The principal needs to emphasize to the custodians that they are im-
portant to the overall functioning of the school and neceds o find
ways to show that this is true, When the principal discovers, during
his or her inspections, that the building is especially clean or that
some special task was completed very well, the principal needs 1o re-
member to thank the custodians and mention that the job was done
well, A written memorandum or a certificate of appreciation will be
highly prized. Everyone who does a good job likes to know that
someone noticed i,

2. The principal should emphasize to the faculty and students that they
can help custodians do therr jobs by cooperating with them, by pick-
ing up papers, putting chairs on tables/desks (if that is the procedure),
and so forth. This behavior should become second nature to students.

3. Besides helping the custodians, the staff and students should treat the
custodians well. This should go without saying, but sometimes the prin-
cipal needs to remind others about this. The staff can compliment the
custodians when appropriate, simply speak to them occasionally, and let
them know that they are a part of the school-—an important part. {Re-
member when you were a beginning teacher and another teacher toid
you to get to know John, the custodian, as he could help vou a great
deal? I’y still a good idea.)
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4, Finally, the principal should find ways to include the custodians (as
well as other staff members) in the school activities from time to time.

MAINTENANCE

The second aspect of the custodian’s responsibility is bullding maintenance,
including periodic cleaning. While the custodian bas certain daily cleaning
duties such as cleaning all classrooms, halls, restrooms, emptying wastebas-
kets, and so on, there are some duties which are done on an as-needed basis
or on a scheduled periodic basis. Again, the principal needs to have these
Hsted in writing for the custodians. In fact, it is probably more important to
have these tasks than the daily tasks given to the custodians in written form
because they are not done each day and can be forgotten.

Repairs and Maintenance

The principal needs to establish some procedure for people in the school to
repert repairs which need to be made, the assignment of those repairs to a cus-
todian, and a schedule to complete them. Figure 3.3 is an example of a form

Builthng: & B D B T W 00 e 09

Te fRequestor Sate
Work Priority: [0 Emergency {3 This Weak {3 Mo Rush L2 Summer T On By
Work Descoption: 33 Repas fapince 13 tew Work 17 Groungs D Move £ Opinion 5 Diner

Axsagrad 19 By D
Maintenance LUse

] Naeas Ours-de Comeattor {3 Huety Hoptacament Ol neeas Pars = wek

5 Catwa £ Orowred {2 Oraprea L1 Seheduted for .

3 Awaitng Appravet £ in Srack {5 Sioek o Campteten an

T On Howt U Reptacement on Fald 3 On Hota il Nol Approved
-
Agsigred o By Dt

BUSMESS CFFCE

Figure 3.3. Maintenance/Custodial Work Reguest.
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which can be used by staff to report something in need of repair. Note that it
also can be used by the principal to assign that repair to a custodian, The prin-
cipal keeps track of these assignments to be sure they are completed.

Some of the repair tasks may be:

* replacing lighting m classrooms and hallways

» replacing broken windows, doers, and locks

* repairing student fockers

* repairing fixtures and faucets in restrooms

* repairing/replacing pencil sharpeners

* repairing classroom desks, tables, playground equipment
* painting small areas which were damaged

* fixing leaks and repairing water fountains

Note that some of these are repairs which could have been submitted by
someone in the school {e.g., “The pencil sharpener 1n room 201 is bro-
ken.”}). On the other hand, there are some items which can be noticed by the
custodian and repaired or replaced on a schedule. For example, the custo-
dian can replace all classroom and hallway lighting dead bulbs on Mondays,
In this way, the custodian can take all the necessary equipment, ladders, and
bulbs and take care of the entire school at one time instead of dragging out
all this equipment several times a week.

Periodic Cleaning/Maintenance

The last example suggests that there are some tasks which can be scheduled
on a pertodic basis instead of doing them every day or as needed. These
items include

» washing windows and cleaning windows within doors

* cleaning areas which become soiled after a period of time—portions of
walls where smudents touch, for exarople

* cleaning furmture in the faculty lounge

* polishing hallways, cafeteria, and other areas

» finishing gymnasium fleor

* cleaning swimming pool bottom
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¢ mowing school lawn, trimming bushes, inspecting athletic fields
¢ inspection of heating/cooling and other equipment; cleaning of return
air grills, univents, and warm air grills

Some tasks are not done daily, but must be done on a regularly scheduled ba-
sis. Some of these will be scheduled weekly: mowing and cleaning windows, for
example, while others like fimshing the gymnasium Hoor may only be done once
or twice a year. The principal should make a st of what needs to be done and
divide the list into those things which should be scheduled on a frequent basis,
such as once a week, and those which are scheduled less frequently. Then, the
principal needs to do two things: 1) for each task, state how often it is to be
done, and 2} schedule time into the custodian’s day to accomplish these tasks.
{Note, again, the 8:00 A.M. assignment for the custodian as shown in figure 3.1.)

Building versus Central (District) Office

Different school districts organize their custodian/maintenance staffs in differ-
ent ways. In some districts, all the custodians are located at the budlding level
and are responsible to the building principal. There are no central office main-
tenance staff and no district supervisor, Another school district may assign all
custodians to the principals but have one or two maintenance people at the
central level reporung to a director of building and grounds (or similar title).
Still another district, a larger one, may have all custodians report to a head cus-
todian and have a large group of maintenance people—carpenters, engineers,
maintenance personnel--reporting to a central office administrator. Some dis-
tricts may have both custodians and janiters with different job descriptions.

In the first case, there is ne conflict between the school and the centraf of-
fice because there are no central office people involved in maintenance. In
the second case, there may be conflicts because both the principal and di-
rector of buildings and grounds may give instructions to custodians and
maintenance personnel. With a head custodian, the conflict may come from
the opinion of the principal that he or she has no involvement in the cleanli-
ness and maintenance of the bullding and yet seers to feel responsible for
everything that occurs in the building, Thus, in many districts, there can be
a conflict between the building principal and the central office person in
charge of maintenance. Here are a couple of examples:

32



THE SCHQOL FACILITY

1. Principal john Smith wants to have Mary, his custodian, clean up
some spills in the cafeteria but finds that the central office director has
told Mary to be at the school’s loading dock to receive some supplies.
The spill needs to be cleaned now, but Mary is busy somewhere else.

2. Principal Joan Blair wants her custodian, John, to wax the hallways be-
fore an open house, but finds that John has been assigned by the cen-
tral office to accompany all the other district custodians in accom-
plishing some district project away from the building.

It 18 true that both problems could have been solved by appropriate com-
munication and cooperation. But the point is that this did not occur, and it is
quite typical in many districts, Often, 1t falls to the superintendent or an assis~
tant to bring principals and the central office administrator together to discuss
problems and to develop some procedure and timetable so that both prinaipal
and district admimstrator can be sure their goals can be accomplished.

One step 1n accomplishing this, if there is a central maintenance stafl, is to
agree on what is the responsibility of the building custodian and what 15 the
responsibility of the central office maintenance staff. Figure 3.4 contains a
partial hst of maintenance tasks for each level.

Maintenance List for the Building Custodian

Repair feaky drinking fountains and faucets.

Work on minor plumbing problems.

Replace light bulbs and make minor electrical repairs.

Replace fuses and breakers. Inspect heating/cooling equipment for problems,
Remove snow and ice from areas adiacent to building.

Mow areas around buildings and in the inner court.

Respord t0 work orders submitted 10 the office.

Repair broken windows, doors, and lockers.

Maintenance List for the Central Office Maintenance Saff

Regularly monitor and repair heating/cooling equipment.

Mow all school grounds away from the buildings.

Remove ice and snow from parking lots and school roads.

Maintain athietic fields, Respond to plumbing and electrical work which cannot be
done by the school custodians.

Carry out the district’s preventive maintenance program,

Figure 3.4. Maintenance Lists (Partial) for the Building Custodian and Central Staff.
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Preventive Mainfenanee

The prior section on cleaning and maintenance discussed the necessity for
scheduling certain activities such as window washing and gymnasium floor
finishng during the year. In addition to these activities, it is also advisable to
schedule other maintenance activities which, i dope correctly and on a reg-
wlar basis, should prevent serious {and costly) breakdowns in building
equipment such as heating units, cooling equipment, and fans. This process
1s called preventive maintenance.

Preventive mainteniance is usually seen as a process of inspections with the
goal of ensuring that “components of the facility remam totally operational and
functional according to manufacturer specifications” (Kowalski, 1989, p. 157).
Through such an ongoing program, schools can avoid the breakdown of their
mechanical systems and any serious deterioration of the building (Castaldi,
1982). Preventive maintenance programs often require extensive data on the fa-
cility as well as people qualified to interpret the data and to perform the appro-
priate sexvicing. As a result, many schools have avoided preventive maintenance
programs (Morris, 1981}, even though computers can be used to compile the
database, sometimes using inventory files (Borowski, 1984; Stronge, 1987).

Most preventive maintenance plans are developed through the coeperation
of the district’s central office with the architect, a heating and phumbing engi-
neer, an electrical engineer, and a structural engineer. This team can examine
the building and give the district a computer printout of what needs to be done
and when it should be done. The district can do the work itself if st has the ex-
pertise, or it can hire a firm to come in and do the maintenance work. Many
schools have chosen not to participate 1n a preventive maintenance program
because of its short-term costs in labor, parts, and, possibly, training, These
schools hope that all the equipment helds together for another school year and
that any breakdowns occur dunng vacations, preferably in the summer.

If a district does decide to invest in the future by using preventive mainte-
nance, it is usually the responsibility of the building principal to see that the
head custodian performs all the work called for i the preventive maintenance
plan {Castaldi, 1982). An example of part of a preventive maintenance schedule
is shown in figure 3.5. Note that this list only shows what should be iuspected
and when. It does not contain information on the actual maintenance to be per-
formed or the parts to be replaced. That listing would be more detailed than the
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Equipment Jan  Feb Mar Apr May June Jd Aug  Sent

Bollar-clean X
Bodar— X X X X
nspeact
Hot water
pumps X X X X
Linivents X
Thermostats X
Preumatic
controls X X X X X X X X X
Roof exhaugt X X X
Roof inspec-
tion
Elact. panel
boxes X X X
Alr condiion-
ing controls X X X X X
Kitchen ex-
haust X X X
Bleacher in-
spect.
aym X X X X
stadium X X
Figure 3.5. A Preventive Maintenance Schedule (Partial).

List presented. Such a list can be computer generated and contain cost and tme
estimates as well as a schedule for replacement and maintenance.

THE BUILDING WALK-THROUGH

While these preventive maintenance plans are certamly important to the effi-
cient runming of the school machinery, this section suggests expanding the con-
cept of preventive maintenance to one which will help protect the health and
safety of the people in the building, especially the students. At the same dme,
this plan can help reduce the chance of lawsuits against the school district.

One reason schools are sued is because they are charged with negligence.
A court looks at a case and judges whether the school staff member or the
school board took action that the average, reasonably prudent person would
take in the same crcumstances, Failure to exercise this care is considered
negligence.
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At one time, government institutions like schools were immune from tort
Hability under the concept that “the king can do no wrong.” This is no
longer true (Alexander and Alexander, 1985).

Let us ook at an actual example of a school maintenance problem which
could have been prevented but which led, instead, to a successful lawsuit
against the school.

In a 1978 incident (Wilkinson v. Hartford), a twelve-year-old boy (David
Wilkinson} was participating in a physical education class m the school gymna-
sium. He and other students went to the Tobby of the gym to get a drink of wa-
ter during class. While there, David and another boy raced from one end of the
lobby to the other end to determine the order they should be positioned when
they returned to the gym for the next relay race. David reached the end of the
lobby, pushed against a glass panel, and fell outside through the broken glass.

While the court found the teacher was not neghigent, it did find the school
board negligent, The reason? The school had replaced a similar panel at the
other end of the lobby with safety glass after a person had walked through
the plate glass panel. The school board was found liable because it had ac-
tual knowledge of a condition unreasonably hazardous to its students and
did not remedy the situation. In other words, the board did not take the ac-
tion that an average, reasonably prudent person would have taken in the
same clrcumstances.

Decisions like this mean that school administrators must inspect the condi-
tion of the buildings and grounds, identify areas which need to be repaired or
changed, and follow through to make certain that the work is completed. This

spect the buildings and grounds on a regular basis (just like the mechanical sys-
tems are inspected) and repair and document those areas which are found to be
hazardous (Sharp and Walter, 1992). Again, it is the building principal who
needs to assume the responsibility for this preventive maintenance and oversee
the work of the custodians in inspecting and correcting the deficiencies.

For a preventive maintenance plan to work, there must be cooperation
and a sense of ownership from all involved. Principals and custodians who
are new to the building should be given a background sketch of the age of the
building, the size and boundaries of the school grounds, the number of
rooms and their uses, and the size and capacities of facilities such as the gym-
nasium, cafeterfa, and auditorium. It is also wise to inform these people
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about the latest dollar valuation of the school property. This orientation
should give these new people a sense of ownership in the buildings as they
begin their jobs.

An integral part of this expanded concept of preventive maintenance is
the building and grounds walk-through. Once a week, the building principal
and head custodian should walk the school and the grounds to find poten-
tial problems. I it is a large facility, then the building walk-through can be
done In wings on a rotating basis throughout the year. The important thing
is to establish a list of places to inspect and do it on a reguiar basis.

The purpose of the walk-through is to inspect the facility, identify areas
which need repairs or which are hazardous to health or safety, and see that
previously identified hazards have been eliminated since the last inspection.
Just as the usual concept of preventive maintenance prevents breakdowns of
the school’s equipment, this expanded concept of preventive maintenance
prevents injury involving (and lawsuits from) the school’s inhabitants. In ad-
dition to this main purpose, the building walk-through also shows the teach-
ers that sumeone cares about their working envirenment and demonstrates
to the custodians that someone is checking on their regular cleaning work
and on their preventive maintenance repair work.

A typical walk-through is usually done with a notebook to write down
areas where potential needs are felt. Some admimstrators prefer 10 use
small tape recorders, but the comments noted in writing can provide a pa-
per trail which may be useful. Rather than start with a blank notebook, it
is better to have a checklist of items to be examined each time. The princi-
pal can modify this list and add to it as necessary. After each walk-through,
this list should be filed for checking the next time. The checklist may in-
clude such items as

e for hallways—condition of floors, lockers, ceiling tiles; locks and panic
bars; hights; dust, dirt, and water on the floors; glass panels; stairways

* for classrooms--chalkboards and tackboards; lights, electrical equip-
ment, and plugs; furniture {broken parts, loose sections); ventilation;
curtains and blinds; windows; sinks and drains

* for special areas--the art room, the industrial arts room, physical edu-
cation rooms, science labs, home econemics, the school kitchen, and
TESIrooms
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Each special area has unique purposcs, special equipment, and, if not in
proper working order, dangerous equipment. These areas need to be in-
cluded on the checklist and checked carefully.

In addition to rooms frequented by students, the checklist needs to -
clude such areas as incinerator rooms and boiler rooms. Check to see that
equipment is working properly and that no one is storing such objects as pa-
pers, oily rags, gasoline cans, and acrosol cans in these areas.

Many administrators and custodians forget dangers that may exist out-
side the building. The walk-through should not stop at the building doors
but extend into the school grounds as well. Check the trees to see if there
are low, overhanging branches that can hurt someone walking or playing
nearby. Also, the walkways need to be checked for significant eracks, bro-
ken concrete, and other hazards. Open drains can be a problem as can
ditches, gratings, and holes which have mysteriously appeared in the
schoolyard. In addition, when walking around, look for Joose stones or
picces of bricks around shrubbery, flower beds, or windows. These loose
objects can result in injury from tripping or from being thrown. Electrical
outlets that are used for outside trimming can also be problems. Each
should have a cover on it, preferably of the locking variety, and should be
fitted with a ground fault interrupter.

When outside, check outdoor lighting, schoel signs, parking areas,
fences, playing fields, and {for clementary schools) playground equipment.
Many of today’s lawsuits result from injuries to students using school play-
ground equipment and playing fields. Be sure to include these areas on the
walk-through checkbst.

Maintaining a safe and healthy school environment is no longer just a
moral and ethical concern but also a legal concern for today’s educators,
Since the Hlinois Supreme Court {Molitor v. Kaneland, 1959) ended school
district immunity from tort liability, school administrators have increasingly
become targets of litigation. Though the risk of lawsuits cannot be elimi-
nated, this expanded concept of preventive maintenance can reduce the fre-
quency and severity of school accidents. With a little preventive mainte-
nance, admanistrators can efiminate potential hazards, reduce lawsuits, and
establish safe, healthy school environments. The key to ail this is planning—
preventive maintenance—that allows the administration to stay on top of
what is happening within each bwilding, The steps administrators take today
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Date of inspection

Peaple involved in inspection

Area inspected Comments

Follow-Up Check

Classrooms

Chalkboards

Bulietin boards

Ceilings

Lights

Electrical

Student desks

Teacher desks/tables

Ventiation systems

Windows

Curiains/biinds

Habiways

Fioors

Students’ lockers

Drinking fountains

Ceiling tiles

Lights

Stairways

Art room

Kiln

Tabletops

Sinks

Storage

Kitchen

Sinks

Dirains

Freczers

Lights

Floor

Ventilation

Disposals

Restrooms

Flear

Toilets

Sinks

Mirrars

Dispensers

Drains

Stalls/doors

Figure 3.6.  Building Walk-Through.
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Area inspected Comments Follow-Up Check

Qutside areas
Shrubbery/trees
Signs
Lighting
Sidewalks/curbs
Parking/sidewalks
Fencing
Bricks/stones/rocks
Elect, outiets
Playground equipment
Ashietic fields
Crtside faucets

Figure 3.6. (continued)

can save time, embarrassment, money, trouble, and possibly even lives in the
future. An example of a building walk-through list is shown in figure 3.6.

EMERGENCY PLANS FOR A BUILDING

Building principals should have emergency files in their desks, with plans for
possible emergencies. This file might bave sections concerning fires, storms,
earthquakes (or tornados or hurricanes, depending on area), school strikes,
and facilities (also, see the chapter on school safety). The purpose of the file
is to provide immediate information to the principal. While the information
could be put on the principal’s coraputer, there should also be 2 hard copy in
the desk, since this information may be needed when there is no electricity.
Some of the information contained in the file may include:

1. Fire—Phone numbers of fire department and police; list of people 1o
notify immediately (superintendent, other central office personnel,
ete.); hst of bus drivers and phone numbers (unless central office calls
them to pick up children early); the school evacuation plan; the fire
drill plan; and things to take from the building during a fire. This last
item needs some explanation: Obviously, the most important thing is
for people to get out safely. With that priority m mind, someone
should be trained to automatically take things like computer disks con-
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taining student grades and attendance, All such school records should
be kept in duplicate in a vault or other safe place, to be grabbed and
taken out of the building by the assigned person. Thought should
have been given, before the fire, to where school can be held if the
building is burned or damaged in a storm. A few hours of study can re-
sult in a document with ideas for the temporary school being placed in
this file.

. Storms, earthquakes—Many of the same iterns histed above could be
repeated here. There are some addidonal concerns. The building may
be fine but have no electricity. In fact, this happens often. The file
should have the procedures for dealing with a dark building—move
students to new areas? Restrict access to some areas? Cancel lunch?
Limit or eliminate after-school events? Are the restrooms too dark? Is
the bulding t0o cold? Agan, discussion at administrator or teacher
meetings can clarify these procedures, They shouid be put into writ-
ing and filed for future reference. Schools located in areas which may
have special problems {tornados, hurricanes, earthquakes) need to
give attention to the preparations which can help in the event of an in-
cident. There are professionally prepared materials designed to help
people prepare for each of these possibilities. The principal shouid
obtain this information and select that which is appropriate for the
emergency file. For example, information on earthquakes hists iems
which you should have availabie in 2 classroom or in the building and
ways to prepare for an earthquake.

3. Scheol strikes--Organizations like school board associations, superin-

tendent groups, and principal organizations have printed information on
preparing for school strikes and procedures to follow during a strike,
While the overall strike procedures have to come from the board of edu-
cation and the supenintendent, the principal can keep this information in
the emergency file and can be alert to things which he or she might have
to address, such as extracurricular activities, including athletics and ath-
letic practices, evering schools held in the building, special education/
vocational education classes held outside the building, security of the
building, receiving of commaodities and supplies during a strike, trans-
portation of staff and students, laws on picketing, district policy on deal-
ing with the press, and food service in the building, Even if the principal
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does not have the final say on many of these items, it 1s still beneficial to
have studied this material and to be able to contribute to discussions at
the admumstrative mectings on a peading school strike.

. Bomb threats—The administration should discuss this potential
problem and develop a district policy and procedures for dealing with
such a threat. Communications are important. Who is notified? What
information is shared? What are the teachers and staff told? Who con-
tacts the police? H searching for the bomb is part of the procedures,
who performs the search? How open is the search? Who can train the
people who will do the searching if they are staff members? Also, some
schools have coded messages that can be relayed to teachers, either in
person or over the intercom, to alert them to the threat. Most school
districts will have a bomb threat at some time, though not usually an
actual bomb. Thus, cach principal needs to have a set of procedures
available in the emergency file.

. Facilities—Finally, there should be some items regarding facilities in the
emnergency file. Here are some items suggested by Lane and Betz (1987)
as things a principal should know. They are very appropriate for the file.

* location of controls for heating, cooling, water, lighting, clocks

* focation of circuit breakers and all alarm systems

* location of blueprints for the building

o fire and disaster drill formats

* location of master keys and spare keys for the buiidiag

¢ information on the operation of the telephone system and the pub-
lic address system

* information on who to contact {with telephone numbers) for the
above items

I the district has a telephone directory of all staff, place 2 copy of that in the

file. Also, if some administrators have unlisted office or home numbers, have

those available. {Unlisted office numbers? Yes, sometimes it is helpful to

have, in addition to the public numbers, unlisted and unpublished private

office phone numbers for each principal and the superintendent. These peo-
ple can then communicate with each other directly on lines unknown to any-
one else and almost always available.)
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ESTIMATING NUMBER OF CLASSROOMS NEEDED

Estimating the number of classrooms needed at the elementary school using
a self-contained model is fairly simple--divide the number of second
graders, for example, by the appropriate class size (where appropriate class
size can mean the principal’s opinton, tradition, negotiated class size, ete.).
Or, working backward, principals may simply divide the students by the
number of classrooms {or teachers). The number of classrooms needed will
always work out with this latter method!

1t is more complicated at high schools (and some junior highs) where
students sign up for individual courses. How can a principal determine
the number of classrooms needed for all English classes, for example,in 2
high school of five hundred students? Nelson {1972) developed a formula
to estimate the classrooms needed (some of the symbols have been
changed):

CR = {E X PW)/(A X MS X 80}
where

CR = number of elassrooms needed
E = anticipated envollment
PW = number of periods a class meets per week
A = pumber of different activities in the same space at the same
time {(a gy could have more than one class at a time}
MBS = maxtmum class size allowed
SO = percentage of time (as a decimal) that you want the space
occupried

For this example, we have five hundred high school students (E}, each
meeting in class for five periods a week (PW). Since this is for English classes
{not physical education, for example), only one activity (English class) will
occur in cach classroom (A}. The maximum class size {MS) for English has
been determined to be twenty-five for this example, To determine the time
that the room should be occupied or scheduled {SO), multiply the maxi-
mum possible class periods by the desired percentage: At this school, there
are six periods a day for classes for five days a week, or thirty class periods.
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Although using rooms for 100 percent of the time would seem to be the most
efficient, principals do need rooms for other uses during the school day. In
this example, the principal decided to occupy rooms 90 percent of the time
in order to have some flexibility: 90 percent of 30 class periods = 27

CR = (E X PW){A X MS X $0)
CR = (500 X 5)/(1 X 25 X 27)
CR = (2,500)/675)

CR=3.7

The principal should allow for four classrooms for the English classes in

the high school,

USE OF COMPUTERS FOR FACILITY MANAGEMENT

Mention has already been made for several uses of the computer. The deter-
mination of the number of classrooms needed, as just presented, certainly can
be done easily on a computer. Eardier, it was suggested that the preventive
maintenance program could be scheduled by a computer, including what to
de, when to do it, what equipment or supplies are needed; how much it will
cost; and how long 1t should take to complete the procedure. Using a data-
base, the principal can put part of the emergency file on the computer {mak-
ing sure to keep a hard copy in the desk) and can keep track of items to be re-
paired s a result of the regular bulding walk-through. Still another use of the
computcer is to use a database to keep track of the bwlding inventory of equip-
ment. Imually, the principal will have to take an inventory of every major item
in the building and log the name of the item and its location in the database,

Some schools go a step further in marking each item with a number which
is also entered into the computer. As new equipment is purchased, this in-
formation can be placed into the computer with any additional desired -
formation, such as the cost of the item and the purchase date. Using the data-
base, the principal can call up the information in any order--by the
equipment pame (ali computers, for example, regardless of location), by the
location (all equipment located in the office or in room 201}, by the purchase
date, and so on. An example of this type of information is given in figure 3.7.
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Hem Barchesed  Dale Purchased Cost of Hem Asxignad lLocalion of item
Dest TrEa8 25400 Ferry High 107
Desk S50 t40 Parry High 103
Desik 3/6/88 234,00 Centrat Office 24
Char 8IS0 a5 Contrat Office 2d
Chmr 7/8/8% L Johason Elem. 103
Chair H/5/87 rai) Johagon Etem. 101
Computsr *417 BrES9G 483 Johnson Efem 102
Comnpater #400 7/6/86 7% Contrat Office 24
Cotrputar #X75 9T 1,250 Johnson Elem. 1CY

Here are the same items listed according (o ttem {Computers).

{tem Perchused Dste Purchasad  Cost of item Agsigned Location of item
Computae =375 SS90 1.250 Jobesor Elem. 103

Carmputer #4500 6586 a478 Central Office 24

Computer ®217 B/6/90 a85 Johnson Elem. 102

Here are the same items ltsted according to tocation {Central Office 243

oo Purchased Date Pyurchased  Cosl of Ham Asnigned Location of [fem
Desk

356788 23400 Contrai Office 24
Chair 87196 35 Contrai Office 24
Computsr *400 15/86 87 Centra: Office 24

Al of these lists came from the same datz base. The computer can be
agked to sort these items according to any desired category.

Figure 3.7. Examples of Data Base Inventory Prinfouts,

AN ALTERNATIVE: CONTRACTING OUT SERVICES

One alternative to having the district’s own employees provide a service Is to
contract out the service to a private company. Many school districts contract
maintenance, food service, andfor pupil transportation. Each district needs
to examine its own ability to supply the service and look at the advantages
and disadvantages for that district. Here are some of the advantages which
some districts find in contracting out services:

I. There are no unions or negotiating. Since the people providing the
service are not school employees, the schoel district does not have
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to deal with negotiations, grievances, or employee unions. Often, the
ernployees of the private firms are not unionized, and even if they
are, the unions are affiliated with the private company, not the school
district,

2. The responsibility is clear. Often in smaller districts, no one has
overall responsibility for providing the service. For example, the
small district may not have a director of buildings and grounds or a
head of maintenance, While the superintendent has the responsi-
bility, he or she is also responsible for everything else, and mainte-
nance may not be high on the superintendent’s agenda or high on
his or her list of expertise. When services are contracted out, the
company puts a person in charge of the service, someone who has
the responsibility for the service—and who is not responsible for
anything else.

3. The school may lack expertise, While the district may have custodi-
ans who can clean satisfactorily, it may not have anyone who can han-
die preventive maintenance or plan and organize the custodians mto
tcams to execute any periodic maintenance functions. Similarly, the
district, lacking the expertise, may not have the correct or up-to-date
equipment for many jobs. The company contracted for building
maintenance will provide someone with expertise to train the staff,
supervise the work to be done, and provide the necessary equipment
at the company’s expense. {The equipment remains the property of
the company, of course.}

4. It can save money, Most companies that provide services can show
that they can provide the service at a lower price, Lieberman (1986}
states that In private companies, thrift, economy, and the bottom
line are more important than they are in schools, He fecls that these
private companies will find ways to provide the service at a savings
to the school. Moreover, he feels that these cost-saving methods and
attitudes of business will spill over into the school district in other
activities,

Since mest school districts still provide services through their own em-

ployees, there must be some advantages to this option and some disadvan-
tages {0 contracting out services. kHere are some of the disadvantages:
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1. The company employees are not district employees. There 1s often a
very beneficial relationship between the principal and the custodian,
the cook and the teacher, and the bus driver and the assistant princi-
pal. When the workers providing these services are not school district
employees, this relationship may be lost to some extent. The loyalty of
a worker is usuaily to the people who hire, pay, and evaluate the em-
ployee. That person works for a private company, not the school dis-
trict, when services are contracted out. Farlier in the chapter there was
discussion of the conflict that can arise between the school principal
and the central office maintenance person {when one exists). In that
discussion, both administrators were school district employees re-
porting to the same superintendent. When services are contracted out,
the central office maintenance person is not a school employee. The
conflict discussed can becorme worse, and the solution (meeting with
the superintendent} is not as easy, since one person does not report to
the superintendent as a district employee.

2. Expenditures may be harder to control. While the overall costs may
be lower, as stated earlier, individual expenditures may be harder to
control. For example, when district employees provide services,
there is a budget for expenditures for the service which is provided.
A district employee requests supplies, equipment, or repairs, and
the administrator decides whether to approve them. When the ser-
vices are comntracted out, the requests for supplies and repairs
(equipment is usually provided by the company) come from some-
one who is not a district employee. This supervisor is not concerned
with the district’s budget, but with the ability to perform the service.
In general, the more supplies and repairs that can be purchased or
done, the better the job that can be done. Also, the outside supervi-
sor has a contractual edge. He of she can state that in order to have
the staff perform up to the specifications or guarantees of the con-
tract with the district, certain expenditures are necessary. To refuse
these expenditures may invalidate the contract, the outside supervi-
sor may claim.

3. There are political problems. While most district-employed mainte-
nance personnel, cooks, and bus drivers are local residents, a private
company can use its own staff, although it usually retains the district’s
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staff initially. There is a fear locally that all the staff will be shipped in
from afar, and no local people will be hired. Also, if the private com-
pany is unionized and the staff goes on strike, the school district ad-
ministration is not In a position to solve the probiem as it is with dis-
trict employees.

A CASE STUDY

One of the authors, while a superintendent in Indiana, used contracted ser-
vices. This is a brief description of that experience.

One of the board members in charge of facilities at a large Indianapolis
hospital suggested that the district investigate the possibility of contracting
out services for maintenance and food services. Although the board of edu-
cation decided to keep the current arrangement for food services, it did de-
cide to contract out maintenance,

The first step was to locate and invite representatives from several com-
panies to make presentations to the board of education. Following these
presentations, the board members and the superintendent visited the com-
panies at their headquarters and later talked to people who used their ser-
vices. The companies examined the district budget and stafhog and made
proposals, explaining exactly what services they would provide, with what
staff, and at what cost to the district. The costs were below the amount
spent by the district for personnel wages and benefits, supplies, and equip-
ment. The board picked one of the companies and signed a contract for
maintenance services, The company was paid monthly, and the contract
specified the fixed monthly cost. On the night the board of education ap-
proved the contract, it also released all of the custodial/maintenance staff as
district employees.

The company which the board had selected agreed to hire ail of these
employees at their current salaries the next day. The following morning,
the superintendent and company representative met with all of the affected
employees to explain the changes and assure them that they were still em-
ployed, although not by the district. The company brought in a full-time
supervisor to train the staff, work with the superintendent, and represent
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the company. At first, there were some problems, because the employees
did not like the board’s decision and were, understandably, anxious about
the new arrangement and supervisor. One of the unanticipated problems
was the issue of accumulated sick leave and vacation leave. When the staff
asked the new company what would happen to these accumulated bene-
fits, they were told that they had no accumulated benefits because they
were new employees, The board of education eventually paid these bene-
fits in cash to the employees since they could not take leave {earned with
the school district) with the new employer. The decision to switch to con-
tracted services for maintenance was made in 1983 and, according to sup-
porters and former critics alike, it has been a success and is still in exis-
tence as of this book’s publication.

SUMMARY

This chapter discussed the role of the bulding principal in maintaining the
school facility. Cleaning, mantenance, avoidance of hazards in the building
and on the grounds, emergency plans, and preventive maintenance were
among the topics included 1n the chapter. The following chapter will discuss
public relations, both mnside the building with the staff and students, and
outside the building with the parents and community.

THE PRINCIPAL’S CASEBOOK

The Case of the Wiggling Wire

In making your usual weekly building walk-through, you found a loose elec-
trical wire in an outside receptacle. Because you are not much of an electri-
cian, you are not sure how dangerous it is or whether it is even live. You
know enough not to touch it, however. Some kids in your elementary school
are playing outside and a rabber ball bounces off the building a few feet from
this receptacie, Your custodian is probably cleaning up in the cafeteria or eat-
ing his hanch somewhere in the buiiding.
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Questions to Consider

¢ What do you do first® Next? Afier that?
Should this have been caught carlier?
Who is responsible for seeing i#t?

Can you leave the area?

L

Should you?

REFERENCES

Alexander, K. and M. D. Alexander. 1985, American Public School Law. 3t. Paul,
MN: West Publishing.

Borowski, P. 1984, “Maintaining a Computerized Building File.” CEPF Journal
22(5): 18.

Castaldi, B. 1982. Educational Facilities. Bostor:: Allyn and Bacon,

Kowalski, T. J. 1989, Planning and Managing School Facilities. New York: Praeger.

Lane, K. and L. Betz. 1987. “The Principal New to 2 School—What Questions to
Ask abeut the Facility” NASSP Bulletin 7H{502): 125-127,

Lieberman, M. 1986. Beyond Public Education. New York: Praeger.

Molitor v. Kuneland Community Unit District Ne. 362, 1959, 18 1. 2d 11, 163
N.E.24 89,

Morris, J. 1981, “Developing a Small Scale Preventive Maintenance Program.”
American School and University 53(8): 15.

Nelson, N. 1972. “Performance Specifications: Determining Space Requirements”
West Lafayette, IN: Purdue University,

Sharp, W. L. and J. K. Walter. 1992, “Preventative Maintenance: Toward an Ex-
panded Concept.” The Educational Facilily Planner 36{4}: 11-13,

Stronge, L. 1987, “The School Building Prinapal and Inventory Control” CEPF
Fournal 25(6): 4-6.

Wilkinson v. Hartford Accident and Indemnity Co., 1982, 411 So. 2d 22,

70



PUBLIC RELATIONS

INTRODUCTION

o many people, public relations means promoting the school through-
Teut the community and fostering and nourishing a positive relationship
between the school and the citizens of the community. While this is an im-
portant part of public relations {(and will be included in this chapter), it only
constitutes half the public relations program. The first half should start in
the school itself—internal relations among the various individuals and
groups represented in the school and in the school distnct.

The superintendent of schools, under the direction of policies set by the
board of education, must take a lead in the pursuit of good public relations,
both inside and outside the district. This book, however, 1s concentrating on
the principal’s various roles and, therefore, will not discuss the role of the su-
perintendent or school board, except to state that the principal needs to be
aware of these roles and be aware of what role the superintendent wants the
building principals to play m public relations.
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First, to have good external public relations, the school needs to have
good mternal relations. The teachers, custodians, secretaries, and other staff
members represent the school to many people outside the building. How
these people feel about their jobs, the progress of the school, the behavior of
the children, and the curriculum of the school is communicated directly or
mdirectly to parents and other local citizens.

INTERNAIL RELATIONS

What would promeote internal morale? What would make employees more
satisfied with their overall situanon? A couple of studies might suggest some
answers. George Mason University (1982) studied employer-employee de-
sires and found that while the employer thought the most important desires
of the employees were good pay, job security, and promotion, the employees
themselves histed their goals as interesting work, an appreciation of ther
work, and a feeling of being in on things. Another report stated that em-
ployee needs included five major areas: the opportunity to do something sig-
nificant, recognition that they made the most of this opportunity, sense of be-
longing and being a part of things, economic security, and emotional security
{Executive Reports Corporation, 1971).

Suggestions for the Principal

The principal must be in charge of the internal relations program in the
buiiding. The program should include carefully planned aspects as well as
very informal aspects. The goal should be tied to the research stated earlier—
to make people feel that what they do is important, to recognize people for
their work, and to make them feel a part of the process and progress of the
school, Following are some suggestions for the principal te consider when
developing the internal relations program.

Treat People Fairly

Everyone wants to feel that they are treated fairly. Sometirnes, if the principal
would only explain why he or she took some action, the action would be
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perceived as fair. It is so casy to issue an edict, send a memorandum, or tell
someone to deliver a message to someone else. Often, the receiver of these in-
structions gets upset simply because no one explained the motivation behind
the mstructions—no one took the time to talk to him or her personaily. It
does take extra time to talk to individuals, explain what is going on, and ask
for their help, Think of the difference between these two requests:

e Principal Smith realizes that he needs a teacher to supervise an area on
short notice and drops a note into John’s mailbox telling him to report
to that location at 2:00 P.M. to supervise.

* Principal Jones realizes that she needs a teacher to supervise an area on
short notice and speaks directly to Mary, telling her that there is a spe-
cial need, that she knows Mary has a busy schedule, and she reaily
needs her help today.

While both John and Mary are inconvenienced by the assignment and
neither may like having it, Mary at Jeast understands the situation and has
been told by the principal that she is needed. People want to be treated fairly,
and part of that fair treatment is explaining things to them. Most staff mem-
bers, if they think they have not been treated fairly, think they have been
treated quite differently than someone else in the same circumstances. Tak-
ing the time to talk and explain situations minimizes this feeling,

Claryfy Roles

An earlier chapter discussed what can happen when a principal and a cen-
tral office administrator assign a custodian to do two different tasks at the
same time. It causes confusion and conflicting loyalties, and it results m
power plays. Everyone needs to know what his or her role is: what is sup-
posed to be done, when it is to be done, and who is responsible for giving in-
structions. For many in the building, it is obviously the principal who is the
immediate boss. However, for some it can be confusing—for the custodian
just discussed, for the teacher who works in more thas one building, or for
the special education or remedial teacher who also reports to another per-
son. These and other staff members need to feel secure in their jobs and in
their professional relationships. The principal needs to make sure he or she
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understands the relationships and then needs to discuss them with the peo-
ple who are in this situation.

Open Up Communications, Part

Obviously, this is related to the preceding points, but it is also something
more. A principal may say there is an open-door policy in the office, but the
frown on the principal’s face, or the stern look of the secretary, may bring that
apen-door policy into question, Staff members know whether the principal
really wants them to come in and talk about concerns or questions. The atti-
tude of the principal becomes apparent and everyone knows what it is. If the
principal smiles, welcomes stafl members, even gets up to greet them some-
times, or comes out of the office to say hello to someone in the outer office,
staff members will notice it and remember it. And mentioning the secretary
is not just an accident. If the secretary takes her gatekeeping responsibilities
too seriously, she may prevent a well-meaning principal from having the
open-door policy which the principal described to the staff.

On a personal note, one of the authors of this book had one of his sec-
retaries tell a bus driver, “Dr. Sharp does not want to see you.” It happened
that Dr. Sharp did not even know the bus driver was there, and he certainly
had never given those instructions to the secretary, The driver was a rela-
tive of a scheol board member, and Dr. Sharp was the superintendent.
When the school board member heard this, he did not believe it sounded
like the superintendent’s usual behavior, so he talked with him, and they
both discovered that the secretary had taken on this responsibility without
any instructions, This incident started an investigation and resuited in the
dismissal of the secretary. Had the bus driver not been related to the board
member, he could simply have spread the word with masy other staff
members that the superintendent did not want to talk to them, at least not
to bus drivers.

Open Up Communications, Part IT

Get out of the office. Principals have so much work to do, so many phone
calls, so much paperwork, and so many students and staff members who

come to the office that they could sit behind that big desk all day long and
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keep very busy. But the principal cannet do that. Principals need to get out
of the office and into the places where other people work—classrooms, cafe-
terias, gyms, lounges, hallways, and outside the building. These times should
not just be when principals have to be there to evaluate someone or to deliver
a message. They need to be there without an agenda, to be accessible, to talk
to people, to observe the school in action, to pat someone on the back, or to
wave to someone 1 the distance,

The principal is the leader, and a leader should be seen. it is fine to for-
malize some contacts, like going to student council meetings or sending
guestionnaires to seniors or graduates to seek their opinions about the
school. There are very good reasons to do these things. But the principal
needs the informal contacts, too, since many school people will not be in
the student council or respond 1o a formal questionnaire. The principal can
also meet with the faculty without having a formal faculty meeting. An ef
fective technique is to invite faculty members to meet after school, without
the usual agenda, and ask for their comments about the school. Stick to the
plan and do not make announcements, hand out materials, or give speeches.
Invite them to come, and let them talk about their concerns. Note that thas
section mentioned students. Sometimes the principal, in thinking about in-
ternal relations, thinks only about the teachers or only about the staff mem-
bers, Students must be included in these thoughts about internal relations
as well,

Open Up Communications, Part I

Yes, communication 18 so mportant it takes three parts to discuss, “If prin-
cipals want to be sure a message they have sent has been received and mter-
preted in the intended way, they should question and receive feedback to de-
termine the accuracy of perception” (Wood, Nicholson, and Findley, 1985,
p. 108). Certainly, principals need to send out bulletins, make announce-
ments over the intercom system (but so often?), send e-mail messages, and
support an internal newsletter for the stafl. But, as this quote says, it is -
portant to have follow-up to sce whether the message sent was the one re-
ceived. If the important word for real estate people is location, location, lo-
cation, the word for principals is communication, communication,
cormunication,
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Recognize Groups and Individuals

There are many ways to recognize people informally with a pat on the back
and formaily with a recognition program. The principal needs to know the
school staff well before establishing a formal recognition program. What is
successful and well received at one school may be considered an insult at an-
other. One of the authors, a supenintendent of a disinct with four high
schools, asked each principal to come up with some way to recognize out-
standing teachers, Two principals chose to do the same thing—have the fac-
ulty select an outstanding teacher for the year and recognize that teacher
pubticly with pictures and a story. One school faculty liked the idea and fol-
lowed through, selecting a very good teacher to honor, The other school fac-
ulty refused to participate, stating that they were all outstanding and could
not select one teacher as any better than the others.

Here are some ideas which have been used successfully in particolar
schools: a birthday card sent to the home of each staff member with a short
personal message from the administrator; a party with a cake for all the cocks
(not baked by the cooks), all the bus drivers, or the teacher aides, with a short
thank you from the principal; a pen or plaque given to staff members who have
been with the school for five years, ten years, and so on; and a reserved park-
ing place with a special sign for a month for someone who has been selected
for an achievement. There are many other similar ideas which prncipals use.
The main thing is to decide what is appropriate and what would really be ap-
preciated. For example, making staff members come to an 8 .M. board meet-
ing, dressed up, to shake hands with board members and recetve 2 pen may not
be the high point of the week for some staff. On the other hand, the custodian
who has been in the school for twenty vears may long remember an honor like
this. Who is to know what to do? The principal. Talk to people, get their reac-
tions, find cut what they appreciate, and be flexible.

Share Decision Making

Share decision making with the staff, to the extent that & can be done in your
school. The latter qualification is mentioned for several good reasons. Some
principals are very open to some types of shared decision making but would
not consider other forms. Some principais have a hard time sharing any de-
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cision making with assistants, let alone with other staff members, The same
range of attitudes is shared by superintendents and board members. If a
prineipal wants to have some form of shared decision making, 1t is best to
check with the superintendent 1o see what his or her attitude is regarding
this form of administration. We should not forget the teachers, who, as indi-
viduals, will also have divergent views about the subject. It is not true that all
teachers want to be involved in making decisions about the school. Some
want to be involved in all decisions, others are happy that selected staff mem-
bers can be involved (but not them), and still others want to be left alone to
teach, letting the principal make the decisions and 1ake the responsibility.
Know your superintendent, know your facuity, and know yourself before
Jumping into any shared decision-making efforts.

SHARED DECISION MAKING, PARTICIPATIVE
MANAGEMENT, EMPOWERMENT

Keith and Girling (1991, pp. 41-42), in discussing participative manage-
ment, suggest that information should flow both up and down the organiza-
tion, that ideas need to be shared, and that teachers need to be involved in
decision making and in planning for the school. Kanter {aited in the Keith
and Girling, p. 38) feels that empowerment has benefits for both the indi-
vidual and for the orgamization, improving productivity for the organization
and creating feelings of fulfillment, team identity, and cooeperation (with the
administration} for the employee. Furthermore, research seems to indicate
that there is a significant correlation between participative management and
employee satisfaction and organizational productivity (Miller ¢t al., as men-
tioned in Keith and Girding, p. 33).

Principals need the support of their staffs to be effective or to make
changes in the school. One way to secure support is to have the staff share in
decisions so that the goals of the school and the procedures used to reach
these goals are not handed down by the administration, but are mutually
agreed on. Harrison {1987) has stated that decisions made by such a coop-
erative group are better decisions than those made by one person, such as a
principal. Not only do principals get better support on decisions through
shared decision making, they also get better decisions for the school.
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A Case Study

There are many ways to involve a stafl in making decisions, and these are
known by different names: shared decision making, participative (or partici-
patory} decision making, teacher empowerment, and others. The extent of
the involvement of the staff differs from place to place. Many principals have
used a principal’s advisory council for years, asking teachers to choose rep-
resentatives to meet with the principal on a regular basis. What actually hap-
pens in these meetings varies from school to schoel. At one school, the group
may be quite involved in discussions, helping the principal make decisions,
while at another school, the group may spend most of the time listening to
the principal explain what he or she intends to do. Needless to say, having an
advisory council does not necessarily mean that there is any shared decision
making. At the other extreme are examples where teachers are responsible
for the decisions, and the principal is more of a facilitator,

That is the case at Central-Hower High School in Akron, Ohio, an inner-
city school with nearly one thousand students, 45 percent of whom are
black, 45 percent white, and 8 percent of the remainder Asian, In 1984, the
faculty, school administration, central administration, and the board of edu-
cation worked together to formulate a structare to involve the faculty in the
decisions of the high school, While the initial steps were not unique, the fac-
ulty became more and more involved in decision making, and this process
led to their unique governance system.

Supported by the administration, a Faculty Senate was formed. It con-
sisted of the high school principal and eight teachers elected by members of
the eight curricular departments in the school. This Faculty Senate met
every day to consider the decistons which needed to be made in the policies
of the high school, under a constitution which was approved by the school
faculty and the board of education.

Each decision is decided by a vote of the Senate, with each member, in-
cluding the principal, having one of the nine votes, Because the principal has
no veto power over any decision, cannot chair the meeting, and vet has ac-
countability for the school, the constitution allows the principal to appeal a
decision to the central administration, Likewise, the high school faculty itself
may appeal a decision of the Facuity Senate by petitioning the Senate for a
referendum of the faculty. Through the Faculty Senate and the standing
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committees it has created (fnance, evaluation, bylaws, grants, curriculum,
professional development), the teachers at Central-Hower have taken a step
toward real involvernent in decision making beyond the classroom. In re-
search by Childs (1991}, it was found that faculty members who were at the
school between 1984 and 1990 perceived that they were more involved in
decision making in 1990 than i the past, were more willing to take respon-
sibility because their governance structure did not call for token invelve-
ment, and perceived that student achievement had increased during that
time. {Scores on standardized tests seem to confirm their feefings.) Thus, if
teachers are involved in decision making, where their participation is real
and where the decisions in which they are Inveolved are significant, then there
can be positive results for the teachers and for the students,

EXTERNAL RELATIONS

The principal needs to remember that the superintendent is n charge of the
public relations program for the school district. Any program the principal
establishes at the school level has to be consistent with that of the district
program. Since superintendents and boards of education do not like sur-
prises, the principal should check with the superintendent to be sure that the
school’s public relations program 1s acceptable to the central administration.

When establishing a school public relations program, the principal should
keep in mind that there are some school events which affect public relations-—
even if they are not considered a part of the public relations program. For exam-
ple. public presentations by students, field tr1ps by students and faculty mem-
bers to comunumity sites, commencement activities, athletic contests, and
work-study programs are all examples of activities which most would ot asso-
ciate with a public relations program. However, the school’s perception is af-
fected by all aspects of these programs—student behavior, faculty advance
arrangements, efficiency of coordination, appearance of the building, and se en.
Principals sheuld remember that public relations activities occur in many places.

For the formal part of the public relations program, that which is established
with certain goals and procedures, the prinaipal might want to consider a fac-
ulty committee. Kimbrough and Burkett {1990} suggest using such a committee
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to develop ideas on public relations for the school, then sharing these ideas with
the rest of the faculty. As stated earlier, it 1s important for the faculty to under-
stand the program and to feel a part of it. In addition, there are many resources
available from such organizations as the National School Boards Association
and those organizations representing administrator groups,

Information

One aspect of a school’s public relations program is sharing information
about the school with the community. This can be done in many ways, and
the principal should consider which way is best for different information.
Some of these information activities follow:

Open Houses and Parent Conferences

The purpose of open houses and parent conferences is usually to share
teachers’ views of their students’ academic progress with parents. They may
aiso be used to explain the school’s programs and activities.

Newsletters from the School

Many schools send newsletters to parents, telling about the recent activities
in the school and the events scheduled for the future.

Presentations

On occasion, principals make presentations or ask students to make presenta-
tions to the school board and to community groups and have student groups
{like the band or choir) put on programs for community organizations. While
part of these presentations may consist of a short performance, part is often an
explanation of the program mvelved {(e.g., the music department’s offerings).

Parent-Teacher Organizations
Especially at the elementary school level, principals often meet with

parent-teacher organizations such as the PTA (Parent-Teacher Associa-
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tion) or PTO (Parent-Teacher Organization) or similar organization. Re-
cently, the feacher part of the title s in name only in many schools, as the
meetings tend to be mostly parents and admimstrators. These meetings
give the principal another opportunity to talk about the school and its
programs and to answer questions from the group.

Community Groups

Principals are sometimes asked to address the local Lions Club, Rotary, Ki-
wars, and so on, to talk about the school, Many school districts have found
this important enough to have principals join these groups and take part i
the activities instead of just being 2 guest speaker.

Informal Growps

Some communities establish neighborhood “coffees™ so that small groups of
people in a certain residential area can get together and meet with the prin-
cipal to discuss the school.

Sentor Citizen Activities

In a more recent development, some schools have invited senior citizens to
come into the school for various activities—a lunch, a short musical program, a
reading session with certain students, or a grandmother-grandfather’s day. In
mest cases, the activity is supplemented with a visit by the principal who shares
information about the school and answers questions. Some schools provide se-
nior citizens with “courtesy cards” that allow them to come to school events ei-
ther for free or with a reduced, senior citizen’s discount. The senior citizens
seen to enjoy being with the students, and the students seem to enjoy 1t as well,

Parent Lunches

Some principals invite parents of first graders or freshmen {the people in
their first year in that building) to have lunch with the principal or meming
coffee with the principal so that the principal can speak with a small group
of parents each month.
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The Media

iy

Certainly, if the fopic 1s “mformation,
cipals must know how to work with reporters, know what 1s 2 good story to

the media must be mentioned. Prin-

them, know about media timelines, and know what information a reporter
needs to have. While there are articles and textbooks written about this
topic, this book would suggest that the principal make an appointment with
the reporter, possibly over lunch, to discuss these questions. Conditions,
such as deadlines and requirements, vary from place to place, and the prin-
apal should know what 1s needed in his or her school’s media market.
Equally important, it gives the principal and reporter a chance to get to know
each other away from the PTA meeting or the board meeting. One of the au-
thors developed a “media appreciation night™ where members of the print
and electronic media were given a banquet and certificates of appreciation
for their coverage of school events. This event helped to cement a profes-
sional, positive relationship between the school and the media. It was predi-
cated on the fact that everyone wants to feel important and appreciated.

INVOLVEMENT WITH COMMUNITY GROUPS

While the sharing of information 1s crucial to the success of a school’s pub-
Iic relations program, it is not sufficient. As Wood, Nicholson, and Findley
(1985) state, “Community relations includes involvement as well as infor-
mation” (p. 111}). Not only do principals need to speak to community
groups, but they need to establish good relationships with the members of
those groups. A principal should study the power structure of the commu-
nity and know who makes decisions, who people listen to, and who they go
to tor information.

An alternative to going out to community groups is to invite cormmumty
members in to meet with the principal. Some principals have advisory com-
mittees consisting of parents, community members, leaders, or a combina-
tion of these groups. These groups meet periodically and offer an opportu-
nity for the principal to give and receive information and opinions. A related
activity, though slightly different, is the key communicater concept, A prin-
cipal identifies those community mermbers who communicate with many
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members of the community and invites them to meet with him or her on a
regular basis. As Kindred, Bagin, and Gallagher (1990) suggest, this group
may have community leaders as usually defined but may also consist of peo-
ple such as barbers, beauticians, bartenders, restaurant owners, doctors, and
dentists who meet and talk with many people throughout the day.

Two special community groups suggested for involvement with the
principal are the business community and, if nearby, the university com-
munity. Forming links with the businesses in the community can help in
several ways, from field trip sites to resources to expertise. As Keith and
Girling (1991} state, “Not only will businesses make in-kind and financial
contributions to schooels in their community but they can supplement the
school’s academic program through field-placement opportunities for stu-
dents who are participating in special academic programs” (p. 260). Simi-
larly, the school can benefit from its relationship and involvement with
nearby colleges and universities. Partnerships between the two can help
minority student programs, enrichment programs, professional develop-
ment programs for the teachers and administrators, and the sharing of ex-
pertise and experience.

Special Interest Groups

Today community members sometimes organize into groups for a specific
purpose: to urge the start of a gifted program, to try to get the high school
basketball coach fired, to argue for or against sex education, to object to a
textbook, to object to some adrinistrative policy, or to some other cause.
These groups may include people who would not usually associate with
each other but have come together for this one cause, only to disband when
the issue is over. In years past, according to Wirt and Kirst ( 2001}, these
groups usually were larger, and the issue pertained to rmost students (like the
PTA asking for something for all elementary students). Today these groups
are smaller, and their causes often affect fewer students {special education
students, the basketball team). Principals need to be able to recognize these
special interest groups and learn how to work with them, maintaining com-
munication with their superintendents and knowing when to refer the
groups to him or her and when to handle them at the school level.
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PUBLIC RELATIONS AT THE FRONT DOOR

While all the preceding suggestions would contribute to a good public rela-
tions program, they could also be relatively useless if the principal ignores
how people are treated when they come to visit the school or call the school
on the phone. This important aspect of the public relations program is part
of an artcle titled “You Can Improve Your School’s Image WITHOUT
Spending Money,” which Is included in this book as Appendix A. Please
take a look at it.

COMMUNICATION IS A TWO-WAY STREET

While the beginning of this section on external relations discusses getting
information to the community, the latter part, detailing the necessity of in-
volving the principal with commumity groups, raises the concept of getting
information from the community. It is important for the principal to ac-
tively seck information from the parents and the community. One way is
through interaction as mentioned earlier. Another way is to seek informa-
tion with a questionnaire, “Community surveys provide a wealth of infor-
mation essential to the success of the public relations effort” (Guthrie and
Reed, 1991, p. 364).

The ways in which principals survey members of the community and
how they interpret the data received is important, While principals may not
want to elicit responses from a true random sample and have their question-
naire checked for validity and reliability, they should still be careful about the

overall process. Here are some suggestions:

1. First, surveys do not have to be written questionnaires. People can
be questioned by phone surveys or by interviews as well as by writ-
ten questionnaire. However, it does take a lot more time and person-
nel to phone people or to interview them in person. Also, the confi-
dentiahty which can be ensured in a written questionnaire is lost in
the verbal survey, at least to the person making the survey. Once the
principal decides on the format, he or she should check with the su-
perintendent to be sure the survey concept is acceptable. Check
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again when the questionnaire {or hst of verbal survey questions) is
ready to be reviewed.

In most cases, principals will send the written questionnaire to all the
parents in the school (if parents are being surveyed). However, in a
very large school with more limited resources, it might be better to
send a random sample. The number of people who need to be sur-
veyed and the method of picking those people can be determined by
reading some of the references listed at the end of this chapter.

To get the best possible response, the principal should enclose a
stamped, sci-addressed envelope with the questionnaire instead of
having students bring back the questionnaire. In this way, parents know
that their responses are confidential. It also shows that the principal is
serious about wanting people to respond. Of course, some parents will
compilain about the school spending the postage, but the principal
should be able to defend the charge if the questionnaire asks questions
which are important ones and if the admimstration acts on the results,
Be careful about the wording of the questionnaire. Be concise; keep
questions and statements simple. Use language that the people being
surveyed understand, not “educationese.” Pretest the questionnaire by
presenting it to the principal’s advisory council, the officers of the
PTO, or to another small group which is similar to the group to which
it is being sent. See whether this group understands the questions be-
fore duplicating all the copies.

. The questionnaire needs a cover letter to explam its purpose. This can

also be accomplished by enclosing the questionnaire with the regular
newsletter which explains the purpose or by having a paragraph or
two at the top of the questionnaire, In this letter or section, explain
who is being surveyed, why, and what use will be made of the results,
Thank respondents for taking the time to complete, and return the
confidential questionnaire.

. Do not make it too long or difficuit to answer. If you want to be sure

very few will respond, make it long and add a lot of questions which are
open-ended, for example, “What do vou think about the mathernatics
program?” 1o be sure that a sufficient number of people respond, make
it worthwhile {and meaningful) and ask questions which have multiple-
choice answers or can be answered with one or two words. There is
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another problem if most of the questions are open ended: the responses
may range all over the place, making it very difhicult to draw any con-
clusions as to the public’s position on the issue. It is certainly accept-
able to bave one or two open-ended questions or a statement such as,
“Please make any other comments you wish below.” However, these
should be placed at the end of the questionnaire, If they are at the be-
ginning, some people will decide not to answer anything and throw
away the entire questionnaire. If placed at the end, those same people
may mail in the questionnaire with only those questions unanswered.

7. Be careful about asking any personal or demographic questions. If it is
necessary to do so, put them at the end for the same reason as listed in
the preceding, If the person responding decides not to answer these
questions, the questionnaire, already completed, may still be returned.
Also, if there is a good reason to ask personal questions such as age or
salary {and in most cases it is unnecessary), give the respondents a
choice of responses i ranges, such as ages 21-30, 3140, and so forth.

8. Be careful about how the results are interpreted. Keep in mind that the
questionnaire probably was not tested for reliability or validity, and
the number of responses received may not be very large. Thus, the re-
sults may give the principal some 1dea of how some of the parents feel
about certain issues, but the survey may not tell the principal that all par-
ents, or even a scientific random sample, feel this way. Again, be careful
not to make more out of the results than can reasonably be made.

9. Finally, share the resuits with the public. If they have taken the time to
complete the questionnaire, give the resulis to the newspaper or inchade
them in a school newsletter. Then make use of the results, if not for spe-
cific actions, at least for discussion at faculty meetings or parent advisory
committees. Doing this will help get a good response the next time a sur-
vey is done. Aveiding these steps will tell people that answering another
guestonnaire s a waste of time and a waste of the school’s money.

SUMMARY

This chapter discussed the role of the principal in public relations in the
school building and in the cormmunity. It also discussed shared decision
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making in the school, the mechanics of using a questionnaire, and working
with community groups outside the school. The next chapter will discuss
the principal and various relationships, mainly with the superintendent.

THE PRINCIPAL’S CASEBOOK

The Case of the Phony Phone

While away at a conference in the southern part of the country, you called the
central office to talk to the supenintendent. Instead of a secretary, you recerved
an answer from the newly purchased answering machine. it responded with a
few words, obviously in the middle of a sentence, and then said, “You may
leave a message in the maitbox.” While you recalled that this meant that the
school now had voice mail and vou could leave a verbal message, you thought
about the countless people who calied and did not know this. Also, you won-
dered if the district was closed due to snow since the machine answered the
phone, You tried again and got the same result.

Questions to Consider

* Who can you call now?

* Shouid you teli the superintendent about this communications prob-
lems? Now or when you get back?

* Is this a communications problem, or is the principal overreacting?

» How helpful is the recording? Should it only be used when no one is
in the building (holiday/snow day) or also when the secretary is taking
a break or is at lunch?

» What are the benehits of an answering machine versus a human voice?

REFERENCES

Chalds, 8. 1991, Perceptions of Participative Decision Making, Prefessionalism,
and Job Satisfaction by Central-Hower High School Facully in Comparison
with Other Akron Secondary Teackers. Ed.D. diss., The University of Akron,
Chio.




CHAPTER 4

Execative Reports Corporation. 1971, Breaking the Communications Barvier. Fo-
glewood Cliffs, Nj: Prentice Hall.

George Maseon University. 1982. Report of the National School Public Relations As-
seciation Staff Renewal Committee. Arkngton, VA,

Guthrie, J. W. and R. J. Reed. 1981, Educational Administration and Policy: Effec-
trve Leadership for American Education, Boston: Allyn and Bacon.

Harrison, E. F. 1987, The Managerial Decision-Making Process, Boston: Houghton
Mifftin.

Keith, 8. and R. Girling, 1991, Education, Management, and Participation. Boston:
Allyn and Bacon.

Kimbrough, R. B. and C. W. Burkett. 1990, The Principaiship: Concepls and Prac-
tices. Englewood Clifls, NJ: Prentice Hall.

Kindred, L. W., D). Bagin, and D. R. Gallagher. 1998, The School and Gommunity
Relations. Englewood Chiffs, NJ: Preatice Hall,

Wirt, F. M. and M. W. Kirst. 2001. The Political Dynamics of American Education.
Richmond, CA: McCutchan Publishing.

Wood, C. L., E. W. Nicholson, and D. G. Findley. 1985, The Secondary School Prin-
ctpal: Manager and Supervisor. Boston: Allyn and Bacon,

OTHER SUGGESTED READINGS

Baker, C. H. 1985, “Maximizing Mailed Questionnaire Responses.” fmage 17{4):
118-121.

Diflman, B. A. 1978, Mail and Telephone Surveys: The Total Design Method, New
York: John Wiley.

Newman, 1. 1976. Basic Procedures in Conducting Survey Research. Akron, OH:
The University of Akron,

Sadler, 8. 1974. Survey Techniques for Computer Analysis. Akron, OH: The Univer-
sity of Akromn,

Sudman, 8. and N. M. Bradburn. 1982. dsking Questions: 4 Practical Guide to Ques-
fionnatre Design. San Francisco: Jossey-Bass.

L]



THE PRINCIPAL AND
RELATIONSHIPS

INTRODUCTION

he superintendent wants to hire a principal who will reflect the dis-
triet’s philosephy and who will serve as the instructional leader and
building manager. Superintendents seck principals whoe exemplify high
moral values, and they want to hire administrators who are professional in
their dealings with alf the stakeholders involved with the schook: students,
teachers, parents, and community members. Superintendents expect that
successful principals should possess both leadership and personal skills in
order to be the chief educational and chief executive officer of the building.
And in some parts of the country, an awareness of multicultural traits is nec-
essary to provide quality education for a diverse population. Principals must
show the superintendent that they have a desire to serve the students, work
professionally with the staff, and are willing to involve the community in the
education of their children.
There is certain behavior, or etiquette, which is expected of principals by
their supenntendents. Quite often in the hiring process the supernntendent
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holds certain expectations of the new principal, but these are not always ver-
balized. The beleaguered new principal, trying to appear competent, will, too
often, get off to a bad start by trying to carry too much responsibility alone.
This approach can result in “blindsiding” the supenintendent with the conse-
quences of bad decisions. The superintendent should act as a mentor for new
principals so that they wili not fail. The superintendent should be the rudder
guiding the new principal, but the superintendent should not be the one mak-
ing decisions for the principal. Superintendents should discuss options avail-
able to the new principal to solve the issue at hand. 'The options must be in ac-
cordance with district policies, state mandates, and laws. If administrators
follow established policies, the odds of legal or political ramifications will be
rinimized,

Another common occurrence is that the new principal will be so uncer-
tain about making a decision that much of the school day will be spent in
telephone calls or trips to the superintendent’s office seeking clarification of
proposed actions, Neither of these extremes—acting completely alone and
contacting the superintendent all the ume—will iead to 3 long or happy
tenure in the district for the new principal. The principal who receives this
guidance, mentorship, and support will gain confidence that will eventually
give him or her the ability to make good decisions.

Understanding the expectations of the faculty and the community is
never an easy task. Every school and every community is different, and the
principal must recognize that pavigating this “uncharted territory” takes
time. it is important to make use of the support and guidance of the super-
intendent. Not to do so is foolhardy, especially when the principal is the new-
comer who does not have a clue about local politics and community geneal-
ogy of who is related to whom. Many principals do not succeed because they
fail to receive proper guidance. Or refuse to accept it.

CRITICAL AREAS OF RELATIONSHIPS

There are certain areas that a principal should work on to establish a positive
relationship between himself or herself and the superintendent. "The principal
must realize that he or she must be an excellent communicator and develop
positive relationships not only with the superintendent but with members of
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the community, the certificated and noncertificated staff, and the students.
Rapport and acceptance are important to the survival of the new principal. If
the principal is going to have any goals achieved, he or she must be able to gain
acceptance and articulate the vision to willing followers. The prineipal must
learn: early that it 1s impossible to be a leader if there are no followers,

Communication

The basic key to a successful relationship is communication—two-way com-
munication. The principal must find out what the superintendent wants and
at the same time be able to communicate the needs of the students to ensure
the goals of the new principal and the superintendent are the same. The new
principal should schedule a meeting very soon after arrival, and if an experi-
enced principal has a new supenintendent, he or she should schedule a sim-
ilar meeting and make the topic of discussion “expectations.” Do not be
afraid to ask questions about the expectations and parameters of your posi-
tiont and the performance of your duties. Remember that after 2 while the op-~
eration should become smooth and appear to be very polished and produc-
tive. The team concept works, but it does take time and an ever-widening
understanding of what is expected. Every superintendent has different ex-
pectations and leadership styles. You need to know the rules to be success-
ful in the game.

Information

A superintendent does not like surprises if they can be avoided. Keep him or
her informed. New principals should learn to anticipate what the day may
bring. Prevention is the key to avoiding problems (and so is communication).
If all your attempts fail at solving a problem with a parent, be prompt in in-
forming the superintendent when the parent leaves your office in case the par-
ent visits the superintendent to appeal a decision you have made. Similarly,
when you know that a teacher is on the way to the central office with a prob-
lern, make sure you notify the superintendent. Superintendents must be told
the truth and be given as many details as you have concerning the incident.
Failure to share the “good, the bad, and the ugly” invelving the issue may cause
the superintendent to make a poor decision. The consequence of incorrect or
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insufficient information will result in more problems. When vou tell a reporter
that the answer must come from the superintendent’s office, it is time to inform
the superintendent--very quickly—before the superintendent is put in a bad
light by not knowing what you did or smd. Remember what was said earher:
superintendents do not like surprises.

Finding the right balance between doing a competent job alone and keep-
ing the superintendent informed will take some time, dialogue, and experi-
ence. While the superintendent and principal need to work this out over
timne, it is better to err on the side of too much information than too little, De-
pending on the size of the district, the superintendent may want to be in-
formed about major school disturbances, safety issues, unresolved parental
complaints, and employee grievances. Most potential problems that are
shared with the superintendent are eventually solved at the campus level. But
most superintendents would rather hear about the problem or issue from the
principal rather than from parents, teachers, union officials, board members,
or the media. It pays for the principal to communicate while attempting to
resolve the problem.

When the superintendent asks you to make a recommendation on an 1s-
sue or personnel decision, make certain you know how your recommenda-
tion is 1o be made: formally, in writing, on the phone, In consultation with
others, or confidentially. Appreciate the fact that the superintendent has con-
fidence in you to ask for a recommendation. On the other hand, a recom-
mendation is just that—a recommendation. When you come to the supenn-
tendent with issues, always come with possible solutions to discuss with the
superintendent, This will allow the superintendent to gain confidence in
your willingness to solve problems. This process will enable you to become
the campus leader you were hired to be. There is no guarantee that the su-
perintendent will accept your recornmendation, and you should not be up-
set if it is not acted on. The superintendent has the right te alter, or seem-~
ingly disregard, your idea. You must accept that and believe that you have
contrtbuted to the “big picture” of the superintendent’s decision.

Politics
Sometimes a superintendent will make a decision which does not make

sense 1o you at the building level. Remember that you, tee, make decisions
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that a single teacher cannot comprehend because you are considering the
welfare of your school as a whole and not just the welfare of that single
teacher’s fourth grade classroom. Politics are deeply embedded in our pro-
fession; to think otherwise is to be naive. The reality of school business is
that politics often play a large role in the decision-making process, pro-
vided that there is nothing illegal or unethical in the decision.

The superintendent must consider the overal] district, the budgetary con-
straints, agreements made with other staff members and administrators, and
the wishes of the board of education. Often the board of education asks the su-
penntendent to go in one direction {or restricts himn or her from going in an-
other) for purely political reasons. The principal raust also understand that
calls from concerned parents and taxpayers, letters, or upconing board elec-
tions can cause a board to make decisions that do not make a lot of sense edu-
cationally. The superintendent, trying to be loyal to the board, will probably
carry out these instructions without complaining or without sharing the reason
for the decision. {The superintendent may not understand the decision either,
except that it was shaped by political considerations.} Bite your tongue, hope
it does not happen often, and follow through on the decision. In other words,
remain Joyal to the decision and do the job you were hired to do. Stay away
from politics. Let the superintendent and the board deal with that aspect of the
profession. As principal, you need to confine yourself to doing what is best for
the students in your school and following the superintendent’s directives.

Loyalty

Just as the superintendent has shown loyalty to the board, you should
demonstrate loyalty to the superintendent. The superintendent expects you
to make recomumendations, state your case strongly, list alternatives, and dis-
cuss consequences for decisions. But once the superintendent, or the ad-
mimistrative team, has made the final decision, you are expected to carry it
out as if it were your idea. Do it faithfuily and professionally. You will not win
all your arguments, but you have to follow through on all the decisions in the
same way. When the door of that conference room opens, you and the other
adrministrators need to be solidly behind the decisions. Do not waffle or cast
doubts. It is tempting to tell your stafl, “Well, the superintendent has said we
have te do this.” Do not say it! There is no place on the admnistrative team
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for the “us and them mentality.” Superintendents know that they are ex-
pected to follow this same advice in implementing school board policy and
decisions, Betraying the teamy’s decision will cause you to lose the respect of
your feliow administrators, Teachers will eventually discover the truth, and
then you will also lose their respect as well.

Meetings and Activities

Ask your superintendent what meetings you are to attend: administrative
meetings, board meetings, district meetings, and activities at other build-
ings. If you are an elementary principal, you will not have the number of ex-
tracurricular and athletic events that burden the high school and middle/
Junior high school principals. However, you will find that they (and the su-
perintendent) will be pleased if you occasionally stop 1n at their bali games,
plays, or concerts.

Invite the superintendent to your school’s activities—all of them. The su-
perintendent certainly cannot attend all your open houses, student pro-
grams, special class projects, annual field trips, concerts, plays, and so on,
but he or she should know that he or she is invited and welcome to attend.
When the superintendent attends your school functions, always mitroduce
him or her to the audience and make a positive, sincere conunent zbout the
superintendent. Visibility is important to the superintendent, and when he
or she makes time to attend, ensure that he or she meets coromunity mem-
bers, parents, and community leaders. This opportunity to network and be
seen Is even more inportant when the superintendent is new to the comamu-
nity. The superintendent will appreciate your thoughtfulness and profes-
sionalism and will try to attend when possible.

When the superintendent is present in your building during an event
where parents and community members are present, it is your responsibility
to ask the superintendent discretely whether he or she would like to be in-
troduced and address the group. Never underestimate the power of these
building-level public relations opportunities for your superintendent—or
you. When the superintendent addresses such a group, he or she will usually
take the opportunity to commend the work of the teachers and principal.

Be on time for all meetings vou attend. Let others discover that you are
the one who can be counted on to be on time for everything. {Another
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principal will probably get the reputation for always being late.) Meetings

will have a specific agenda, and you should prepare for these mectings and

always be professional in your remarks. Avoid gossip and time-consuming

comments that have little to do with fnproving the district. If a situation

occurs which will make you late, have your office call the superintendent

{or whomever is the chair of the meeting) and inform him or her of your

sHuation.

Some General Advice

Be responsible for your building. Accept full responsibility for what
happens. Do not blame anyone else. Supply the details only when
asked. Let the superintendent draw the conclusion about where the re-
sponsibility lies. But until told differently, you accept the responsibility.
When you get a chance in public, compliment your superintendent and
school board members on what they are trying to accomplish. The
news will eventually get back. {(Remember those at the top are not com-
plimented very often.}

Ask your superintendent how he or she wants you to handle phone
calls and visits from board members. Do not allow yourself to become
a pawn for board members seeking information about the superinten-
dent. Watch what you say to board members. Find out what the super-
intendent wants you to do i members of the board visit your school or
appear to be on a fact-finding mission {(witch hunt}.

Listen to your superintendent. Learn to listen between the lines. Do
not wait to take care of a matter that is obviously important to your su-
perintendent. Be a leader in this old saying about management: “What
1s impeortant to the boss ultimately gets done.” Be the one to acknowl-
edge what appears important to your superintendent.

Finally, observe your superintendent. How does the superintendent
dress? What is the superintendent’s administrative style? Usually,
people like and approve of people who behave in a manner or style
that is similar to the way they behave. Superintendents are the most
visible people in any given group. Most people know the school su-
perintendent or have heard his or her name. This is because superin-
tendents have an impact on the lives of what 1s most valuable to thern,
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their children. Superintendents know that they should always appear
in public in clothing that is appropriate to the situation because of the
lasting impression they make on members of the commumty. Students
always see you and your superintendent in the workplace and see how
you both dress. Once, a young student saw the superintendent in his
yard raking leaves wearing jeans and a tee shirt, and the child’s mother
said, “Say hello to your superintendent.” The child responded, “That
15 not our supenntendent. He's not wearing a suit and tie.” Do stu-
dents, parents, and staff members notice how you conduct yourself in
public? Most definitely. This example of the superintendent may give
you some unspoken advice on how you are expected to act and dress
m your job and in the community.

CONCLUSIONS

» Albways stay alert. You are in a high-profile position, What you say and
what you do can have far-reaching effects. You must always behave in a
professional manner, and your actions should be above reproach.

* Recognize that even the most experienced administrator s still learn-
ing. Every district and every superintendent will be different from the
last. Each will have different expectations, different goals, and different
ways of doing things.

¢ Learn the community genealogy and local power structure. Remember
that what and who you do not know can hurt you. In smail commun-
ties, you, as the new principal, are particularly vulnerable because the
community knows who you are, but you do not know who is related to
whorm. Watch what you say and to whom vou say it.

* Avoid making rash, unpredictable decisions. If you allow yourseif to
engage in this type of decision making, you will not be around long. Su-
perintendents do not want to undo what you have done. Your incorrect
decisions reflect negatively on them. Remember that the superinten-
dent recommended you to the school board as the candidate of choice.
Board members do not like being called by upset parents and teachers.
When you make a decision, be certain that it is defensible and that it is
done in the best interests of the children.
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¢ Finally, keep your focus on the children of your school and see that
they are successful. That is why you got into education in the first
place.
The next chapter of the book will deal with the personnel role of the
principal.
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THE PERSONNEL ROLE
OF THE PRINCIPAL

INTRODUCTION

chool principals are very much involved with personnel matters. Some

larger school districts have a personnel office at the central administra-
tion level with a director of personnel or an assistant superintendent for per-
sonnel. The principal who works in such a district should meet with that ad-
ministrator and review the districts policies and procedures concerning the
topics presented in this chapter. However, most school districts are smaller
and have no one at the central office in a full-time personnel capacity. In these
districts, the superintendent and the school principals share the various per-
sonnel responsibilities.

Today’s educational philosophy reflects the movement toward site-based
decision making. More and more frequently, principals are finding themselves
hiring staff for their school campuses rather than being sent teachers or non-
certificated staff from the personnel office of the district. This is a good trend
because the principal ultimately sets the vision and the climate for the school
campus, and the staff should reflect this as much as possible. Who better
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knows whether a prospective teacher will “fit in” than the building-level ad-
ministrator? Of course, most new hires are made {or in some states, the per-
sonnel recommencations are forwarded to the superintendent for board ap-
proval) after the site-based advisory team has met with applicants and given
their recommendation to the principal. But it should be noted that site-based
recommendations are only that—recommendations.

‘The principal will be the one who will decide or send the top candidate
to the superintendent to seek board approval if that is the procedure. This
misnomer of using the term “site-based decision making” rather than “site-
based advisory” causes administrators unnecessary grief when dealing
with parents and teachers. These nonadministrative groups, justifiably, feel
their input should be accepted as the ultimate recommendation. Site-
based teams feel their recommendation 15 part of the democratic process of
determination for the betterment of the school and should be acted on by
the principal without question. It is, therefore, a wise move on the part
of the principal to explain the role of the site-based team. Early in the year
the principal must explain that the site-based team is advisory; not all de-
cisions can be made in a democratic manner, and the principal, as chief ex-
ecutive officer of the building, will have the final say. Far too often this dis-
tinction is overlooked, resulting 1 il feelings on the part of the site-based
teamn members who feel they are truly expected to make group decisions.

This chapter will discuss the following areas of personnel: forecasting
personnel needs, recruiting, interviewing, selecting new teachers, establish-
ing a staff development program, administering the negotiated contract, and
discipiining staff members,

FORECASTING PERSONNEL NEEDS

When teachers indicate they are going to resign or retire, some administra-
tors immediately start looking for someone to replace the ones leaving.
While that may have been appropriate several decades ago, when enrollment
was expanding everywhere and teachers were hard to find, 2 new approach
should be used today.

Each vacant position should be carefully examined by asking these
questions:
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* Is this position still needed?

* fneeded, should it still be full-time?

e Can it be combined with any other position or with some part-time
position?

The level the vacancy occurs at makes a difference too. If you lose a third
grade teacher and enrollment is fairly stable, the district will probably have
to hire another third grade teacher. However, if a high school English teacher
leaves, it may be possible to hire a part-time teacher, say three-fifths or four-
fifths, instead of hiring a full-time teacher. The point is that the administra-
tion should look at each vacancy and make a conscious decision on how it is
to be filled, if at all.

The principal is the administrator who best can assess the future needs of
the individual school, knowing the plans for the upcoming year, what
changes have taken place in the curriculum, and what changes are planned
for the future, In addition, the principal knows whether there are going to be
organizational changes in the school; whether the student population 1s in-
creasing, decreasing, or remaining stable; and whether the needs of the stu-
dent population are changing with regard to needs, course selection (at the
high school), or interests. Finally, there may be changes in local or state man-
dates which affect the number of students who will need the class or course
which was taught by the departing teacher. Perhaps the principal can con-
sider the analogy given by Lunenburg and Ornstein {1991). They suggest
that principals follow the pattern of basketball coaches who look at their
graduating seniors, injured players, and inehgible players and then deter-
mine the recruiting needs for the following year, for example, a point guard.
The principal should be equally careful in looking at any vacant position in
the school. When all this has been done, the principal should convey this as-
sessment to the superintendent (or the central office personnel officer) so
that he or she can consider the recommendation and start to establish a pool
of candidates to fill the vacancy (if that is the decision).

When the assessment is completed and approved, the present job de-
seription should be exanined to see whether it needs to be changed. Book-
binder (1992) states that administrators should not merely describe a job as
it presently is or appears to be. Instead, the principal who uses 2 “human re-
sources planning” approach analyzes “each school’s design to determine
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those specific job requirements that will be required to fulfill the planned
school strategy™ (p. 140).

RECRUITMENT OF STAFF

Recruitment has been defined as “establishing a pool of potentially accept-
able candidates” (Lipham and Hoeh, 1974, p. 236). The first step in re-
cruitrnent is usually to post (advertise) the position, Depending on the cir-
cumstances, vacancies can be posted internally {for the district only),
externally, or both. Gircumstances which may affect the posting include
wording in the collective bargaining agreement, tradition, how “formal” the
district is, and the nature of the position itself. For example, it may be more
difficult to find a person to teach advanced placement mathematics than it is
to find a second grade teacher. This difficulty may influence where the posi-
tion is advertised.

The job posting should be 1n writing and circulated to the district staffin
some way, either on a bulletin board, in a newsletter, or by e-mail. {The con-
tract with the teachers, if there is one, may specify how this is done.) The
posting should include the job title, whether it is full- or part-time, a short
Jjob deseription (if necessary), the school where the position will be located,
who to apply to for the position, and what is needed from the applicants. For
some jobs, a salary or salary range is listed. Posting this job inside the district
allows internal candidates to apply for the position and allows current staff
members to recommend others from outside the district to apply. Even if
there is no requirement to post jobs, it is good for morale and overall coop-
eration to post it internaily.

While some job vacancies are only posted in the district, others are adver-
tised outside. This is especially necessary in a small district where all vacan-
cies will be filled with new hires. It is also necessary for districts that want to
have a larger pool of candidates, especially for hard-to-find positions. Univer-
sities with educational placement services can be sent district job vacancies
and asked to include them on their lists of vacancies for students and gradu-
ates. School admmnistrators need to plan in advance, since there is a time lag
between their posting the position and the university’s timetable in making
and distributing its sting. If the principal is looking to find an administrative
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opening, like an assistant principal, there Is also the possibility of listing the
position mn a professional administrative organization’s vacancy list or
newsletter. State superintendent and principal organizations usually provide
this service to their members, and most have vacancy lists on their websites.

Where else can the prineipal locate candidates besides universities and
professional organizations? Student teachers are an excellent source of can-
didates since they have been observed on the job by the school’s own staff,
an opportunity which is usually not available for most candidates. In addi-
tion, as mentioned earlier, the current faculty can recommend people who
they feel would be an asset to the school. Also, principals and superinten-
dents can obtain recommendations by asking fellow administrators in other
districts for names of people who they know are looking for a pesition.
Newspapers should not be overlooked. Candidates do look in the want ads
for positions, and administrators will find that they can list positions on
short notice for a reasonable cost. Sometimes scheol officials feel that only
noncertificated positions are advertised in newspapers (custodians, cooks,
secretaries, ete.), but a glance at most newspapers will reveal notices for
teachers, special grant positions, and even admimstrative positions. A school
district can also list vacancies on its own website.

A final word about recruiting from universities: prineipals should not wait
until there is a desperate need in the school to contact the university place-
ment office. They should maintain a relationship with that office even when
there are no vacancies. They can drop in to say hello when in the area, give
them a call, or drop off some information about the district and the school.
The district and each school should update their pubhic relations brochures
on a regular basis and use them in recruiting new stafl. These should be
made available to placement offices each year for their files. Also, while most
schools have individual websites, many do not take the time to keep them up
to date. Prospective teachers will search for these sites and expect them to
give them current information about schoals,

Principals in small, rural areas have some additional problems attracting
new people to their schools. Stone (1990) suggests that principals target
persons with rural backgrounds and employ realistic marketing tech-
niques, stressing the reai benefits in teaching in rural schools—fewer disci-
pline problems, less red tape, more personal contact, and a greater chance
for leadership.
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SELECTION OF STAFY

Lipham and Hoeh {1974) define the selection of staff as the “elimination
of candidates whose values, interests, needs, and abilities, having been
carefully analyzed, fail to satisfy the requirements for a particular role™
{p. 236). Once the district has received applications as a result of recruit-
ment efforts, these applications need to be narrowed down, or screened,
to 2 reasonable number for interviews. How this screening is done varies
from district to district. Ideally, the district has a set of hiring procedures
to define the role that everyone plays in the process: What is the role of
the school principal, the department chair or teacher in charge of a grade
level, the superintendent, or the personnel office (if any)? Are teachers in-
volved in the process? Do admimstrators interview individually or as
a committee? Does the principal make the final selection with the super-
intendent taking the name to the board for approval, or does the superin-
tendent want to participate in the selection?

Obvionsly, these questions need to be answered by each district in a for-
mal way prior to the actual screening. The procedure, while it may vary
from district to district, should not vary from vacancy to vacancy within the
same district. For reasons of efficiency, legality, and morality, the same pro-
cedures should be followed for every vacancy. Figure 6.1 is an example of
hiring procedures developed by one of the authors. It was used, with mod-
ifications, in three districts,

Typically, applicants will be asked to submit a letter of application, com-
plete an applicant form, and submit a resume, college credentials (refer-
ences), transcripts, and evidence of the proper state certificate for the posi-
tion they are secking. Today more and more states also require 2 computer
background check by a police department. Some districts will require a test
and/or a writing sample from all candidates.

Someone in the district—the personnel office, the principal, a committee,
or the department chair—must screen the candidates to limit the number for
interviews, This is sometimes called a paper screening since only the papers
of the candidates are seen at this time. It is suggested that more than one per-
son be involved in screening and that the principal and the department chair
{if there is one) be included. The screening committee should keep in mind
the vacant position’s requirements which were established earlier by the

iod
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Order of Events for a Vacancy
{for a district with a district personnel office)

1. The principal notifies the personnel director that there is a vacancy.
2. The personnel director sends the position to the superintendent to approve for
tisting or modification,
. I approved, the position is posted on the vacancy list,
. The personnel secretary sets up a candidate sheet to list all apphcants.
5. The personnel secretary obtains a job description of the position from the
principatl,
6. The personnel secretary lists the candidates’ names on the candidate sheet ag
they apply.
7. The vacancy list is posted locally and malled to appropriate persons,
8. Folders are compiled on the candidates.
9. The personinel director and principal identify the interviewers,
0. The personnel secretary issues names and folders to the interviewers. The
folders are to remain in the personnel office.
11. After the screening, the personnel director obtains, from the interviewers, the
names of all candidates to be interviewed.
12. The personnel secrefary arranges the interviews; the screening committee makes
reference calls.
13. The committee interviews the candidates and selects, with the principal’s
approval, a person to be recommended.
14, The personnel director submits the name through the superintendent to the
board.
15. Upon approval by the board, the personnel secretary actifies the business office
of the new hire.
16. The personnel secretary sends lefters to the approved candidate.
17. The personnel secretary sends letters to the candidates not chosen.
18. The personnel secretary files the chosen candidate’s folder in the current staff
file.
19. The personnel secretary files the other candidate folders in other files, unless on
current staff,
20. The personngl director removes the job vacancy from the vacancy list.
21. The personnel secretary files the candidate sheet,

g

Figure 6.1,  Hiring Procedures.

principal and approved by the central administration. Each candidate
should be evaluated on how well he or she might fulfill these established
needs. A point system might be helpful in determining the final candidates,
but a good discussion among the members of the screening committee is
even more useful.

When the screening is concluded, one person should call the candidates
and tell them they are finalists at this point, ask them whether they are still
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interested (often, some have obtained other jobs), and ask permission to call
references and employers to check on their previous employment history.
Checking references is one of the most important things that can be done,
since past performance is probably the best predictor of future performance,
Many administrators leave out this step since it can be time consuming.
However, it is not as time consurming as dealing with a new employee who
turns out to be incompetent or uncooperative. The time spent on checking
references is well worth it

When the references are checked {and this includes former erployers
who may not be listed on a reference list by the candidate), the princpal (or
personnel officer) calls the candidates in for interviews. Lunenburg and
Orpstein {1991) state that “despite its widespread use, the interview is a
poor predictor of job performance™ (p. 473). Kimbrough and Burkett (1990)
agree that “interviews have been repeatedly found to be an invalid means for
selection” {p. 267). Dessler (1988} pomts out that the interviewer often
tends to make a personnel decision during the first few minutes of the inter-
view, then spends the rest of the interview asking questions to obtain infor-
mation to confirm the decision.

Others have said that interviewers often tend to hire people like them-
selves. Martin {1970) says that schools should have some degree of philo-
sophic disequilibrium in order to foster innovation. Thus, the principal
should consider divergent views as he or she interviews candidates
and should not select teachers solely on the basis of their closeness to the
principal’s views. Teachers must be able to fit into the school setting and
be able to support and further the goals and objectives of not only the dis-
trict and the campus but the administration as well. Teachers must be
competent and flexible. Not only must they have subject area knowledge
and the ability to impart it to varying ability levels of students, but also
they must be aware of the importance of maintaining good classreom
management. Principals want teachers who can come to the job ready to
teach and ready to do the other mundane chores that are part of the over-
all occupation.

Regardless of the opinion that interviews are poor predictors, princi-
pals still use them. So it is appropriate to make some suggestions con-

cerning the interview itself. It is suggested that 2 committee be used to in-
terview the candidate. One person will hear what another will miss; one
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person wili ask a question that another would not have asked. It is further
suggested, when possible, to have all the candidates interviewed the same
day by the same committee. Having an opportunity for a committee to
view five candidates in two hours is much better for evaluation than hav-
ing individual people see the candidates over a period of a week or two.
Typically, the committee consists of the principal, assistants (if any), de-
partment chair or lead teacher, and perhaps someone from the central ad-
ministration. Maguire {1983} also argues that principals can use teachers
to help improve the quality of their selection of other teachers. During
these sessions, it is advantageous to keep notes on the interviews and the
various responses of the apphicants. This will help when it becomes time
to compare their responses.

The questions asked in the interview are important and should be estab-
lished m advance, Although the plan should be to ask cach candidate the
same questions, allowances must be made for individual questions where ap-
propriate. Some questions are Inappropriate t0 ask any candidate. Do not
ask questions about matters that are not really related to the job and job per-
formance. This rules out such questions such as:

s Are you married?

* Do you have children?

* Do you plan to have children?

¢ Have vou ever been arrested?

* What is your husband’s {wife’s) job?

* Do you belong to a church?

* Do you have any sons over six feet tall who play basketbali? (The au-
thors did not make this one up. One of us heard this question asked
during an interview by 2 board member.)

Some questions which you might want to consider asking are listed in
figure 6.2. The questions in figure 6.2 were designed for teacher apphi-
cants. Principals will have to ask different questions when interviewing for
positions such as custodian and secretary vacancies. However, the same
emphasis should be placed on questions regarding past performance, why
they want to come to this new position, and on checking past references
and supervisors.

Le7



Tell us about your educational background and expeniencs, {A good bseginning to

get them talking.)

What do you consider 1o be your strengths? your weaknesses?

Thirk of your various teaching (or student teaching. if new leacher) experiences

and recall one experience that went very well, maybe better than you expacted.

Jell me about it

‘et me about an experience ihat did not go well. What happened?

What are your future plans? Where do you want io be in five years?

What hobbies and interests do you have outside teaching that give vou a chance

to refax and do a good job when you return 1o the classroom?

Why do you want this position?

What do you: know about this district? this school?

Why do you want to teacH?

While each day is different, imagine that | walked into a typical classroomn where

yoz were teaching, What wouid 1 see going ori? Describe i to me.

évmyom has somsg disciplinary problems in the classroom, el how you harndle
em.

What grades would you prefer teaching? Why? (It applying for an elementary posi

tion; if interviewing for a secondary position, there should be some questions relat-

g';}g 30} the subiect area 1o {fest for knowiedge, probably asked by the department
it

What do you enjoy about teaching?

What questions do you have for us gbout this position and this schoolidistrict? {A

candidate should have some guestions}

Think about the best! teacher you had. 8l us how that person taught, how they

ran the class, what you ke and admired. {Peopie often try (o teach the way their

favorite teacher taught.)

What can you bring to our school?

We are interviewing five people today, Why should we choose you?

Do you have any experience in leaching minorities (or special students or iower

level students or older students, ele., deperding on the position and the schooi)?

in our school we are trying (some innovation or new organization). What is your

axperience with this? Can you adapt to #?

What things have you done successiully to motivate chitdren in the classroom? to

establish rapport with then? to get their attentior?

How do you work with students with different abilities in the same classroon?

What specific things have you done?

What different teaching technigues have you used? Which have been the most

successful? Why do you think they worked?

Whiat can | do {as principal, department chain etc) to help you?

if | asked the teacher next goor to tell me about your teaching, what would he o

she say? What would your evaluator say?

What kind of professional books, magazines, or iournals do you read?
Why do you want tc leave your present job (f employed) tor this one?

Figure 6.2. Interview Questions for Teacher Applicants,
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LEGAL ISSUES REGARDING HIRING

In addition to being alert to specific inappropriate or illegal questions, the
principal needs to be aware of some federal laws which involve employment
discrimination, Discussion on some of these follow:

o Title VI of the Civil Rights Act of 1964 (later amended)—This law pro-
hibits discrimination in employment {compensation, terms, conditions,
or privileges of employment) on the basts of race, religion, color, sex, or
national origin. Under these conditions, an employer cannot limit an in-
dividual’s employment opportunitics or affect his status as an employee.

o Title IX of the Education Amendments of 1972-This law was origr-
nally interpreted to apply only to students, prohibiting, on the basis of
sex, the exclusion of a student from participation in any education pro-
gram or activity receiving financial assistance from the federal govern-
ment. This law was broadened by Supreme Court decisions in the
1580s to include employees as well as students.

o Age Discrimination in Employment Act of 1968 {later amended)—This
act prohibits discrimination against any person above the age of forty
with regard to hiring, firing, and compensating, (Originally, there was
an upper age Hmit in the law. This was removed in 1986.)

o Vocational Rehabilitation Act of 1973 {later amended)—This law pro-
hibits discrimination against handicapped personnel and requires em-~
ployers to take athrmative action m hiring and promoting handicapped
employees. A stronger measure, the dmericans with Disabilities Act,
was passed by the federal government in 1992. Employers must make
reasonable accommodations in the school for the handicapped em-
ployee to be able to fulfill the duties of the job. If 2 person is capable of
performing the job, he or she must not be discriminated against be-
cause of a disabihty.

*» Equal Pay Act of 1963—This law prohubits wage discrimination on the ba-
sis of sex. It requires equal pay for men and women performing the same
work.

employers to take affirmative action to employ disabled Vietnam War
veterans and prohibits discrimination against Vietnam War veterans.
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* Pregnancy Discrimination Act of 1978--This act prohibits discrimina-
tion against pregnant women and new mothers in all employment-re-
lated activities.

In concluding this section, it should be remembered that the interview is
only one part of the selection process. Jensen (1987) mentions that teaching
18 a complex function and that the most capable candidates may not be the
ones hired. We need to use as many measures as we can to evaluate the can-
didates, including high cognitive ability as well as their personal and social
skills. Additional information on recruiting, interviewing, and questioning is

available from Phi Delta Kappa (Goldstein, 1986).

BACKGROUND CHECKS

Child abuse s always a concern of educators. To address the concerns of
parents, teachers, and administrators, many districts are routinely requiring
that anyone associated with the schools and children must submit to a crim-
inal background check. {And some states have made this mandatory.) This
means that even volunteers or employees of organizations having regular and
ongoeing contact with students must subinit to criminal background checks
to determine whether there is any prior history of felonious convictions or
any acts of moral turpitude. The savvy principal will inform potential hires
that passing background checks will be part of the hiring process. The au-
thors have seen applicants decide that they did not want to pursue the job
because they feared what the investigation would determine. The back-
ground check can serve as a powerful discriminator and can be an important
weapon in closing the door on undesirable persons entering the teaching
profession or having contact with students. Child abuse or sexual harass-
ment is not confined only to those in the teaching profession. Insisting that
all persons having prolonged contact with young people be subject to such
a background check is an important and necessary way of deterring this
aberrant behavior.

Drug testing is also used today but primarily as a part of the hiring pro-
cedures for school bus drivers. This testing is done as a result of regulations
adopted by the United States Department of Transportation. While the
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courts have not been prone to allow school districts to use drug testing for
other employees, saying that privacy rights of both potential employees as
well as those already employed by the school district eutweigh the school
districts’ right to use drug testing, it is almost certain that school districts
will continue to challenge the courts’ rulings until the Supreme Court
makes a final determination.

STAFF DEVELOPMENT AND ORIENTATION

"The principal has a responsibility to establish a staff development program
for all teachers and an orientation program for the new teachers. In some dis-
tricts, the central administration will make plans for one or both of these pro-
grams, The principal should have input into the planning of these programs.

Assuming that the principal is left to formulate such a plan, it is suggested
that the principal establish a teacher committee to take a needs assessment of
the school’s faculty. Although some principals impose a staff development
program on the faculty (sometimes successfully), it is better to find out what
the faculty thinks it needs to learn or to review. A needs assessment of the fac-
ulty, carried out by 2 committee of the teachers themselves, is a good first step
10 a successful program.

After the assessment has been completed, the teacher committee should
meet with the principal and discuss how these needs can best be met in a
staff development program. In some cases, outside consultants will have to
be brought in, while other needs can be met by having feflow teachers and
administrators in the district make the presentations. In most cases, it is bet-
ter to have an ongeing staff development program during the year to accom-
plish one or more goals. While there 15 still a place for the one-shot program
or presentation {to accomplish something which can be conveyed in a cou-
ple of hours), most staff development goals require the longer, ongoing, year-
long program of activities. Also, staff development programs do not have to
consist of someone making 2 speech to the faculty. Sometimes teachers can
learn much by visiting other schools, watching a videotape, and discussing it
in small groups or by trying simulations and role playing.

The principal must show support to the teacher committee and to the staff
development program. Like many things in the school, the responsibility for

11t



CHAPTER 6

staff development can be delegated to this committee or to an assistant prin-
cipal. However, teachers always notice in which areas the principal spends his
or her time. If staff development is not one of these areas, the teachers may feel
that it is not too important to the principal. In a climate of shared decision
making and the national movement to flatten the leadership pyramid, princi-
pals need to allow the staff to have input as to areas of staff development that
will be most beneficial to them, Staf development, to be truly successful, must
be ongomng and it must have the “buy-in” of the teachers. Principals (and in
some cases, the superintendent) must be seen as active supporters of the staff
development program. Commitment from the bottom (the teachers) and from
the top (administration} is necessary if staff development is going to work.
Teachers must be convinced that it wili be helpful to them in their classrooms
before they will wholeheartedly endorse the topic.

Finally, while this book does not deal with classroom evaluation (part of
the instructional role), it is important to point out that the principal may see
things during classroom observations which may be appropriate for staff de-
velopment programs. For example, the principal may see deficiencies in
classroom discipline, teaching techniques, grouping of students for instruc-
tion, and so on, that would suggest topics to be considered for the staff de-
velopment program.

While staff development for the whole faculty is imnportant, this section,
in keeping with the earhier discussion on hiring, will emphasize the necessity
for having an orientation program for the newly hired teachers in the school.
Again, the central administration may take some responsibility for this activ-
ity, although the principal must assume sorme, if not all, of this responsibility.

An orientation is like a first impression. It gives the new teacher a first feel-
ing about the school, how it cares about its teachers, and how much it wants
to have the new teacher succeed. Some suggestions follow for an orientation
program for new teachers. Some may not be appropriate for every school,
but all have been successful at one school or another.

e When a new teacher is hired in the spring or summer, arrange for the
local newspaper to send them a short-term subscription. This lets
the teacher become acquainted with the community and its activi-
ties. The newspaper subscription manager may be willing to do this
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for free for a potential customer. (One of the authors, as a personnel
director, used to send a three-month subscription to new hires. He
had received one himself as 4 new teacher and was really impressed,
being able to read about the community several months before mov-
ing there.)

Select an experienced teacher to write to the new teacher to wel-
come him or her to the school. This teacher should serve as a men-
tor to answer questions prior to arrival and when the teacher comes
on board. A personal letter from one of the teachers makes a great
first impression.

This should not have to be mentioned-—give the teacher the appropri-
ate books, schedules, iInformation about the schools, district, and com-
munity, 2 teacher’s manual, and any other material which is available.
(Seme material is, of course, not available in the spring or summer and
will have to be distributed in the fall)

Make sure the teacher has met the department chair or lead teacher and
has a phone number to reach them prior to the opening of school.
Give the teacher a tour of the school and, if possible, a tour of the com-
munity. Sometimes a real estate agent is very willing to give the commu-
nity tour since this is a potential client.

Dunng the first few weeks of school, visit the teacher early and often.
Be sure the teacher knows the principal and mentor are available for
help and to answer procedural questions as well as inquires such as,
“Where do I get more chalk?”

Make sure the new teacher gets a chance to hear about, and ask ques-
tions about, all the record keeping, attendance, and discipline proce-
dures that the school has established. These procedures start on the
first day and cannot wait for a visit from the principal or a first-week
faculty meeting. Introduce the new teacher to the whole staff] to special
education personnel, to all administrators in the school, to the secre-
tary, and to the custodian. The principal should tell the staff to make an
extra effort to welcome the new teacher, invite him or her to lunch in
the cafeteria, and stop in to say hello during the day. Tell new teachers
who should be contacted if there are any needs or give them a written
list of this information.
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o Ifthe school has an orientation day, take the new teachers out to lunch
in the community. If possible, invite some community leaders to the
lunch to greet the tcachers, Tell the teachers about the civic organiza-
tions and social clubs available and what the community expects of its
schools and its teachers.

* An orientation day for new teachers is a good time to take a tour of the
school, where they not only see arcas but also can meet the people who
work there, Have the librarians explain their procedures and offerings.
Be sure to discuss audiovisual availabilities, and show the computer lab
and discuss the scheduling of that room. Tell how teachers order sup-
plies and to whom they take the orders.

o Meet with the new teachers throughout the first semester, not just dur-
ing the first week. Although the teachers will know where to get the
chalk by October, they will have other questions.

* Finally, the principal should talk with the superintendent about putting
money into the school budget for ortentation and for the staff develop-
ment program discussed earlier. Although the funding may not be
large, its impact will be significant. Even the fact that there is a line itern
for staff development shows a prionity.

CONTRACT ADMINISTRATION

~ When people think of collective bargaining, they usually think of two sides ar-
guing over money and language, perhaps enduring a strike, and finally reach-
ing an agreement—and the process is over for another year or so. Nothing
could be further from the truth for the school principal. Once the contract is
approved by both sides, the principal must carry out the provisions of the con-
tract, even though the principal may have been excluded completely from the
negotiations process. As Epstein (1969) has stated, “Written agreements ne-
gotiated by school boards with teachers and other employees contain a
plethora of provisions that many times restrict and reduce the principal’s pre-
rogatives. This results from negotiations—in which principals neither partici-
pate nor are consulted—that are based on the expediences of reaching settle-
ments rather than the protection of educational effectiveness™ (pp. 3-4).
“Thus, the principal is the key member of the management team in contract
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adrmipistration and is the crucial actor in the engoing drama of living with the
provisions of a document that is binding on both parties” (Kaiser, 1985, p. 78).

While principals usually want to cooperate with their teachers and involve
them in decision making, they also must realize that they are part of man-
agement. As Kaiser points out, there is a difference between providing in-
structional leadership and being identified personally and professionaily
with the instructional staff (p. 80).

When the contract is negotiated, it is the responsibility of the central ad-
ministration to see that all principals know the new contract well. It Is sug-
gested that the negotiator, whether an inside or outside person, meet with the
administrative staff and go through the new provisions of the contract, giving
the principals an opportunity to ask questions about the language and the in-
tent of the language. Only someone who was in attendance at the negotation
sessions can explain the reasons behind the demands and the discussions at
the negotiating table.

The principal should be able to admimster the contract and represent the
administration without displaying antiunion feelings. It 15 sometimes helpful
for the principal to schedule regular meetings with the union’s building rep-
resentative and not wait until there is a problem. These meetings can help
stop problems before they become formal grnievances. Also, the principal
should keep good records of these discussions and anything related to the
contract, inchuding violations of the contract by the teachers. Finally, the prin-
cipal should assume that the adminstration can do anything which is not pro-
hibited by the contract {or by law). Often, a teacher will tell a principal, “You
cannot do that. There is nothing in the contract that says you can do that”
The principal needs to remember that the contract limits what can be done;
it does not tell everything that can be done.

Responding to Grievances

When teachers feel that the administration bas violated the contract, they
sometimes file a forral grievance, These grievances are usually filed at step
I, the building principal level. Thus, principals need to know how to re-
spond to grievances, While some suggestions are made here, principals
should discuss this process with the superintendent or personnel officer of
the district before any grievances are filed.
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The central administraion should designate someone in the central
office—the superintendent, personnel officer, chief negotiator—as the con-
tact person for grievances. If the principal receives a grievance, the principal
should contact this person immediately. “Since grievances are sometimes
filed in different buildings on the same topic, it is important that the admin-
istrative response be consistent throughout the district. The central office
administrator can advise the principal of other similar grievances, past or
present, and discuss appropriate responses” (Sharp, 1993, p. 113; also
Sharp, 2603).

When the principal meets with the teacher who filed the grievance, he or she
should take notes on the conversation, listen carefully to the arguments put for-
ward, and tell the teacher that he or she will respond in writing to them by the
deadline provided in the contract. No response, positive or negative, should be
given at this meeting, After the meeting, the principal should contact the central
office administrator to discuss the grievance and discuss the response. A copy
of the grievance and the principal’s response should be sent to the central office.

Many times the grievance stems from some action above the building
level, and yet the principal is asked 1o respond at step 1. The discussion be-
tween the principal and the central office contact person will be very helpful
in formulating the principal’s response to this grievance. Some general
guidelines on grievances are

* The admuinistration should try to settle at the lowest level, if possible.

* Look at the contract. The grievance should state the exact, specific ar-
ticle and section which is said to have been violated and should state
when it was violated.

+ Check to see whether the grievance was filed in a timely manner.

» Ifthe grievance involves a new section of the contract, the central office
administrator should examine the negotiation notes to see whether this
problem was discussed during negotiations. These notes may affect the
response.

o Ifthe administration decides that it is wrong and the contract has been
violated, it may be best to admit to this quickly at the lowest possible
level and settle it before if receives even meore attention or goes to arbi-
tration. (Sharp, 1993, p. 120; also Sharp, 2003)
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STAFF DISCIPLINE

One of the principal’s managenal duties, and not a pleasant one, is the
discipline of staff members. From time to time, various staff members—
custodians, cooks, teachers—will do things which are against schoel pol-
icy. As a result, the principal may have to take some action to discipline
that staff member.

Before any problems occur, the principal should discuss this topic with
the superintendent or district personnel administrator to find out
whether the district has established procedures for dealing with this
problem. These procedures should be in place. Also, the principal needs
to be aware of any negotiated agreements with employee groups which
detail procedures for dealing with staff disciplinary problems. Finally, it is
helpful for the principal, especially if the principal is new to the district,
to see whether there are precedents for such action—what was done in the
past for various infractions of the rules?

When any incident occurs, the principal needs to keep an accurate writ-
ten record of the incident, including the date, time, description of the inci-
dent, and any witnesses. As stated earlier, the district should have some gen-
eral guidelines for the principal to follow for the discipline of staff. For
principals who do not have such written admmistrative procedures available
to them, figures 6.3 and 6.4 give some gidance on how to proceed to han-
die disciplinary problems from the staff.

The examples in figures 6.3 and 6.4 pertain more to noncertificated staff
{custodians, cooks, secretaries, etc.) than to teachers since, in the experience
of the authors, more time is spent on the discipline of these employees than
on teachers. Principals should also note that progressive discipline was used
in these procedures. At each increase in the nwnber of incidents, there is a
corresponding increase in the penalty. Progressive discipline is important
because it demonstrates the willingness of the principal to explain the rule,
to give the person a second chance {for minor incidents), and to make the
severity of the penalty fit the incident.

It is important to give the employee his or her due process rights along
with any rights and procedures outlined in a negotiated agreement. The em-
ployee should know what the problem is. He or she should be told about any
supporting evidence and should be allowed to respond to the accusations.



Daefinition: Examples of minor incidents are tardiness, failure to complete work

satisfactorily, an infraction of a rule, policy, procedure or negoliated contract, un-

professional o7 irresponsible behavior

1. Al the first incident, the principal gives an oral warning and follows this with a
writien lefter to the staff member (see Sampie Letter A). A copy of the lefter is sent
1o the superintendentipersonnel officer for placement in the staf member's He.

Sample Letter A

On December 5, 19, __, you reporied to work a8 9:00 am, rather than a1 8.:00 as re-

quired. Since # is important that you come to work on time, we will expect you o

arrive no later than B:00 ax dally, Should you be late again, you may be subiject to

further disciplinary action.

o Buperintendert -file

2. For houtly empioyees who are jate to work, the principal fofiows gtep 1 at the firgt
incidence and sends Sample Letter B for 4 repeated violation, with a copy to the
superintendent. (District procedures may allow Letter B to be sent initially instead
of Letter A)

Sample Letter B :

Due to your late arrval to work on January 10, 18___, you will receive a deduc

Yion in your paycheck for the time between your arrival time, 9:00 am, and the time

you were expectad for work, 8:00 ax. We expect you to be on time in the future.

Any further tardiness may result in further discipiinary action.

oo Superintendent —fite

3. i minot incidents continue, the principal contacts the supenintendient o discuss
further action, including a short, temporary suspension withowt pay. The principal
should bring supporting docurnentation to the rmeeting with the superintendent,
The documentation must be accurate, relevant to the incident being discussed,
and faitty recent. Any suspension and necessary letters will probably come from
the superintendent, depending on district procedures. Sample Letter G canbe
used by the superintendent,

Sample Letter C

You weore iate reporting to work on December 4, 6, 8, and 15, 19 You were
sent a warning ietter by your principal on each occasion and a copy was made a
pari of your employment records. in spite of the earfier warnings. you continue 1o
arrive late to work. As a result, you received a pay deduction for your tardiness on
Blecember 8. Since you were again late to work on December 15, you are hereby
suspended from work, without pay on December 18, 19___, asof 7:00 am for
one day. Any further tardiness will again result in disciplinary action.
g personnel file
4_1f a similar incident occurs afier a suspension, the principal notifies the superin-

tendent fo discuss whether ancther suspension {see Sampie Letter Dj should take

place or whether there are adequate reasons for termination.

Sample Letter D

As enumerated in my letter to you of {date), vou have been late t0 work several
times in spite of written: warnings, information placed in your permanent file, pay
deductions, and & suspension without pay Because you again have been late to
work, on January 9, 19__, you are hereby suspended from work, without pay,
on Jaruary 16, 17, and 18. Any frther tardiness will again result in further disci-
plinary action.
cC: personnel tite

Figure 6.3. Procedures for Minor Disciplinary Problems.
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Refinition: Major incidents include verbal or physical abuse, insubordination, and

any act which is seriously detrimental to the schoot,

1. i & rmmjor incident occurs during schoot hours, the principal contacts the super-
intendent to discuss possible action, if the incident ocours in the evening, or i it
poses an immediate and serious problem, the principal tells the employee to go
home and that hefshe will be contacted, Then the principal contacts the superin-
tendent,

2. Inmogt cases, whers adequate svidenceig availabie, the employee issuspended
for a specdied amount of time. This is done, with the necessary lefters, by the
superintendent {see Sampie Lefter &)

Sample Letter &
On December 11, 19__, you refused a directive from your principal o clean a
stairway area at the high scheol. Because of your refusal to comply with this re-
quest and your inadequate responses when questioned about the incident, you:
are hereby suspended from work, without pay, for three days, December 1214,
19_..... ¥ you wish to discuss this incident with me, please contact my office to set
up an appointment, | hope there are no further incidents ke this one. Any more
will require further disciplinary action, including possibie termination.
ce: personnet file
3. The principal and superintendent meet (0 discuss the incident and past employ-
maent history to detarmnine whether a recommaendation for termination shouid be
macdle.

Figure 6.4.  Procedures for Major Disciplinary Problems,

The principal, if not directly involved, should investigate any incident to be
sure of all the facts, Finally, the employee has the right of appeal to the su-
perintendent and to the board of education,

SUMMARY

This chapter discussed the role of the principal in personnel. Recognizing
that the central office must establish certain procedures and may have a full-
thme personnel officer, this chapter presented certain topics which are rele-
vant to most principals: forecasting personnel needs in the schools, recruit-
ing and selecting personnel, establishing a staff development program,
administering the negotiated contract, and disciplining staff mernbers. The
next chapter will present some examples from school case faw that involve
cases similar to those encountered by the building principal.
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THE PRINCIPAL’S CASEBOOK

The Case of the Curious Candidates

You and your screening committee complete their work and narrow the
teaching vacancy candidates down to four people. Tivo probiems come up:
1} One of your teachers comes into your office and announces that she knows
a terrific candidate {who is not in your original pool) who “just happens to be
out in my car.” 2) One of the screening committee members reports to you
that reference ealls on the finalists revealed that one candidate had great ref-
erences from one school and questionable ones from another school. The
person giving the negative references has not had his contract renewed.

Questions to Consider

o What do you tell your teacher (with her friend outside)?

* Do you increase the finalists at this point?

* Do you miss a chance to get a “ternfic” teacher in order to follow pro-
cedures?

.

Which reference check do you believe?
What should you do now about that candidate?
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SCHOOL LAW
FOR PRINCIPALS

INTRODUCTION

rerica is an extremely Itigious nation. Principals should recogmuze that

they must understand the Jaw, while not succumbing to the illusion they
can practice the law. One or two courses in public school law do not make a
principal either an expert or an attorney. Principals should be generalists
who kniow enough to seck expert help when needed. School districts often
have an attorney on retainer, or in larger districts, an in-house legal depart-
ment. Attorneys must answer legal questions. Legal decisions are not static;
they are dynamic and changing. Even some of the cases discussed in this
chapter may be overturned by the time you read them. Court decisions, ¢s-
pecially those at the lower court level, may differ drastically from one juris-
diction, or circuit, to another.

Although it may be of great interest to the federal government, the pri-
mary responsibility for education rests with the fifty state governments.
The word “education” is not mentioned anywhere in the United States
Constitution. The Tenth Amendment has been interpreted to say that
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education is reserved to the individual states. This amendment reads as
{ollows:

The powers not delegated to the United States by the Constitution, nor prohib-
ited by it to the States, are reserved to the States respectively, or to the people.

Thus, the responsibility for education rests in the state legislatures. These
bodies have the legal authority to establish the kind of educational organiza-
tion they desire. With the exception of Hawan, which has only one school
district, the state legislatures have chosen to establish local boards of educa-
tion and delegate to them certain powers such as hiring a superintendent, es-
tablishing local policies, and supervising the running of the school through
the superintendents and principals whom they hire.

There are two legal concepts which are important to this chapter—in loce
parentss and governmental immunity. Historically, school personnel have
stood “in the place of the parents” (in loco parentis) i thew dealings with
school discipline. As an example, the Iliinos School Code {Section 24-24,
1992) states: “In all matters relating to the disciphine In and conduct of the
schools and the school children, they [teachers and other certificated em-
ployees] stand in the relation of parents and guardians to the pupils. This re-
lationship shall extend to ali activities connected with the school program,
including al athletic and extracurricular programs, and may be exercised at
any ume for the safety and supervision of the pupils in the absence of their
parents or guardians.”

The in loco parentis concept was weakened in the late 1960s and early
1970s by court decisions like Tinker {explained later} and by laws such as
the Famly Educational Rights and Privacy Act (P. L. 93-380, 1974, also
known as the Buckley amendment} which allows parents to see the educa-
tional records of their children.

Governmental immunity, hike tn loco parentis, has also been affected by
the courts. Governmental immunity comes from the English concept of sov-
ereign imnunity, simply stated, “The king can do no wrong.” This concept
was abolished in Engiand in 1890. In 1959, an Hlinois case, Molttor {full case
citations listed at end of chapter), resulted in a decision that a person can col-
lect damages from a school district. Peter Molitor, a student in an Hlinois
public school, was severely injured when his school bus ran off the road and
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exploded. The {llinois Supreme Court ruled against the traditional concept
of governmental immunity and awarded damages. But there are still states,
Texas being ane, that shield school districts from liability and provide qual-
ified imumunity from tort Liability for its professional employees (Section
22.051 of the Texas Education Code). These two concepts will play a role
in several of the cases discussed in this chapter dealing with the issues of re-
ligion in the schools, student rights, diserimination, searches, torts, academic
freedom, and the principal’s role in these issues.

RELIGIOUS ISSUES IN THE SCHOOLS

The First Amendment of the Constitution says:

Congress shall make no law respecting an establishment of religion, or pro-
hibiting the free exercise thereof; of abridging the freedom of speecls, or of the
press; or the right of the people peaceably to assemble, and to petition the Gov-
ernment for a redress of grievaneces.

Many activities which were commonplace in schools have been declared
in violation of the establishinent clause of the First Amendment. Principals
should note the following cases, some of which mention examples of those
activities which are no longer appropriate.

McColhiam {1948): Religious teachers came into the public schools weekly
during regular school hours to teach religion for a short period of time. The
Supreme Court ruled that tax-supported schools could not side with reli-
gious groups to help them spread their faith.

Abington (1963): The school in this case required the daily reading of the
Bible, excusing those students who did not wish to participate. A similar
case, Murray {1963), decided at the same time, involved the recitation of the
Lord’s Prayer. In both cases, the Supreme Court stated that the First
Amendment was being violated. Principals should note that making the ac-
tivities voluntary did not make them constitutional, The Bible, however, can
be studied 1n schools as literature.

The 1984 Equal Access Act states that if a school permits noncurricular
ciubs to meet out of school hours on school grounds, it must permit groups
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like Bible study groups or other religious groups to meet. The Mergens case
(1990} challenged this act, and the U.S. Supreme Court ruled that stadents
could have such a Bible group meet in the school building if students led it.
Most school districts have a faculty member present at these types of meet-
ings for supervisory reasons, but the faculty member cannot be a leader or
participant in the religious activities. Thus, under the Equal Access Act, if
the school allows the meeting of any student group that is not directy related
to the curriculum, it must allow other groups regardless of the political or
philosophical content of the speech occurring in those groups, and these
groups must be permitted to meet at the times when other students groups
are aliowed to meet: before, during, or after school.

Engle (1962): The Supreme Court ruled that public schools could not
use prayers in schools even though the prayer used in this case was non-
sectarian and participation by students was voluntary. A 1992 decision
{L.ee} ruled that prayers and benedictions at public school graduation
ceremonies—which probably extend to ball games, pep rallies, or any
other school activities—were 1 violation. This was reinforced in 2600 in
the Doe decision. In Wallace (1985), the U.S. Supreme Court disallowed
a state statute in Alabama which allowed meditation or voluntary prayer
in the public schools of that state. However, “The Court left open the pos-
sibility that statutes permitting a moment of silence, meditation, or prayer
might be constitutional” (Drake and Roe, 1999, p. 139). Certainly ind:-
vidual students may pray on their own in school. Part of the opinion in
Wallace stated that nothing in the U.S. Constitution “prohibits public
school students from voluntarily praying at any time before, during, or af-
ter the school day™ (Wallace v. Faffree, 472 U.S. 38). In Chandler (2000),
student prayer was permitted in school even if it was said aloud in front of
others, like in an assembly, if the prayer was genuinely student mitiated
and not the product of school policy.

Stene (1980): In Kentucky, a copy of the Ten Commandments was pro-
vided through private funds to be placed on the walls of each classroom in
the public schools. Again, the Supreme Court ruled that this was plainly re-
Ligions in nature and served no educational function. It violated the estab-
lishment clause of the First Amendment.

While schools cannot impose religion on students, they certainly are al-
lowed to discuss religion as a part of the regular curriculum. For example, a
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course in world history would probably include a discussion of several im-
portant world religions. The National Education Association (NEA) (2002)
published some guidelines dealing with religion in the schools. Some of the
suggestions are as follows:

¢ Schools should focus on studies about religion, not on the practice of
religion. The work should be acaderic, not devotional.

¢ Studies of religion should strive for student awareness of different reli-
gions, but they should not press for student expressions of any partic-
ular religion.

* In studyng religion, students should be exposed to a diversity of re-
ligious views, but they should not have any particular views imposed
on them.

¢ In the academic program, it is permissible for the school to give in-
struction on what certain holidays are and how they may be cele-
brated, but the school cannot celebrate them. Thus, it is permitted 1o
show the symbols of religious holidays during this discussion, but
“only temporarily and as part of the academic program” (NEA, 2002,
p. 10). {The courts do not consider a Christmas tree as a religious
symbol, however.)

+ Teachers can wear religious jewelry {like a cross or Star of David), but
they cannot wear clothing with a message aimed at getting students or
staff to believe in their particudar religion.

+ Although school employees may pray silently to themselves at any
time, they are not permitted to pray with or in the presence of students.

* Music performances may inciude sacred music, but it should not dom-
mate the performance. Cases like Bauchman (1997) and Doe (1995)
have ruled in this direction.

STUDENT RIGHTS

Historically, students were not regarded as people with constitutional rights.
Using the in loco parentis concept, school administrators often felt that they
had all the rights that the parents of the students had. The freedom to dress as
they liked, speak as they liked, or write what they liked stopped when students
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entered the school building. In a 1967 case which was not related to school {fn
re Gault}, a court ruled that children, as well as aduits, were entitled to due
process. This led to the famous Tinker (1969) case. As a result, it is now the
rule that students do have First Amendment rights allowing them to partici-
pate in personal expression during school hours unless the administration can
clearly prove that that there might be a substantial disruption of school activi-
ties or interference with other students.

Tinker (1969): John Tinker and some other students planned to wear
black armbands to school to show their objections to the war in Vietnam.
The principal, hearing that this might happen, issued a statement that
no student could wear such an armband, When they did, he suspended
the students. The Supreme Court ruled that the armband was a symbolic
act covered by the First Amendment and is related to pure speech, The
Court stated the language which has been quoted often since the deci-
sion, that neither “students or teachers shed their constitutional rights to
freedom of speech or expression at the school house gate.” Thus, the
principal has to balance the constitutional rights of the individual student
with the obligation to protect the other students and to maintain an effi-
cient and orderly school system,

In Bethel (1986), the U.S. Supreme Court stated that 2 student’s “lewd
and indecent speech” is not protected by the First Amendment. And 1n
Seuth Dakota, a school rule against profanity was upheld by the District
Court in Anderson (2000). In spite of the Tinker (1969) decision, a school
was allowed to suspend a male student for wearing earrings that were pro-
hibited by an antigang policy of the board of education in the Olesen (1987)
case. When students have worn clothing with lewd scenes or words on them,
the courts have permitted the schools to disciphne those students (Pyle,
1994; Gato, 1987; Boroff, 2000; and Canady, 2001). When it comes to dress
codes and school uniforms, the courts have usually ruled m favor of the
school if the school has established these policies so that they can exclude
immodest or vulgar clothing. The courts have been much more divided on
whether schools can regulate the lengths of student haircuts. Most of the
school policies on dress codes have involved rules to maintain an orderly
building or to eliminate gang activity in the school.

Gambino {1977): A principal ordered a student not to publish an issue
of the student newspaper because the principal objected to an article in
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that 1ssue. A federal district court ruled that the paper was protected by
the First Amendment as a vehicle for student expression and could not be
regulated by the administration. On the other hand, a decision in
Williams (1980} said that an issue of a paper could be stopped when it
had an ad for drug paraphernalia. The federal court of appeals ruled that
the health and safety of the students overrode the First Amendment rights
of students.

In Hazelwood {1988), it was determined that a school has the right to cen-
sor student publications if the content Is inconsistent with the basic educa-
tional mission of the school. The First Amendment rights that students have
for their publications are not identical to those granted to the publication
rights of aduits outside the school setting. In this 1988 Supreme Court case,
the court not only ruled that school officials can censor or even halt the pub-
lishing of students’ articles in school-sponsored newspapers if the adminis-
tration feels the articles are not in keeping with the legitimate pedagogical in-
terests of the school or the district. The Court further ruled that the
administration’s editorial control and oversight could also extend to pre-
publication review.

While Hazelwood (1988) has given administrators editorial oversight over
school-sponsored publications, there 1s still the concern surrounding the
proliferation of desktop publishing. While no Supreme Court case has yet to
be decided, there 1s ample case law to ensure that administrators are safe in
prohibiting the distribution of nonschool publications that can create a seri-
ous disruption to the school setting. But it is important te note that school
officials have no authority to regulate what is published and distributed off
school property.

Due process for students is an important concept which will be dis-
cussed in chapter 9, which covers student disciphine. This concept comes
from the In re Gault {1967) and Tinker {1969} decisions and from the
Fourteenth Amendment (detailed in Chapter 8}, Another decision, based
on the Fourteenth Amendment, concerns the right of students to object to
saluting the flag.

Barnette (1943): A state law in West Virginia said that all students and
teachers were required to salute the flag daily and recite the pledge of alle-
giance. The Supreme Court ruled that no official can prescribe what is or-
thodox in politics and require others to follow that prescription.
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Dress and Gang Activity

Administrators must face the fact that gang activity is becoming more com-
momnplace in schools across the nation. What used to be an urban problem is
now affecting suburban and rural district schools as well. Gangs are actively
recruiting younger members, so gang activity can be found in elementary and
Junior high schools, as well as in the high schools. Every staff member must
be vigilant for the telltale signs of a gang’s presence in the school. For exam-
ple, there was an Eighth Circuit case—Stephenson v. Davenport Community
School District (1997}—where an honor student sued after being told that a
tattoo of a cross between her thumb and index finger was considered gang re-
lated and that it must be removed or altered or she would be expelled. Also,
int a Texas case—Chalifoux v. New Caney ISD {1997 )—students chose to wear
rosaries outside their shirts to show religious faith, a symbol police identified
as gang apparel, even though not specifically named in the student handbook.

Both cases were decided in 1997, and the rulings left no doubt that vague
school regulations prohibiting gang activity or gang dress are not enough to
warrant disciplinary actions against the students. Already mentioned was the
Olesen (1987) case that disallowed the wearing of carrings by male students
since they were considered gang symbols. The school policy on antigang ac-
tivity, prohibited apparel, and related items must be specific; the policies
must be updated as needed; and students, parents, and staff must know and
understand the policy.

DISCRIMINATION

The previous chapter on personnel mentioned several areas to watch to
avoid discrimination, such as recruiting, selecting, and hiring staff. One of
the laws mentioned, Title IX, applies 1o students. This law prohibits dis-
crimination based on gender in educational programs, Specifically, it pro-
hibits the separation of students by sex in such programs as physical educa-
tion, industrial arts, and home economics. Most of the publicity regarding
implementation of this law in public schools revolves around athietics. The
law does recognize that there can be separation in sports where contact with
those ont competing teams 18 required, but there have been legal challenges
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in some sports. Principals should realize that both sexes require equal treat-
ment by the administration in terms of practice times, facilities, budgets, and
travel. Here are some guidelines written by Fischer and Schimmel {1982):

1. Hteam competition is available for boys, it should also be available for
girls.

2. In noncontact sports, if there is no team for girls, they may compete for
positions on the boys® teamn.

3. Ifthere are teams for both, courts tend to respect the separation of the
sexes for athletic activities (p. 274).

SEXUAL HARASSMENT

Tide IX is also the basis of lawswmts alleging sexual harassment in the
schools. School administrators must never take an allegation of sexual ha-
rassment lightly, It 1s serious, and it can be costly to both the admunistrator
and the schoel district i not handled and investigated properly. There are
four types of harassment: adult to adulty adult to student; student to aduit;
and student to student. A fifth type, sarne sex to same sex, was also included
by the Supreme Court in Oncale v. Sundowner Offshore Services in 1998,

Title VII has determined two forms of sexual harassment: “gud pro quo™
and “hostile environment.” There is a third form, “sexual favoritism,” that is
also a concern. QJuid pro quo means “this for that” and is not permissible in
that it implies that there will be a direct exchange of favors. One example
would be a principal telling a prospective teacher that he or she will be hired
only i the teacher consents to go out or to have sex. It can also refer to a
teacher who threatens to withhold {or give) a good grade in exchange for sex-
ual relations with a student. Neither scenario is appealing, and both are ex-
amples of sex diserimination that is prohibited by Titles VII and IX.

A hostile environment can oceur in any workplace or school setting where
there is an ongoing, pervasive environment that creates discomfort due to
continuous offensive comments, off-color jokes, or sexual mnuendos. This
can be a vocational shop class where there are calendars displaying scanttly
clad models, off-color jokes being told, or inappropriate comments about sex-
ual exploits. It can be a “too friendly” teacher who leers at students and makes
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cormnments about their dress or bodies. It can be a “too friendly” administra-
tor who tries, unsuccessfully, to date a teacher or a secretary—after being
turned down. A hostile environment is net a pleasant place for the victim,

Sexual harassment can be defined as any continuous and unwanted com-
ments or touching. The victim must let the person who is doing the harass-
ing know that the comments or touches are unwanted, and the victim must
direct the perpetrator to stop. If the unwanted actions continue, and the vic-
tm reports it, the principal {this is assuming the principal is not the perpe-
trator} must convene a thorough and unbiased mvestigation to determine if
the allegations are true.

The sexual harassment of students by faculty members is quite serious,
and the alleged violation of trust can result in the school district being liable
for monetary damages if the victim can prove the district knew of the harass-
ment and failed to act. In Gebser v. Lage Vista 18D, a 1998 Supreme Couxt
case, the district was found not to be Liable because the Incident took place
off school grounds and was never reported to school officials by the victim
or her friends and family. However, the Court did say the victim might sue
both the school district and the teacher cvilly and seek monetary damages
under Section 1983 of the Civil Rights Act of 1964,

SEARCHES

Principals are sometimes confronted with the possibility of drugs or
weapons being hidden in a student’s locker or on the student. Whether a
search can be made stems from the Fourth Amendment and the court cases
involving the amendment:

The right of the people to be secure in their persons, houses, papers, and of-
fects, against unreasonable searches and seizures, shall net be violated, and no
Warrants shall issue, but upon probable cause, supported by Oath or affirma-
tion, and particularly describing the place to be searched, and the persons or
things te be seized.

Overton {1967): In this locker search case, police obtained a search war-
rant and searched a student’s locker, looking for drugs. A court of appeals
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stated that the school retains the control of the lockers and has the power to
search a locker because of the special relationship that administrators have
with students, In fact, the court said the administrator has a duty to inspect
when there is suspicion of something illegal.

T. L. 0. (1985): A female student (T. L. O.) was suspected of smoking in
the school restroom. She said that she did not smoke at all, The assistant vice
principal asked to see her purse and discovered cigarettes, rolling papers,
mariuana, a pipe, money, a list of students who owed her money, and two let-
ters that implicated her in dealing drugs. The Supreme Court said that
scheols do not have to have a search warrant, nor does the search have to be
based on probable cause, but on the reasonableness of the search, under all
circumstances.

The Fourth Amendment does not prohibit searches. It prohibits unrea-
sonable searches. Suflicient probability, not certainty, is the “touchstone of
reasenableness.” The administrator, in this case, had a reasonable suspicion
that T. L. O.'s purse would have cigarettes in it. In other words, school ad-
ministrators are subject to a lower standard for searches than are police offi-
cers, since administrators still have an in loco parentis function. While the
police must have probable cause, the school administrator only needs rea-
sonable suspicion. Principals can search lockers and clothing in order to
maintain an orderly educational atmosphere in the school building, In fact,
as the court said, it could be argued that the principal has an obligation to
search for drugs and weapons, when the principal suspects they exist, in or-
der to protect the heaith and welfare of the students,

Certain searches should be avoided. Strip searches of students and using
dogs to detect drugs on students have been ruled as too mtrusive. Another
type of search that can create problems for an administrator or teacher Is
searching an entire class. Mass searches are simply not permissible, and prin-
cipals must search only specific students after investigating and determining
individualized suspicion that the students violated the law or school rules.
Daog searches of lockers and automobiles have been allowed by the courts. In
Horton v, Goose Creek ISD (1982), the Fifth and Ninth Cireuit Courts found
that while locker and even backpack and coat searches are permissible,
“close proximity sniffing is offensive.” Students must be kept away from the
sniffing dogs during the search. The search of lockers and student property
using dogs must be conducted while the students are not present, and to do
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otherwise where there is no individualized suspicion is in violation of the
Fourth Amendment,

Some guidelines for searches are:

i

The search is based on reasonable grounds for believing that some-
thing contrary to school rules, or significantly detrimental to the
school and its students, wili be found in the locker.

. The information leading to the search and seizure 1s independent of

the police.

. The primary purpose of the search is to secure evidence of student

misconduct for disciplinary purposes, aithough it may be contem-
plated that in appropriate circumstances the evidence would also be
made available to the pohce. If evidence of a crime or grounds for a ju-
venile proceeding is lawhally obtained by school personnel, it may be
turned over to police and used by them.

. The school has keys or combinations to the lockers, and the students

are on some form of prior notice that the school reserves the right to
search the lockers. (Olson, 1971, pp. 49-50)

McCarthy and Cambron (1981} suggest

1.

A search warrant must be obtained if pohce officials are conducting a
search.

. Both students and parents should be informed that searches can and

will be conducted when necessary.

Before a search is ever conducted, school personnel should ask the
students to volunteer any evidence of contraband in their possession.
The person conducting the search should do so in the presence of an-
other staff member.

There should be absolutely no sirip searches or mass searches.

All searches should be based on reasonable belief that some illegal ma-
terial is present. {pp. 307-308)

More recently, some schools have asked students to take drug tests. Some-
times these tests have been required of athletes, sometimes of all students in

extracurricular activities, and sometimes schools have done this on a random



SCHOOL LAW FOR PRINCIPALS

basis. The individual students being tested challenged these tests in the
courts as an invasion of privacy because, in many cases, there was no prior
evidence of drug use. In Verenica (1995), the Supreme Court ruled in favor
of a school that wanted to test its athletes for drugs, saying that random test-
ing of students for drugs did not vielate the students’ rights to privacy. Since
this 1995 case, there have been various decisions at different judicial levels
ruling for and against the school, depending on who was tested and how the
students were chosen for the testing.

In the £arls case (2002), the Court sigmbicantly expanded its earlier rul-
ing from the Veronica {1995} case to allow drug testing of students other than
those involved in athietics. In this 2002 case, a public school district in rural
Oklahorma required drug testing of all nmddle and high school students who
wished to participate in any extracurricular activity (not just athletics). Al-
though not all students were fested, ali had to agrec 1o be tested in order to
participate in an activity. The Supreme Court, in a 5-4 decision, stated that
the district did not violate the Fourth Amendment prohibition on unreason-
able searches. Also, the majority of the Court said that the school district did
not have to show that there was an actual drug-abuse problem in the district
in order to justify a drug-testing program, though such evidence would help
the district demonstrate a “special needs” rationale. Earls does expand the
scope of drug testing, but it does not give a blanket endorsement for it. Here
are circumstances, based on the Eqrls decision in 2002, when drug testing
can take place in a school district:

* Testing does not bring law enforcement, disciplinary, or academic con-
sequences;

o ‘Test results are kept confidential;

o Testing results in only “negligible” intrusion on privacy;

* Students voluntarily subject themselves to an extracurricular program
that includes some extra degree of control by school authorities.

Bearches are no longer confined to desks or lockers on school property. Prin-
cipals must recognize that searches for dlegal drugs, alcohol, and contraband
have gone far beyond the schoolhouse gates. One such case, Rhodes v. Guarri-
cine {1999), involved students on a schoel-sponsored trip to Disney World. A
school chaperone observed a group of students outside the plaintiff®s room and
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smelled martjuana, The chaperone and hotel security checked the rooms of the
students nsing a room passkey and a safe passkey. Marijuana was found in a
tocked room sale, and alcohol was found in a dresser drawer, The students ar-
gued that the T. L. O. standard of reasonable suspicion did not apply since the
students were not on school grounds. The courts held that 7. L. 0. was per-
missible when it is a school-sponsored trip, and the search is conducted by a
school employee with reasonable suspicion. The court concluded that “tech-
nology and increased funding have allowed teachers to move beyond the school
grounds to better educate our children, and we will not conclude the power of
teachers to protect our students’ safety 1s reduced because they are no longer on
a traclitonal carmpus,”

TORT LIABILITY

A tort is a civil wrong (not contractual) that results in some injury for which
the court may reward damages. The most common tort injury is negligence.
As stated previously, schools are no longer protected by governmental im-
munity, and school personnel can be charged with neghgence. There are
usually two tests applied to see whether a staff member is negligent, First,
staff members can be found negligent if they do not act in a reasonable man-
ner. This is defined as acting as a reasonably prudent person would act un-
der the same circumstances. The second test is foreseeability, Could the staff
member have foreseen and/or prevented the circumstances which led to the
injury? The Wilkinson case (1982}, discussed in full in chapter 3,15 an ex-
ample of a tort that was successful because the board of education knew
about the possibility of someone getting injured by the glass in the gymna-
sium foyer, since someone else had been hurt there earlier. They could have
Jereseen the possibility for further injury. Also, their action (or, rather, inac-
tion) in not fixing the problem was not a reasonable response under the cir-
cumstances. Below is another case which shows that the courts can also be
reasonable in issuing judgments.

Fagan (1972): During a recess, a student threw a small rock, found on the
playground, which bounced against a larger stone and hit a boy (Fagan) in
the eye, cansing the loss of the eye. Fagan’s parents felt that the school should
have kept the playground in better shape and provided more supervision.
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The Wyoming state supreme court ruled for the school, stating that there 1s
no requirement for the supervising teacher to have under constant scrutiny
all precise spots of play. Supervision does not have to be continuous and di-
rect at al times in all places on the playground. Finally, just the fact there
were rocks on the playground does not make it a dangerous and defective
condition. In short, the actions of the supervisor had been reasonable, and
she could not have foreseen that the rock would hit 2 second rock and strike
the boy.

The Fagan (1972) case does point out the necessity for the principal to
be sure that all areas are properly supervised, especiaily those areas which
can be problem areas: science labs, playgrounds, home economics and in-
dustrial arts rooms, athletic fields, and gyms. These areas must be properly
supervised and have equipment which is 1n good shape. Also, students must
be properly trained to use the equipment in these areas. One of the authors
had an industrial arts student who was severely injured when he cut his hand
on a machine. When the incident was investigated, it was found that not only
did the student get training on the machine, he had to take a test on the ma-
chine before using it and had scored a perfect score on the exam. This gave
the school evidence that the student had been adequately trained. As a re-
sult, no lawsuit was filed.

What can be done to reduce the possibility of tort liability? The building
walk-through described in chapter 3 is a good way to begin to examine the
building on a regular basis. In addition, the National Association of Sec-
ondary School Principals (1975) has made some suggestions for reducing li-
abihity. These guidelines are

I. The exercise of due care requires an administrator to attempt to fore-
see dangers to students in his or her charge and to take whatever pre-
cautions seem reasonable to avoid them,

2. Specifically, an administrator is expected to establish rules for the
guidance of hus or her staff and to assign adequate supervision for any
student activity, but the school and its staff are not expected to be an
mnsurer of the health and safety of their students,

3. The greater the possibility of injury, the greater the efforts which
should be made to assure student safety.
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4, The closer the relationship of a student activity to the purposes and ed-
ucational program of the school, the more likely a principal or other ad-
ministrator is to be held accountable to the students for their well-being.

5. In circumstances where supervision and control of student welfare is
unfeasible, extra care should be taken to ensure that the circumstances
into which the student is placed are not fraught with inherent dangers,
Any necessary risks should be brought to the attention of both the stu-
dent and his or her parents in advance.

6. The degree of care required and the consequent amount of supervi-
sion expected Increases as the age and maturity of the students in-
volved decrease.

7. The location in which a student 1s infured is only one factor in the con-
sideration of whether there was negligence and consequent legal ha-
bility on the part of a principal or other educator.

ACADEMIC FREEDOM

The state legislatures have given school boards broad powers to establish ed-
ucational programs within the parameters of the state mandates. Likewise, the
courts have given the schools wide discretion in carrying out these programs
that they have established. Thus, when parents have questioned the right of
the board to establish certain programs and courses, the courts have generally
sided with the schools, However, once the curriculum has been established by
the board of education, there still have been challenges dealing with academic
freedom. Foliowing are two cases involving different aspects of this concept.

Keefe (1969): A teacher was suspended with the possibility of being fired
after he gave seniors a reading assignment in the Atlantic Monthly which con-
tained a “vulgar” word. Students were allowed to choose an alternate as-
signment if they wished. The court sided with the teacher, finding the article
scholarly and stating that the parents’ sensibilities were not the full measure
of what is education. The court objected to the “chilling effect” of the cen-
sorship (a phrase ofien scen in these opinions).

Pico (1982). A school board attended a conference and obtained a list of
books which were said to be objectionable. After some study, the hoard or-
dered that those titles be removed from the school fibrary. The court said
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that the books had to be returned to the library because the Constitution
does not permit the official suppression of ideas. While the board has the
right to select the books in the first place, it cannot remove them from the li-
brary after they have been placed there.

Owasso: In this 2002 case, the Supreme Court ruled that a teacher could
have students grade each other’s papers as the teacher called out the an-
swers. A student had objected to this practice, stating that there was a viola-
tion of the Family Educational Rights and Privacy Act. The Court ruled
unanimously that this act does not prohibit the practice of peer grading smce
student-graded work should not be considered an “educational record,” as
defined in the act. Further, in the same 2002 term, the Court ruled in Gon-
zaga University v. Doe (2002) that the Family Educational Rights and Pni-
vacy Act provisions confer no individual rights,

To conclude this chapter, principals are urged to learn what the state law
{school code) says and what is stated in the distrct’s school board policy man-
ual and in administrative procedures. For example, it does not help to know all
about student due process and court decisions affecting the administering of
corporal punishment if the principal does not realize that the district board pol-
icy prohibits it. Also, most state and national principal associations try to keep
their members informed about recent court decisions that could affect them.
Principals should note these articles in their professional journals and newslet-
ters. Finally, principals should not hesitate to ask the superintendent or person-
nel office for advice. Districts need to be consistent in their dealings with stu-
dents and staff, and good communications from mdividual principals 1o the
central office will help. Principals and superintendents need to remember that
they are not attorneys, and they may need to contact their law firms for advice.

SUMMARY

"This chapter discussed the principal’s role with respect to school law. Specif-
ically, it covered the areas of religion in the schools, student rights, discrimi-
nation, searches of lockers and students, torts, and academic freedom. Due
process for students will be discussed in the chapter on student discipline.
The next chapter looks at the food service program in the school and gives
suggestions for the principal for dealing with this program.
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THE PRINCIPAL’S CASEBOOK

The Case of the Sliding Student

You have just received a phone call from a parent of onie of your high school
students. She stated that her daughter had been Injured in physical educa-
tion class, which was news to you. Sue, the daughter, was on a team playing
a game which the instructor called “shiding.” The students in this game were
supposed to lie on their stomachs on a small sled, with wheels, and push
themselves around the gymnasium floor. To you, it sounded something like
a soccer or hockey game. Anyway, during this game, Sue was pushed againse
the side of the gym where the teacher had placed long boards 1o keep the ball
in play. The loose board hit Sue in the head and caused her to go to the hos-
pital for treatment.

Questions to Consider

* Do you understand the game, or do you need to ask the teacher to ex-
plain it to you?

* Do you have any opinion about the equipment-—the sled and the boards?

* Is there negligence mvolved? If so, who is negligent?

* Do you need to contact the attorney? The insurance company? Why
would you call the insurance company?

* What do you think about this activity, apart from any injury?

¢ What would you teli Sue’s mother on the phone?

¢ What would you do after the phone call?
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THE PRINCIPAL AND
FOOD SERVICE

INTRODUCTION

carly every principal is forced to deal on some level with food service.

Just as the neighborhood red brick elementary school is all but 2 mem-
ory, so are the hour-ong lunches that teachers and students once knew. And
for those old red brick buildings that have managed to escape the wrecker’s
ball, the basements, gyms, assembly halls, and even classrooms have become
makeshift cafeteria spaces.

The principal is either mvolved in a cafeteria program housed in the
building, a satellite program with food sent from a central location, or with
an outside food service that serves the district, Whichever is the case, the
principal will have Iaput, because such operations are a part of the school
and, as such, are under the principal’s jurisdiction, As the person responsi-
ble for the building, the principal should at jeast understand the basics of the
food service program. Often, this arez will become a bone of contention with
students, parents, and even with the teachers,
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CHAPTER 8

This chapter discusses the following areas: the school lunch, line and staff
relationships, leftover food, safety and sanitation guidelines, and some job
descriptions for the food service staff. Unlike the text of some of the other
chapters in this book, this chapter contains several lists of standards for the
cafeteria, especially in the safety/sanitation areas. The purpose of providing
these lists 15 to give the principal a resource to which he or she can refer to
check the quality of the cafeteria.

THE SCHOOL LUNCH

What are the components of the typical school lunch {formerly called the
Class A lunch)?

Can there be substitutions?

Can the principal mnitiate offerings that go beyond the set program?

According to the United States Department of Agriculture (USDA), the nu-
tritional goal of the typical breakfast is to furnish at least one-quarter of the
recommended daily dietary allowance, while the typieal lunch 1s to furnish at
least one-third of the recommended daily dietary allowance (RDA) for chul-
dren ages six to eighteen.

A typical lunch, as specified in the USDA Regulations, shall contain as a

minimum each of the following food coraponents:

1. Meat and meat alternate: Two ounces (edible portion as served) of
lean meat, pouitry, or fish; or two ounces of cheese; or one egg; or one-
half cup of any combination of these foods, To be counted in meeting
this requirement, these foods must be served in a main dish and one
other menu item.

2. Vegetables and fruits: Three-fourths cup serving consisting of two or
more vegetables or fruits or both. A serving of full-strength vegetable
or fruit juice may be counted to meet not more than half this requirement.

3. Bread: Eight servings per week of whole grain or enriched bread or
other breads such as corn bread, biscuits, rolls, muflins, made of
whele grain or enriched meal or flours {or, as an alternative, pasta).
There must be at least one serving per day.
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4. Fluid milk: One-half pint of fluid milk as a beverage. A choice must be
offered; the milk served must be a cheice of whole milk and a form of
low-fat plain milk.

Someone once said, ““Class A’ doesn’t necessarily mean classy” Sometimes,
these typical lunches lose their appeal. In all fairness to the cafeteria cooks, one
can ondy do so much with government commodities. It is the wise principal who
will initiate other options for the customers of the cafeteria. A good idea s al-
ways to seck mput from both the students and the staff when looking at menu
options. In some areas of the country it is vitally important for students to be
given the epportunity for input on local, cultural, and ethnic favorite foods.

A salad bar is certainly a nice addition that will whet the appetite of adults
and teens alike. Weight-conscious students will appreciate the greens and the
crispy vegetables. The salad bar is thrifty, too, because the vegetables can be
reeycled into soups. Another excellent idea is to estabhish a build-your-own-
baked-potato bar. There can be a charge for the potato and for each addi-
tional topping.

Adults and students both enjoy soup and sandwiches, Let them have a
couple of choices, and they will think they are dining at a restaurant, Another
suggestion 1s to ask the cooks to come up with a quarter-pound hamburger
and name it after the school’s mascot—the Mustang Burger or the Lancer
Burger, and so forth, These can be served on ball game days. Free and re-
duced lunch customers will have to maintain the Class A Junch so that the
school can coliect government dollars.

LINE AND STAFF

Where does the building principal generally fit into the food service
program?

Figure 8.1 shows a typical schematic for line and staff. One aspect listed is a
food service advisory committee. The principal needs input from members
of the district as well as from students. By having such a committee, the prin-
cipal is in better standing with the foods division of the local state depart-
ment of education,
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Figure 8.1,  line and Staff Chart. (Note: The nurvber and position of the people on
this chart will vary with the size of the school district. This is just one possibifity.)

LEFTOVER FOOD
What happens to leftover food?
To whom does it belong?

A principal who has been on the job for any length of time will come across
these questions, and there is only one correct answer—the food belongs to
the school. Cooks, cafeterta workers, and other staff members cannot be al-
lowed te take home leftovers without paying for them. The cafeteria staff
should not make extra food so that there will be food for them to take home,
paid for or not, If there is food which would otherwise go to waste, the cooks
can purchase this food at the regular adult price. The smart principal can ad-
dress the situation by posting the following sign in several conspicuous lo-
cations in the cafeteria kitchen:

All food consumed by Food Services employees is to be paid for at
the appropriate Adult Price. Leftovers, runouts, specials, etc., are nof fo
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be given away or sold to employees for less than they were priced to
adults. All food should be paid for prior to consumption.

The cautious principal shouid periodically check the cooks’ packages
and see if they have a receipt for any food being taken out. Toast, butter,
Jjelly, and coffee are often consumed by cafeteria cooks with no thought of
paying for them, These items are not perks, and the costs must be borne by
the consumers. The principal should check before lunch starts, too, and
make certain that the cafeteria manager gives receipts for food purchased. If
the principal asks to see a receipt, he or she is showing fiscal stewardship
that is expected of an executive,

The principal should be sure to pay for all items consumed personally
and should let the cafeteria staff know from the outset that he or she has
the same expectations from them. If the principal finds the staff either tak-
ing home leftovers without paying for them or eating breakfasts or
lunches for free, the principal should handle the situation with progres-
sive discipline as described in chapter 6: a verbal warning, a written let-
ter, a suspension, or possible termination. Stealing is stealing. The foed
has been purchased with taxpayers’ money, either directly or through
the government. As the saying goes, “There is no such thing as a free
lunch,”

SAFETY AND SANITATION GUIDELINES

The principal is responsible for the safety and well-being of food service em-
ployees, students, and staff. The principal should have a say in the dress
code, the work habits (as they pertain to safety and sanitation), as well as
food protection and preparation.

The following guidelines outline sanitation practices that need to be fol-
lowed in any food service operation in order to protect the health of the cus-
tomers. Also included are safety guidelines designed to protect the health
and well-being of the employee. Because of their importance, each food ser-
vice employee should have a working knowledge of these guidelines. The
first part of this section addresses the employee; the second part addresses
food protection.
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The Food Service Employee

A, Personal Appearance

The personal appearance of the employee is important for sanitation and
safety reasons, as well as for the impression the employee gives of the cafete-
ria operations,

1. Shoes
The employee’s shoes must be complete {no open toes or heels), comfort-
able to wear, provide support, and provide protection from heavy or sharp
objects that may fall on the feet. The soles should be made of a substance
that will grip the floor to prevent falls caused by shippery floors. Shoes
should be kept clean, polished, and in good repair.

2. Jewelry
Wedding rings, engagement rings, and button-type earrings for pierced ears
are acceptable. Dangling earrings, clip-on earvings, pins, necklaces, and so
on, are not to be worn in the kitchen while working.

3. Personal Hygiene
Employees must bathe daily, use deodorant, and brush their teeth with a
dentifrice. Conservative use of makeup and perfume is acceptable. Fingernail
polish or faise fingernails are not permitted, as they can chip into the food.

4. Storage of Personal Items
All coats, purses, sweaters, and other personal items should be kept in the
lockers provided, or in a designated place assigned, by the manager/cook. At
no time should articles of clothing be hanging on equipment and storage
racks or left anywhere the cothing can come in contact with food-contact
surfaces or equipment. Lockers should be kept locked to prevent loss of per-
sonal items. Employees must provide their own locks (the combination or
the spare key must be on file in the manager/cook’s office).

The principal of the building needs to periodically check to see that these
basic rules of sanitation are being met. Inappropriate dress or lack of hygiene
should be dealt with by the manager/cock.

B. Health of Employee
No person while affected with 2 disease in a communicable form, or while a
carrier of such a disease, or while afflicted with boils, infected wounds, a
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cold, diarrhea, gastrointestinal upsets, or a respiratory infection can work in
school food service. Employees with such health problems must immedi-
ately notify the manager/cook.

1. Cuts
Persons with cuts that are not infected may work provided the cut is com-
pletely bandaged and a guard cover is used.

C.  Employee Work Habits

In order for good sanitation and safety procedures to be effective, they must
be practiced at all times. Good sanitation and safety procedures must be de-
veloped in the work habits of the employee.

1. Wiashing of Hands
Hands are to be washed in the sink provided for this purpose, with soap and
warm water, never in the stnk where food is being prepared. Hands should

be washed:

. after arriving and before starting work
. after eating
. after handling sotled equipment

after combing hair or arranging hair
after coffee breaks
. after handhing money
h. asneeded

2. Dish Towels
Cooks should wipe their hands, face, andfor arms with paper towels and
never with a dish towel. Dishes and equipment should be air-dried and not

a
b

¢
d. after blowing nose, sneezing, or coughing
e.

f.

&

dried with a towel. If dish towels are used for cleaning surfaces and equip-
ment and are dropped on the floor, they should not be used again until
washed.

3. Eating, Drinking, and Smoking
a. Food should only be caten in the dining room during assigned
breaks or lunch period.
b. If an employee is thirsty, the cook should go to the water fountain
for a drink or get a glass of water, drink it, and return the glass to
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the sotted dish area. Cooks should not keep a glass of iquid in the

work area for sipping.

4. Tasting
Tasting is a very important part of a cook’s job. Food must be tasted in order
to judge quality, The cook should use a clean spoon {not a finger) for tasting,
and the spoon should not be reused.

Again, the principal needs to do periodic walk-throughs to be certain
these guidelines and rules are followed. The principal should remember that
i a samitation inspector or a food service division inspector from the state de-
partment of education visits, the principal has the responsibility for seeing
that these guidelines are met.

Some other important matters for the principal to check:

5. Work Surfaces

a. Dirty dishes, pots, and boxes should not be placed on a food
preparation work surface.

b. Cooks should not lean or sit on food preparation work surfaces.

¢. These food preparation work and wall surfaces must be kept clean
at all imes.

6. Handling Equipment and Utensils
a. Cooks should be alert to any utensil not properly washed.
b. They should set aside any chipped or cracked equipment.
¢. Cooks should not use any equipment or utensil that falls on the
floor.
d. The staff should keep fingers away from the rim of glasses, the eat-
ing end of siiverware, and the food-contact surface of the plate.

7. Serving food
a. H a serving utensil falls into the food, another one should be used
to get it out.
b. Equipment should be used to serve or prepare food, not the hands
{unless covered with a hand guard).
Following are some safety procedures which principals should know. If
the staff follows these procedures, worker’s compensation claims for the
kitchen may be reduced.
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8. Safety Procedures

a. Slicing should be done away from the body, not toward the body.
b. Knives, two-pronged forks, and other sharp tools should be stored
in special areas.
¢. Such sharp tools should not be covered with a cloth or towel on a
table.
d. I one of these tools is dropped, it should be lcft to fall. The cook
should not attempt to catch it
e. Safety guards should be used on meat shicers.
f. People using equipment should be trained for its use and should
know the safety procedures for its use,
. Broken china and glassware should be cleaned up immediately, us-
ing a broom and dustpan. Place broken pieces in a special container.
h. Catting knives should not be placed with dirty pots and pans for
cleaning,.
i. Clean any liquid spills from the floor immediately.

Food Protection

In order to avoid having the school shut down by food poisoning or other
food-related epidemics, cafeteria staff should follow these basic principles.

A.  General Goal

Al food, while being stored, prepared, served, or sold in the cafeteria, or
transported from the cafeteria, should be protected against contamination
from dust, insecticides, flies, rodents, and other vermin; unclean utensils and
work surfaces; unnecessary handling; coughing and sneezing; flooding,
drainage, and overhead leakage; and any other source of contamination.

B. Temperatures

1. Fach facility used for the storage of potentially hazardous food must
have a thermometer located in the warmest part of the facility in which
the food is stored,

2. All perishable food should be stored at temperatures that will protect
aganst spoilage.
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3. All potentially hazardous food should be maintained at a safe temper-

ature (45°F or below; at 140°F or above) except during the necessary
mnimurn periods of actual preparation and serving.
Al hot foods should be served at a temperature of 165°F or higher.

. Frozen food should be stored at or below 0°F. Frozen food should be

thawed by placing it in a refrigerator at 45°F or below until thawed as
part of the continuous cooking process, or thawed by any other
method which has been approved by the health department as safe
and satisfactory.

C. Preparation

I

When using utensils such as forks, tongs, and spoons for preparation,
the handle portion of the utensil should not come in contact with the
food.

. All raw fruits and vegetables should be washed thoroughly before be-

ing cooked or served.

. Fresh pork, stuffings, poultry, and stuffed meats/poultry should be

heated to 2 minimum temperature of 165°F throughout.

. Meat salads, poultry salads, potato salads, egg salads, cream-filied pas-

tries, and other potentially hazardous processed foods should be pre-
pared from chilled products, with a minimum of manual contact, and
on surfaces and with utensils which are clean and which have been
sanstized prior to use.

D. Storage

1. All food items and nonfood items must be stored away from cleaning

and chemical supplies.

2. Food should be stored in properly labeled containers on clean racks,

shelves, dollies, or other clean surface in such a manner, and such a
height, as to be protected from contamination.

E. Display and Service

1. Glass guards should be used to protect unwrapped food from conta-

mination from customers,
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Suitable utensils should be used to reduce manual contact with food.

. Condiments should be provided in dispensers that protect agamst

contamination.

. Food that has been subjected to possible contamination by the cus-

tomer cannot be saved or reused.

Cleanliness of Equipment and Utensils

After each use, all tableware, dishes, glasses, and trays should be thor-
oughly cleaned and sanitized.

. All kitchen equipment and surfaces should be thoroughly cleaned and

sanitized,

. The cooking surfaces of grills and griddles should be cleaned at least

once each day they are used and should be free of encrusted grease de-
posits and other soil.

. Burfaces not used for food preparation—fans, counters, shelves, and

so on-—should be cleaned as necessary to keep them free of dust, dirt,
food particles, grease, and other debris.

Detergents are to be rinsed off food-contact surfaces,

After utensils are cleaned, they should be handled in such a way as to
avoid touching the part which will come in contact with food.
Adequate storage should be provided for clean equipment.

Cleaned equipment and utensils should be air-dried before being
stored,

KNOW YOUR WAY AROUND

It is important for principals to know their way around the cafeteria. This

operation is an important one for any school. It can be a source of school

pride, or it can be a problem for the principal. How well the principal ad-

dresses the points In this chapter may make the difference.
The principal is expected to set the tone in the building. This includes
meeting with the cafeteria manager to review and emphasize the proper phi-

losophy. The material in this chapter is 2 good place to start and can be used
to develop a handbook for your food service staff.
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Points to remember:

Do not allow stealing, in the form of either taking leftovers or eating

breakfasts or lunches without paying. It soon adds up to a share of what
could and should be profits.

Sanitation, good hygiene, and proper work habits are imperative, Lack

of either can result in epidemic sickness or in worker’s compensation

claims,

JOB DESCRIPTION: MANAGER/COGOK

Responsible to; the building principal.

General duties: to supervise, direct, and participate in the preparation

and serving of student lunches.

Specific duties:

LN Ut Wb

10.
11

12,

13.

Prepares menus to be served in the building and ensures distribution
to students and staff in advance

Assists other cooks in food preparation and serving

Requisitions all food supplies

Determines portions and quality control of food served

Maintains required inventory records

Checks invoices, and prepares monthly report or purchases
Evaluates the job performance of assigned cafeterta personnel
Recommends the dismissal or reprimanding of unsatisfactory subor-
dinates

Verifies deliveries and invoices, and verifies invoices for payment by
the school district

Maintains a neat and clean kitchen, and adheres to sanitary regulations
Counts all cafeteria receipts daily and makes out bank deposit
slips

Establishes good rapport with students, teaching staff, school ad-
ministrators, civic groups, and the general public

Performs other related duties as assigned
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JOB DESCRIPTION: COOK

Responsible to: the cafeteria manager.
General duties: to prepare and serve student lunches.
Specific duties:

1.
2.

w

WS W

10.

Follows the directions of the cafeteria manager

Adheres strictly to prescribed recipes

Works diligently at the specific task assigned, and offers help to oth-
ers when needed

Acquaints herself or himself with every procedure in the lunchroom
Maintains an orderly and clean work area

Prepares and serves food in an attractive manner

Adheres rigidly to sanitary practices

Maintains a clean and neat personal appearance

Establishes a good rapport with students, teaching staff, school ad-
ministrators, civic groups, and the general pubhe

Performs other related duties as assigned

SUMMARY

This chapter presented lists of standards for the principal to check when ex-
amining the food service area in the school. Emphasis was placed on safety
and sanitation and the issue of leftover food. The following chapter discusses
the issue of student discipline and how it can be managed in the school.

THE PRINCIPAL’S CASEROOK

The Case of the Missing Meatloaf

Mprs, Braden has been the head of the cafeteria for five years and has worked
in food services throughouwt the district for nearly twenty years. She knows

her job. Her paperwork is always on time. Although the cafeteria did not
make a profit, it was not too deeply in the red cither,
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Dr. Eaton has been principal in this building for only twe years. He has
been pleased with the job his cafeteria personnel have done and was sur-
prised when the assistant superintendent for business called him to tell him
to start watching the cafeteria staff and Mrs. Braden very closely.

After several minutes of discussion, the assistant superintendent told
Dr. Eaton that several of the neighbors and a couple of PTA mothers had
cafled the superintendent to complain that their children were not being
served enough at lunch, but that the cafeteria ladies were taking home
packages of leftovers every day.

Questions to Consider

¢ Should Dr. Eaton confront Mrs. Braden with the aliegation?

e How much attention should the principal pay to the neighbors and
PTA mothers?

¢ How much attention should Dr. Eaton pay to the assistant superinten-
dent?

¢ Should the cafeteria workers be allowed to take home leftovers without
proper payment? Should free leftovers be a perk of the school district?

e If caught in this act, what, if anything, should be done about these
ladies?

REFERENCES

The lists of items in this chapter have been adapted from the following four
sources: Guidelines and Begulations from the United States Department of Agricul-
ture, Twinsburg (GH} City School Food Service Manual, the Kokomo High School
Food Sevvice Manual, and the San Diego {TX} Food Service Department,



STUDENT DISCIPLINE

INTRODUCTION

o matter what the size of the school is or what grade levels are in-
Nciuded, it is imperative that the principal assume direct responsibility
for the atmosphere in the school. All students must be provided with a
clean, safe school that has a controlled learning environment. Students
have the right to come to school to learn. They should not fear that they
will be attacked or harmed in any way, nor will their learning be hampered
in any way.

In order for this to be a reahity, the principal needs to be certain that order
and disciphine prevail. While the subject of this chapter is student discipline,
the intent is not to suggest a heavy-handed, prison-like atmosphere. Rather,
this chapter will discuss a positive approach to discipline wherever that is
possible and discuss the legal implications for student discipline when puni-
tive action must be taken.
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A POSITIVE ATMOSPHERE

When the word discipline is mentioned, most people think of something
negative: punishment, paddling, hitting, or sitting in the corner. On the
other hand, when it is said that someone is self-disczplined, this concept is
considered very positive, Discipline should not always be considered neg-
ative, The best form of discipline is that which encourages self-discipline
or self-control. It is the principal’s responsibility to set the tone for disci-
pline in his or her school and to encourage policies which foster self-
discipline.

English and Black (1986), in their book on school administration, point
out the following:

1fthe principal is a warden, you've got a prison. i the principal is a despot, you
have a police state. Hf the principal is a wimp, you have chaos. The principal
doesn’t “buddy up” with the kids, use slang that is in vogue, tell off-color jokes,
or horse play with the kids. A leader of kids deesn'tact like akid. .. . The prin-
cipal is an adult. The principal is someone who cares and deeply believes in the
potential for kids to become competent, caring human beings. . . It colors every
action he or she takes. {p. 97)

Curwin and Mendler (1980) suggest a school-wide discipline concept,
involving a team approach. Principals should consider a team approach
and what it can do for the school. This concept can develop and nurture
an atmosphere of mutual respect and trust in the school. This approach
not only involves the students and teachers but also the classified staff as
well,

THE TEAM APPROACH TO DISCIPLINE

The Principal

The principal sets the tone and establishes the climate in the building,
Everything else becomes a reflection of the principal’s attitude. The princi-

pal sets the pace and leads the team.
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The Assistant Principal

The assistant substitutes for the principal whenever the need arises. The
principal and the assistant must agree on their philosophy of discipline and
how it will be handled. Typically, the assistant principal has the major re-
sponsibility for student discipline in the school. Two things are important to
remember: 1} the principal must stli play a leadership role in establishing
the climate in the school, even though an assistant may carry out day-to-day
chsciplinary actions. 2) The principal must be sure that the assistant carries
out his or her disciplinary duties according to the principal’s philosophy.

The Guidance Counselor

Some guidance personnel, especially counselors, object to being part of a dis-
ciplinary team. Their belief 13 that their effectiveness as counselors is com-
promised when they have to deal with discipline. Yet, coumseling should be a
part of the disciphnary process. Being part of the team does not mean that
counsclors have to assign disciplinary measures to students, but it does reveal
the importance of the role of the counselor in effective discipline plans.

For example, counselors can offer a place where students can cool off and
discuss their situations. Counsclors should assist a student to evaluate his or
her behavior, determine what was inappropriate, and plan steps to be taken
if involved 1 a similar situation. Counselors do provide positive role models
for conflict resolution. They demonstrate patience and understanding while
building trust. At the same time, the counselor should be part of the team
and reinforce the school’s disciplinary policy.

The Classroom Teacher

Teachers may be the most important members of the disciplinary team. Teach-
ers generally know the students better than the other team members do. Be-
cause of the nature of the teaching-learning process, teachers are responsible
for setting parameters, having formal expectations, and insisting that the stu-
dents behave in a certain manner in class, As a result, the teacher is important
in the discipline of students throughout the school, both in academic pursuits
and in extracurricular activities.
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The Custodial Staff

It is irnperative that a clean and safe learning environment be maintained. The
principal must teach the custodians that they are not just cleaning a building but
are making an environment more conducive to learning. Continual cleaning,
proper maintenance, painting, and the removal of graffiti will help produce this
environment. Chapter 3 discussed the necessity of the principal and custodian
working together for the safety and cleankness of the building and stressed the
importanee of conducting a regular building walk-through together.

Principals must convince the custodial staff that clean and well-maintained
classrooms, restrooms, and pubkic areas contribute to the psychological well-
being of the students {and the staff, as well), When a custodian can give stu-
dents a wholesome environment, a smile, and a2 warm “Hello,” it affects the
whole school. It works both ways—good student discipline makes the custo-
dian’s job easier, and good building maintenance and cleaning helps with stu-
dent discipline.

The Cafeteria Staff

Lunchtime should be a time of friendly camaraderie for students, not a time
when they have to eat in silence or a time when they are allowed to shout
across the room. The cafeteria staff, monitors, teachers, and principal must
work together to train students how to behave in the cafetenia. A friendly face
on the cafeteria serving line, 2 positive attitude by the staff, and a good meal
will all contribute to better conduct in the cafeteria. Lunch should be a pleas-
ant experience, and the food service staff can help start this experience off in
a positive way.

The School Seeretary

How is the secretary part of the team? The office secretary is really on the
front lines, along with the teachers. She is usually the first person students
see when they are sent 1o the office from a classroom after a preblem, from
the cafeteria after getting too loud, from the gym after a fight, or from the hall-
ways after running, Throughout the day, the secretary is confronted by stu-
dents who have been sent to the office for disciplinary reasons—students
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who are usually upset at someone or some situation. 1t is tough for the sec-
retary to be the one person who stands at the counter and receives these stu-
dents. The secretary must learn how to handle these situations. She can ei-
ther calm the student down or make things worse, depending on how she
handles the students. A calm voice and a httde kindness will go far to help
quict down the student, While the secretary cannot mininsize what the stu-
dents have done, she can try to calm them down, have them wait quietly for
the administrator, and try to reassure them that they will be treated fairly.

The School Bus Driver

A lot of time is spent training bus drivers to drive, know safety rules, handie
emergencies, and know the equipment. These things are very important.
Drivers should also be trained to deal with students. Discipline problems do
oceur on buses, and these problems often: overflow into the school. Princi-
pals have to work with bus drivers on how to handle students on the bus and
when to refer problems to the office after the bus arrives at school. Drivers
need to be mature, stable adults who enjoy being around children, but who
believe in having them behave properly.

While the hiring process is sometimes elaborate for replacing teachers, it
is usually relatively simple for hiring classified stafl. However, that does not
mean proper attention should not be paid to this process. With respect to
bus drivers, principals should work with the superintendent or transporta-
tion director to find drivers who are competent both in the driving phase and
in handling children. Finally, principals may want to use Asserfive Discipline
Jor Bus Drivers (1987}, written by Lee and Marlene Canter.

Fhe Student Council

Stradley and Aspinall {1975) feel that student councils are important to the
atmosphere in the schools: “When problems occur, the student council can
help solve the conflicts. Student council faculty advisors should counsel the
membership on what the democratic process means and why its strengths lie
n unity and purpose” (p. 89).

Principals should never underestimate the power of using the student
council as a collective member of the discipline team, Guided by a competent
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faculty advisor, the student council should not be in epposition to the ad-
ministration. The administration needs to show the council that it wants to
see discipline handled in such a way that students can be encouraged to have
self-control.

1t is suggested that the principal empower the student council to organize
a grievance commitiee to hear problems and complaints from the students.
This should help with the credibility of the council and will offer a forum for
recalcitrant students to air their problems and concerns with fellow students.

If structured properly, this team approach to discipline can help solve
many of the minor problems that can take up so much of the teacher’s or
principal’s tme. With everyone working together to maintain the same atti-
tude and philosophy toward discipline, the expectations and the outcomes
should be the same, As 2 result, the principal, staff, and students will have a
much smoother running school.

Thoempson and Walter {1998) find the team approach te discipline quite
effective in averting or minimizing student discipline problems. Everyone in
the building—certificated and noncertificated-~worked together te main-
tain the same attitude, expectations, and philosophy. Everyone knew per-
sonal roles and expectations, so the building ran more smoothly. Both stu-
dents and parents understood what would and would not be permitted in
this seamless web. They state that “school is a microcosm of society. We
have expectations for its members. We can no longer afford to sit idly by
while violence and intimidation create anarchy and disruption in our
schools. Good discipline is important and the foundation of all learning.
Everyone connected with the school and the district must strive to develop
and to enforce uniform strategies designed to magnify both learning and be-
havioral expectations and to redirect students unable or unwilling to par-
ticipate in the daily activities of education” {p. 198}.

DYSFUNCTIONAL AND ANTISOCIAL BEHAVIOR

No matter how well the team approach to discipline works, there will always
be a few students who will not assume responsibility for their own behavior.
As a result, procedures must be developed to handle these students. While
there is the temptation to just throw these students out of school (“and let his
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parents deal with him!”), this action is at cross-purposes to what we are try-
ing to accomphsh in school—to produce good citizens who can think, judge,
and make good decisions about their actions, Thus, the school should make
an effort to counsel these students into proper behavior.

Of course, the school eannot do this alone. Parents must work with the
schools to try to correct inappropriate behavior, which is sometimes easier
said than done, when parents cannot or will not join the school team in try-
ing to help their children.

In spite of all this effort, there are times when students must be removed
from school. When their behavior threatens others or disrupts the school
sufficiently, students have to be suspended or expelled.

However, in removing students from school, two things have to be keptin
mind--special education situations and due process.

Disruptive Special Education Students

In 1975, federal law (Education for All Handicapped Children Act) man-
dated that no student could be excluded from school because of a handi-
capping condition. I the school or a private sector psychologist stated that a
student had a problem and had been identified as seriously emotionally dis-
turbed or severely behaviorally handicapped, that student could not be re-
moved from school if the offense commiited was related to the handicapping
condition,

This law insisted that schools must establish procedures for holding a for-
mal special education procedure to determine if an offense was related to the
student’s handicapping condition. If it was, further procedures had to be de-
veloped for dealing with the student and the behavior without removing the
student from school. Of course, if the behavior was not related to the handi-
capping condition, the student could be removed from school in accordance
with the procedures developed for other students, uniess state law prohib-
ited it. In 1992, Franklin and Braun wrote that in [Hinois “the law is unset-
ted as to whether a special education student may be expelled from school
when the behavior giving rise to the discipline is not related to the child’s
handicapping condition” (p. 209).

However, the situation has changed with The Individuals with Disabilities
Education Act (IDEA), which is now considered the major law pertaining to
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the education of students with disabilities. In 1997, Congress passed P.L.
10517, the Individuals with Disabilities Education Act Amendments of
1997. Under this act, parents of students with disabilities must be provided
written notice of any change in placement, and a long-term suspension or ex-
pulsion is considered a “change in placement.” This 1997 law allows schools
to suspend certain students with disabilities from their classes and place them
in an alternative educational setting for an additional forty-five days beyond
the ten-day limit for carrying weapons or using or dealing drugs. Also, if the
school feels that a student may cause injuries to other students or to them-
selves, that student may be removed from scheol by an mdependent hearing
officer, after an expedited due process hearing. “The burden of proving the
hkelithood of the student causing mjury is on the school. In addition,
the school may petition the court to remove a student considered dangerous”
{McKinney, 2008, p. 165).

Under this law, the school must have an IEP team determine if the stu-
dent’s behavior was a manifestation of the disability, and if so, the tearn can
approve a change in placement with the agreement of the student’s parents.
If the parents disagree with the determination or the change in placement,
there is an immediate appeal to a hearing officer. If the student’s behavior is
detertmined not to be a manifestation of the disability, the school can use the
same disciplinary procedures as used on nonspeaal education students, ex-
cept that the “special education student cannot be denied a free and appro-
priate public education. The case conference committce determines the
amount and level of education and related services to be provided the stu-
dent” (McKinney, 2080, p. 166).

Due Process Rights for Students

The Fifth Amendment of the U.5. Constitution states {(in part} that no per-
son shall “be deprived of life, liberty, or property, without due process of
Jaw Seventy-seven years later, Congress passed the Fourteenth Amend-
ment, extending these rights to the state level: “Nor shall any State deprive
any person of life, liberty, or property, without due process of Jaw; nor deny
to any person within its jurisdiction the equal protection of the laws.”
Although this latter amendment was passed in 1868, it was interpreted to
apply only to adults. As stated in chapter 7, Fx re Gault (1967) resulted in 2
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ruling which stated that children, as well as adults, are entitled to due
process. Thus, it is a relatively recent concept to give due process (by law} to
stadents in school. One of the first cases dealing with this concept was taken
to the United States Supreme Court in 1975,

Goss v, Lopez

In this 1975 case, Lopez, a student in 2 Columbus, Ohio, school was sus-
pended from school (with others) for a disturbance in the cafeteria. He had
not been given any due process prior to or after his suspension. He had just
been told to go home. The Supreme Court ruled that the student was enti-
tled to a hearing and also that the Ohio statute that was used to suspend the
student was unconstitutional. The Court said that suspensions can damage
the student’s standings with teachers and other students and interfere with
education and employment. An informal hearing should be held within min-
utes after the incident, with the administration telling the student about his
misconduct. The Court also recognized that there are times when immedi-
ate removal 1s necessary with the hearing being held later. The Court did not
require that the student should be able to secure counsel, cross-examine wit-
nesses, or call witnesses. This case dealt with a short suspenston {ten days or
less}, not an expulsion. More formal procedures are probably necessary for
a longer suspension or expulsion.

As a resuit of Goss v. Lopez (1975} and similar decisions, administrators
had to establish procedures for dealing with the due process rights of stu-
dents. Many school districts put these procedures in writing and develop
forms to help the administrator follow the district procedures. In a similar
vein, administrators put the school rules in writing, publish them in student
handbooks, and distribute them to the students, sometimes requiring the
students to sign 2 form that they received the handbooks.

Kinds of Due Process

"The due process under discussion thus far is called procedural due process,
In brief, it requires the administrator to tell the student what the violation
was and the evidence that led to these charges, to give the student an op-
portunity to give his or her side of the incident, and to allow the student a
fair and impartial hearing. As stated earlier, the formality of the procedures
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and hearing increases with the increase in the penalty that could be levied,
Following this informal hearing, the school must send the parents written
notification of the misconduct and the disciplinary action taken against the
student.

Another due process is substaniive due process. As Kimbrough and Bur-
kett (1990) say, “Substantive due process is less precise than procedural due
process. It is highly discretionary but embraces the spirit of the need for fair
treatment of all people, including students™ (p. 218). This means that
schools need to establish rules which are fair, clearly stated, and reasonable.
Also, the pumishment which is given for the viclation of a rule should be in
proportion to the violation. Finally, the rules should be applied in a fair man-
ner. Some students should not be singled out for punishment while others
go free, nor should one group {minority or female, for example) receive dif-
ferent treatment than another group.

GANG ACTIVITY IN THE SCHGOLS

In addition to individual student problems, some scheols also have prob-
lems with gangs. If gangs are prevalent in a school, the local pelice should be
contacted so that they can share their experience and expertise with school
officials. These two groups need to work together to get gangs out of the
school or to minimize their effect on the scheol programs. Ubben, Hughes,
and Noyris (2001, p. 105) suggest the following steps for school administra-
tors to take if gang activity is suspected in the building:

* Establish the school as neutral ground and have the administration
adopt & “no tolerance” policy for any gang activity at the school.

e Know the difference between youthfl mishehavior that admindstrators
may expect to happen from time to time at school and those things
which are criminal acts,

¢ Cooperate with other social agencies, including the police, to train
school personnel i the identification of gang members, symbols, and
how to handle them,

e Create a mechanism for mediating student conflicts and consider the
use of peer mediation in the school.
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* Encourage teachers to treat all students fairly and consistently.

» Tty to have teachers incorporate gang issues into their lesson plans and
have them address the rights and responsibilities of citizens, decision
making, and problem-solving skills.

» Work with teachers to establish good lines of communication with
parents and be aware of community resources that are available to
teachers.

CORPORAL PUNISHMENT

Corporal punishment has always been controversial, but the debate has in-
creased since the due process and student rights decisions of the 1960s and
1970s. The Supreme Court in Ingraham v. Wright (1997) ruled that corpe~
ral punishment was not an example of cruel and unusual punishment (which
is outlawed by the Eighth Amendment to the Constitution). Thus, it is up to
individual states, districts, or administrators to decide whether to use cor-
poral punishment. An administrator should know whether the state has any
restrictions {or procedural requirements} or whether the local school board
has established any prohibitions. If the state legislature or the local board of
education has prohibited corperal punishment, the principal’s feelings
about its use are moot. On the other hand, if both allow this punishment to

be used, the principal should do the following:

o Check with the superintendent to get his or her views on its use.

¢ Check to see what has been done in the past in this particular school-
is this punishment commeon or rare in the school?

* Depending on the principal’s philosophy on corporal punishment,
discuss the issue with the faculty, assistants, and counselors.

* Find out whether state law or local policy allows parents to submit a re-
quest that corporal punishinent not be administered to their children.

o Ifpermitted and if the decision is 1o use corporal punishment, the prin-
cipal should give the student due process prior to the pumshment—
wform the child of the misbehavior and give him or her an opportusnity
to discuss it. Other procedures may be required by the state or by the
beard.
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* A second staff member should be present during the punishment and,
if possible, during the due process given prior to the hearing.

* Parents should be notified of the punishment and the reasons for it.

* Like all school punishment, corporal punishment must be adminis-
tered in 2 reasonable manner, in good faith, and without malice.

The authors recogmize that some parents, teachers, and school adminis-
trators believe in using the paddle as a means of disciplining students. Ad-
ministrators should remember that the law is not static and it may change.
What is permissible under Ingraham (1997) may change. The Supreme
Court decided that case nearly three decades ago, and other cases have been
eroding it, We would hate to see one of our readers be remembered as the de-
fendant in the landmark Supreme Court case that abolished corporal pun-
ishment. Qur recommendation is to consider other means of discipline other
than corporal punishment.

ASSERTIVE DISCIPLINE

One of the programs which has been found effective by some teachers is Lee
Canter’s {1980) program of assertive discipline. While there may be teachers
who are not able to use this method effectively or those who have found a dif-
ferent but equally effective way to establish discipline, it is worthwlile to
show one adaption of the Canter program. This is shown in figure 9.1,

Detention and Inside Suspension

One of the normal punishments used by teachers is detention. This can take
place after school or before school and, in some schools, on Saturday. For
many students, the worst thing that can happen is to lose their freedom, to
be restricted to the school when everyone else is at home or at play. Deten-
tion is an alternative to suspension. In fact, some administrators give stu-
dents a choice—take a suspension or take a detention. Many will choose the
suspension for the lack of restrictions. Detention, on the other hand, has stu-
dents go to classes instead of being suspended, it forces them to spend extra
time at school, which can be productive if the school uses the detention time
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Teachers are told that they have certain rights regarding discipline:

1. They can estabiish a clagsroom sfructure and routine that provides the optimal
learning environment in light of their own glrengihs and weaknesses.

2. Thay have the right to determine and request appropriate behavior from the stu-
dents.

3. They have the right to ask for help from parents and the admiristration when
they need assistance with a student.

Teachers should develop & good set of rules for the classroom. Mete are some
guidelines for the rules:

They should be short and {o the paint.

There should not be 100 many-—abou five.

They should express the teacher’s neads.

They shoudd cover as much as possibie that can happen.
‘They should be stated in behavioral terms.

If the rule does not wark, change 2,

Below are some exampies of possible classroom rules:

G in oboLapy

Be in your seat ready to work with appropriale materials on time.
There is no talking without permission.

Follow directions the first time | give them.

No one can eal, chew or drink in the ¢lassroom without penmission.
Stay in your seat uniess you have permission to get up.

O B WDy o

Here are some general guidelings:

b

The teacher must be comforiable with the punishment lor a student who does
not obay a nue.

The consequence for the student must be unpleasarnt,

An early o late detention is usually a part of the punishment system, increasing
with each ocourrence.

The teacher must recognize the difference between minor and major discipiine
problerms and have appropriate punishiments.

Every student must be Yreated alike,

Every day is a new day with a clean siate for each siudent.

If & certain punishment does not work, change i,

Inform and involve parents and administrators.

P~ em

R ~;n

Figure 9.1. A Maedification of the Program Used at Kokome, Indiana, Scheols.
{Based on the Work of Lee Canter.}

for academic study. Of course, there are times when students have to be re-
moved from school to protect others or school property.

Another alternative to suspending a student outside of school is inside {or
in-school} suspension. In this punishment, students are suspended from all
classes and activities and are restricted to one area for a certain period of
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time. The advantage is that the student does not get the freedom to feave
school, and they can still be required to do academic work. Also, for younger
students whose parents are not at home, it allows the administration to sus-
pend them without sending them to a vacant house or wondering whether
they will even go home. Some administrators may even suspend a student in-
side the school but, for one reason or another, permit them to attend one or
two classes. Principals should remember that this 15 still a suspension, and
they should follow the usual due process procedures.

Many state legislatures across the country are concerned with what is
perceived as high crime and violent behavior in the schools. To counteract
this, many states have adopted laws that give teachers the right to remove
students from the classroom and keep them out if they are disruptive. While
these laws are designed to empower teachers and ensure learning in the
classroom will take place without unruly behavier, some teachers are being
too zealous in their enforcement. Students are “removed” without the
teacher trying to enhist any prior interventions to change the unacceptable
behavior. Legislatures have made it too easy for children to be removed, and
principals must work with faculty 1o ensure that progressive patteras of dis-
cipline are followed.,

Some states have mandated that schoel distnicts provide for alternative
placements for students unable to cope with the disciphinary structure of a
regular classroom., This alternative educational plan provides structure and
small-group settings where students are provided a “time-out” period to re-
examine their behaviors. Specially trained educaters work on changing
those negative bebaviors before the student is returned to the regular class-
room setting {Thompson and Walter, 1998, p. 198).

For those principals whe may want some guidelines for detention and in-
side suspension, appendix B is included at the end of the book. It also con-
tains a sample letter to parents and a teacher assignment sheet for detention.

Zero Tolerance

There is little doubt that the radical permissiveness of the 1970s is finished
when it comes to students having a majority of the rights and schools con-
stantly having to defend any actions that were perceived as violating stu-
dents’ rights. Today the trend is a realistic, hard-line approach that stresses
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zero tolerance for drugs, weapons, and disruptive behavior. Schools have
been given the blessing of the state lawmakers (and federal, with Congress
passing the Gun-Free Schools Act of 1994) to change and enforce much
more stringent student codes of conduct. Both students and their parents are
put on notice as to what will not be tolerated in a school setting. The wise
principal should have both students and parents sign a form stating that they
have read and understand the expectations of the school regarding rules and
conduct and the consequences if rules are not followed.

Security in the School

There is a definite trend to using police in the schools as a deterrent to crimi-
nal or violent behavior. Many school districts now mantain their own security
departments, and the officers have many of the same powers as the local police
departments. Whether the police person is a full-time city or county law en-
forcement officer attached to the school district or whether it is a district secu-
rity person, the message is clear: Schools will not tolerate disruptive behavior.

Along with umformed police presence i the schools, there is also the
trend toward the use of metal detectors to determine whether students are
carrying concealed weapons on their person or in their backpacks. Sniff dogs
(trained canines) are used in many districts to routinely search for drugs,
weapons, or contraband in the students’ lockers or in the students’ vehicles.

There should be httie doubt that schools are serious 1n their battle to
maintain a safe environment. And if the offense warrants, principals should
have no qualms about having students removed in handeudfs and taken to
Jall. Further information on school security is included in the chapter on
school safety.

SUMMARY

This chapter presented a view of the team approach to school discipline, a
discussion of discipline of special education students, corporal punishment,
due process procedures for students, assertive discipline, detention and in-
side suspension, changing expectations of the legislature in dealing with stu-
dent behavior, zero tolerance policies, and the ever-increasing use of security
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guards and security measures. The next chapter deals with the topic of
school safety.

THE PRINCIPAL’S CASEBGOXK

The Case of the Cafeteria Crasher

John Miller, a relatively new student in your high school, ran into the student
cafeteria, started yelling at another student who was eating, and then grabbed
him around the neck, throwing him and his chair on the floor. The cafeteria
supervisor witnessed the entire matter and got there before any fists were
thrown, He brought Miller into the office to see you, the assistant principal.
As the student went into your office, the secretary said, “I think John may be
special education, but 'm not sure.” One of the counselors, getting her mail,
said, “I don’t think so, but you'd better check.”

Questions to Consider

* What would you, as the assistant principal, say to Miller when you two
enter your office?

How would you check to see whether he is a special education student?
» What does “special education student” mean?

* How would you proceed if he is a special education student? Is there
more than one way? What if he is not special education?

What punishment is appropriate?

What procedures would you follow in giving out this punishment?

[
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SCHOOL SAFETY

INTRODUCTION

It seemns a shame that the second edition of this book has to include a chap-
ter on school safety, but violence has become so commonplace in our so-
ciety that administrators must deal with it, in varying degrees, on a routine
basis. Safe schools require awareness on the part of the principal, as well as
a commitment by the staff, the students, and the community. The principal
needs to realize that the safety of the students and staff members must be up-
permost in administering the school. The building principal must set the
tone and the expectations so that a realistic and user-friendly crisis plan can
be developed and implemented.

Everyone involved with the school must recognize that leaming can take
place only if students and staff feel there is a safe and orderly environment in
which to learn and to teach. A crisis can occur with no warning, so the princi-
pal must ensure that the staff and the students know how to act and react. Whit-
mg untii a crisis is happening is too late to think about establishing a plan of ac-

tion. Being proactive is the key to successful cnisis management. A successful,
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well-developed plan must have mvolvernent and input from all staff members
because no principal can think of all possible situations and scenarios. Teach-
ers and staff members will have to use the plan once a crisis happens, so they
had better becorne so well acquainted with its procedures that its use is “second
nature” to them. Panic and uncertainty have no place n a crisis simation,

Safety 15 an all-school problem and not just something for whach the prin-
cipal alone Is responsible. In fact, understanding, preventing, and respond-
ing to school violence must go beyond the school itself and become a part of
the school-community partnership. Emergency services, the police depart-
ment, the fire department, and parents must be a part of any effecuve school
safety plan. There are no quick fixes to put into place or to purchase, and
there are no fail-safe solutions, but the solutions that you put into effect are
more likely to be successful if the staff and the community are proactive and
have been meaningfully involved in the process.

THE REALITIES OF SCHOOL SAFETY

Youth violence is a societal problem that all toe often is played out at school.
When businesses, banks, fast food restaurants, and post ofhices have violent
acts committed on the premises, they call the police to deal with the prob-
lems, Schools, on the other hand, usually deal with incidents of violence in-
ternally with their principals, assistant principals, and deans. And, as some-
one once stated, if you have a good plan and have no incidents, school
personnel get no rewards. But if you have no plan and have an incident, you
get to hire your own lawyer and look for another job.

As implied earlier, it is tempting to look for the quick fix: to have 2 one-
day serninar on safety, to pass policy, or to purchase metal detectors or sur-
veillance systems, But to be really effective, it is important to do a local analy-
sis of the situation and establish responses, Interventions, and plans that are
tailored to the local school. Recommendations for a local safety audic will be
detailed later in this chapter.

In The Attorney’s Role in Responding to Violence: A Case Study of Fones-
bore, Janet L. Pulliam (1999) suggests that school districts develop disaster
plans that are tailored to meet the individual and unique needs of each
school in the district. She also believes that staff should attend training sem-
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inars and planning meetings on crisis management and discuss all possible
scenarios that might occur in a crisis situation. By engaging in these activi-
ties, the principal and the staff can develop a plan that addresses preventive
steps and posterisis ability. In addition, she advises

o taking all threats seriously and documenting and investigating them
when they happen

 making sure that school admimstrators and teachers {and the authors
believe noncertificated staff as well) receive training in recognizing and
defusing volatile situations that could lead to violent incidents or po-
tentially violent individuals

¢ knowing and working cooperatively with other school personnel in-
volved in crisis management

e establishing a solid, trusting relationship with the school district’s pub-
lic relations spokesperson concerning the dissemination of information
to the media and the community

¢ establishing a chain of command in the crisis management plan thatin-
cludes specific responsibilities to be assumed during the crisis situation

e establishing a calling list that includes the superintendent who can
then alert the school board members and the school attorney

* knowing in advance how to respond to inquiries from staff and com-
munity about notifications and announcements concerning emergen-
cies, school closure, and visitor policy

* reviewing, on a regular basis, policics and procedures involving the as-
sistance of parents, families, and staff in receiving necessary assistance
with funeral arrangements, housing, medical treatment, victim's assis-
tance programs, insurance claims, and other forms

* rehearsing how to answer questions from staff, parents, media, and law
enforcement so that confidentiality and privacy laws are not violated
and the school district’s long-term legal interests are not compromised

Schooi officials soretimes say that parents are prirsarily responsible for
monitoring their children’s behavior, and they are correct. Yet many parents,
especially with both of them working or in single parent homes, abdicate
their responsibility or are too busy to even see behavioral changes and send
them to the school where it becomes a “school problem.”
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CHARACTERISTICS OF A SAFE SCHOOL

Observations over time have resulted in these ten characteristics of a safe
school:

I. An orderly, purposeful, and friendly climate
Civility: sensitivity and respect for others

o

. Positive relations with community agencies, law enforcement, and
parents
Recognition/freinforcement of positive behavior

o

A staff presence about the buildings and grounds
Expectations for high performance, achievement, and good behavior
Firm but fair discipline

e

Proactive security practices with mtervention programs and crisis
prevention plans

9. A well-maintained facility—clean, and gratht free
10. Interestedfinvolved parents, students, and staff

How many of these characteristics are present in your school or in the
school with which you are most familiar? If some of these characteristics are
not present, you should start & proactive program for school safety:

» Activate a Safe School Committee that involves both community and
school people: teachers, staff, students, police, emergency services,
parents, and community leaders.

* Charge this committee to develop a crisis management plan or to re-
view or revise an existing plan.

* Rehearse/practice and critique the plan. Don’t just write one and put it
in a file.

* Train your staff or send them to training,

o Make civility and safety a part of your school improverent plan. Most
states encourage or mandate an annual school improvement plan. In-
clude safety in it.

* Do not drop the School Safety Committee after it develops its plan. In-
volve the committee, along with the staff, in systematically assessing the
needs, intervention alternatives, and planning for a safe school.
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As the building administrator, you must determine what you and the staff
can do to prevent violent situations from occurring,. It is important for you to
phystcally inspect the layout of the building to determine design flaws that
would give an intruder or terrorist an advantage. Where is the office located?
Can the secretaries view the hallway or the main entrance door? Does the
building possess too many entrances to cover? Do the teachers and other
adults in the building make a concerted effort to be courteous {(but wary) of
visitors?

Some buildings are not designed for security. They were designed and
built during a time when schools were considered safe havens, and the only
violence might come from a school buily and the only hurt from a skinned
knec at recess. Schools were not considered as fortresses or battlchelds, But
today’s environment makes them very vulnerable to violent outsiders or vio-
lent students who see schools as places where they have casy access to po-
tential victims,

EARLY WARNING SIGNS

Many stories dealing with school violence often mention that the students in-
volved gave some warning signs to teachers or counselors. Sometimes these
were noticed and staff members followed up on them; sometimes they were
missed or ignored. The U.S. Department of Education hists the following as
early warning signs that staff members should know and look for in their stu-
dents:

Social withdrawal

Patterns of impulsive and chronic hitting, bullying, and intimidating
behavior

Excessive feelings of solation and being alone

Being a victim of violence

Feelings of being picked on and persecuted

Low school interest and poor academic performance

Expression of vielence in writing and drawings

Uncontrolled anger

History of discipline problems
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Past history of violent and aggressive behavior
Intolerance for differences and prejudicial attitudes

Drug use and alcohol use

Affihation with gangs

Inappropriate access to, possession of, and use of firearms
Senous threats of violence

SCHOOL SAFETY AUDITS

All 100 often school leaders think that they have a school safety program
when they only have a erisis management plan and some highly visible fixes
like video surveiliance, metal detectors, fences, and security officers, These
are important, but they do not replace instruction, curriculum, counseling,
caring, and school-community partnerships. Too often interventions are
based on their availability, visibility, and the fact that they can be purchased,
especially of grant momes are provided for this purpose, instead of basing
them on systematic audits of needs and alternatives. Schools and their com-
munities can do these audits themselves and should be carefud if they decide
to use consultants, as these outside people may bring a ready-made school
safely plan which is not particularly tailored to the local school community.
Also, do not “buy” or copy another school’s plan because if there are legal
problems, you may be asked to show the relevance between parts of your
plan and your local situation.

le is important in doing an audit to remember the students. They are a
key first line of defense, given their stake m school safety and the reality
that they are usually more aware of security problems than staff members
may be.

The following are some items that you may want to include in a school
safety audit:

School Safety Inventory—Review these intervention activities by which
safety in this school might be enhanced i terms of need. Mark cach item as
I = peed 1s minimal; 2 = moderate need; 3 = need is great,

parent education

.anonymous tip hot line
access control program
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alarm systems
alternative programs/schools
—_book bag elimination
o building/facility/
site audits
e Duilding identification
sIgns
staff trainingfin-service
—__climate assessments
e Closed campus
counselors and

social workers
codes of conduct
crisis management plan
registration
crisis management team

. CFISIS YeSponse team
e Curticulum/finstruction
programs
e drug testing
e _emnergency kits
hall passesfID badges
identification of
high-risk personmel

In addition to the School Safety Inventory, here is a list of statements that

can be checked off for your schools:

Our School. ...

identification of
students at nisk

parent volunteer
program

parent resource center

____school lockdown

school/police
partnership

school security officers
building evacuation plans

building evacuation drills
random locker searches
student safe school team
focus groups

crime prevention/watch

visitor screening
warning signs
weapons-free policies
zero tolerance
electronic surveillance

mployee screening

maident profiling

lock/security systerns
metal detectors

has a functional School Crisis Response Team with specified re-
sponsibilities for which members are trained and roles rehearsed

has a Crisis Team whose membership is composed of the following:

Principal
Assistant Principal(s)

i8]

Teachers

Custodian(s)
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Dean{s) Secretaries
Counselors Students

School Psychologist Security Personnel
School Social Worker School Nurse

Community Agency Personnel (faw enforcement, fire de-
partment, emergency services, health/medical)

has trained personnel with specified responsibility and scripts
for death notifications

has trained crisis intervenors on the staff and/or in the imme-
diate area

has identified posterisis agencies and persons to be invited in
the event of a traumatic event

is aware of organizations and agencies at local through federal
levels for assistance in tragedies

has assigned responsibility to specified personnel to invite ex-
ternal agencies and personnel for assistance

has 2 plan, policies, and procedures to cover most of the
tragedies that might occur, such as:

Assaults: teachers/stafl Natural disasters
... Hostage situations Farthquakes

Deaths: students Tornadoes

Deaths: staff Floods

Homicides Storms

Substance overdose Explosions

Suicides Chemical pollution

Shootings Chemical spills

Fire - Bombs and threats

Vehicle accidents Abandoned children

Marches/demonstrations  ___ Terrorist activity

Stadent molesting Severe violence/gang fights
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has a Crisis Response Plan that was developed in cooperation
with relevant community and state agencies including law, emergency,
and medical services

has plans that are continuously reviewed, rehearsed, and revised

e 388 plans that are communicated effectively to staff through

memoranda, fip charts, posters, public address announcements, the me-
dia, and practice drills

LOW-COST 1DEAS FOR SCHOOL SAFETY

Some principals may say that they can establish committees and formulate
plans, but they have no funds for school safety. While this may be true and bud-
gets may have to be altered to fund some things, there are still some ideas for
school safety that cost hittle or no money. Here are a few of them to consider:

* Invite police to come into the building and talk to students informally
in the cafeteria. Give them a free lunch if they are willing to introduce
themselves to the students and talk to them.

* Schedule a member of the local city police or county sheriff’s depart-
ment’s bomb squad to speak to a faculty meeting and insist that the
noncertificated stafl members attend as well.

* Schedule a member of the local aty police or county sheriff’s depart-
ment’s juvenile gang unit to speak to a faculty meeting and insist that
the noncertificated staff members attend as well.

¢ Hfyou have students who cause problems, consider using them to help
i the school office {on carefully selected tasks) or to help particular
teachers with projects.

¢ Here are some inexpensive ideas, though some of them may be con-
troversial or politically risky: close the campus, integrate the faculty
and student parking lots (this may elimimate the old joke about the stu-
dent lot having the better cars), integrate the faculty and students
in the cafeteria (if your school has an open lunch, you might begin lay-
ing the groundwork with the site-based decision-making team and the
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commmaity to go to a closed hunch period), close faculty restrooms
{the authors would suggest that this have the backing of the teachers’
associationfunion before attempting to enforce this), and require
school uniforms. Certainly, it is possible to have facuity eat with stu-
dents or close faculty restrooms for a short period of time if the faculty
can see the merits of the suggestion. Uniforms are also a subject of de-
bate, with many parents protesting their right to dress their children
as they see fit. I you feel that uniforms will aid in maintaining better
discipline, then you need to allow for public input. You need to pre-
sent research showing the pesitives achieved in schools that have gone
to uniform dress—fewer discipline problems, minimizing gang activ-
ity, better test scores, less cost 1o parents, and so on. The site-based
decision-making team needs to be behind the proposal as well. And fi-
nally, the district must commit to providing uniforms for families who
cannot afford to purchase them.,

Try 10 learn and use the students’ first names. This 1s difficult in a large
school, but some staff members do not even attempt to do this in a
small school. You will certainly have better disciphine and safety f you
can say, “Hey, Bob!” instead of “Hey, young man!” to someone running
down the hallway or considering starting a fight.

Take the tme to talk to the students about the school and its good
points and bad points. Listen to them and get to know them and their
opinions. Students can be the first line of defense against violence. It is
their school, and they all want to feel safe there.

1t is easy for principals to get so busy in the office with phone calls, vis-
its from parents and teachers, and just keeping up with the paperwork
that they have a hard time getting out of the office and into the hallways
and cafeterias where the students are located, One of the authors had
his principals actually schedule themselves out of the office and into
the rest of the building to establish a habit of seeing students in those
areas. [f administrators have to schedule themselves to do this, then do
it. 1t 1s important for the principal to be seen throughout the building,
Likewise, teachers should be highly visible in the hallways of the build-
ing. Sometimes teachers are assigned to be “by their doors” during
passing periods at a high school to help maintain order in the halls. It
is one thing to have a couple of security guards or one teacher on hall
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duty visible to students. It is something else to have all the teachers and
administrators visible. And just as students have strength in numbers,
s0, too, can the school staff. Administrators must stress this “seamless
web” approach where everyone on stafl knows, understands, and exe-
cutes their responsibilities. True, just being there and being visibie wili
not curtail all problems—but it is a start. And it puts potential trouble-
makers on alert that improper or violent behavior will not be tolerated,
As mentioned earlier, many school crimes are handled with adminis-
trative procedures and not by using law enforcement personnel. As
school people, we often feel that we have to show that we can handle all
the problems, and we do not want to bring in “outside people,” since 1t
implies that we need help or that we do not know what to do. Many stu-
dents will feel different about a prank or a serious crime if police are in-
volved instead of just an assistant principal who tells them that they
cannot go to classes for three to ten days. Consider using law enforce-
ment personnel in more cases, and discuss this with your local police
in advance to get their ideas and their support.

Consider the use of school pay phones, cell phones, and pagers. Many
schools have banned the latter two or greatly restricted their use in the
buildings. On the other hand, some parents feel safer if ther children
do have access to cell phones during the school day. So school officials
may have to find a good compromise on the use of cell phones in the
school. Pay phones at school have been used to call in bemb scares, plan
drug payments, and call people away from school 1o involve them in school
crimes. Principals may want to consider putting all pay phones in the of-
fice area {where they can be supervised) or in a location where the phones
are monitored by cameras, videotaping who is making calls. It is important
that the principal has the district’s technology coordinator ensure that
camneras are placed so they are not subject to the sun’s glare which greatly
inhibits the recoguition of the taped subjects. Another problem is cameras
that run out of film at a critical time. There must be a schedule established
so that the carnera will be able to record when most needed.

At times it scems that some principals have given up trying to make stu-
dents behave differendly, It is never wrong to encourage, reinforce, and re-
ward civility, good manners, treating each other well, appropriate school
dress, and decent language in school. The whole staff needs to believe in
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this “program” and be involved in its reinforcement. Some students will
even be glad to participate and form groups to find ways to tell what is
appropriate in the school and communicate this to other students. The
climate of the school is important to everyone—and to school safety.

It helps to have an anonymous tip line. Sure you will get crank calls, but
you may get that one call tipping you off about a bomb or serious threat
that is very real, from someone who would not feel free to have said it
face-to-face.

There are workshops on school safety and security, and, if possible,
both: certificated and noncertificated staff members should attend these
if the workshops seem to be worthwhile. And, on their return, the staff
members should take the time at a school meeting to share what they
have learned and to tell what positive changes they feel the school
should make to become even safer.

Bullying was one of the items mentioned carlier as a warning sign., Dis-
cuss this with students and emphasize that it will not be tolerated.
While bullying may be done by boys or girls, it is usually a tactic used
more by boys. Girls, on the other hand, cause just as much trouble by
hurting other girls in other ways: ignoring them, starting rumors about
them, leaving them out of groups and cliques. These things are harder
to see, but staff members need to keep them in mind too. For example,
if a girl answers a question in class, and 2 couple of other girls sigh
heavily or roll their eyes or make slight comments, they may cause that
gitl to take some action later. Teachers can observe and insist on geod
classroom conduct,

The building needs to be as secure as possible without becoming 2
prison. Talk continually about school security, access control, appro-
priate signage, and identification of visitors to the school, and make ail
school personnel aware that you have the right to make searches of peo-
ple and their personal property i it is at school.

Provide your local police and fire departments with schoo! maps, even
some blueprints, and involve these people in your training and drills.
Make sure that you have cell phones, battery-powered lights and flash-
lights, and so on, in case power and phone service are cut off. Keep
these in 2 secure place, but one that is easily accessible. But remember
that telephones and intercoms become uscless if there is a bomb threat.
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The frequencies of these devices could activate the bomb. Likewise,
vehicles cannot be started for the same reason. If students simply go
outside as in the case of a fire drill, the distance between the building
and the students will be far too short if a bomb actually explodes.
Check with bomb squad personnel and follow their guidelines for safc
evacuation distances. It is better to be safe than sorry when there are
lives at stake.

 You may find that parents and other community members will volun-
teer to help monitor hallways and school building and grounds, espe-
cially at the lower grade levels. Additional, capable adults are always a
plus in the building. These visitors must have appropriate identifica-
tion to be in the school, and they must pass a eriminal background
check as well.

* There are many school groups that have been formed to help with
school safety and drug education, such as student council groups, Safe
at School, Students Against Violence, Crime Stoppers, Lifesavers, and
so on. Encourage these groups and help them become visible to the
other students.

THE GUN-FREE SCHOOLS ACT

Students, parents, and community members shouid realize that the fed-
eral government has taken a dim view of students who resort to bringing
guns to school. The Gun-Free Schools Act of 1994 mandates that any
state receiving funds under the Elementary and Secondary Schools Act of
1965 has to require school districts to suspend students for a minimum of
one year if they bring guns onto school grounds. And should some com-
munity members and parents think this required punishment is too harsh,
these people should consider the hornfying events at Columbine High
School and Jonesboro, Arkansas, as well as other school tragedies where
deadly weapons were involved. The federal government has sent a clear
directive: Zero tolerance. School districts must echo that philosophy
when it comes to guns in school. Principals must help to educate students
that bringing a gun to school, for whatever reason—threats, intimidation,
safety, protection—will not be tolerated.
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GUIDELINES FOR COPING WITH THREATS

Schools have to be prepared for threats, even those that were never intended
to be carried out. School personnel can il afford te assume that a threat is
anything less than real. These threats may take the form of a violent act or
event, holding hostages, closing down the school, bomb threats, something
intended to get attention or publicity, or just a prank. The following sugges-
tions are histed for dealing with threats made against the school or the staff
and students in the schook:

* Assume that the threat is real and irnplement established policies and
procedures for responding to the threat.

o Meet periodically with local civil authorities and phone service
providers to develop and revise protocols.

¢ Be responsive to rumors of threats by seeking information as to their
validity, sources, and communication patterns,

¢ Ifschool time is missed as a result of a threat, be sure it is made up and
publicly advise students and parents of this policy. Be reluctant to close
school for extended periods of time.

» Review procedures for threats by those most likely to receive them-—

able near their phones listing how to respond to the threat, what
questions to ask, and what to listen for during the call. Train these
people in how to use this form and what their individual responsibii-
ities are in case of specific threats, like a bomb threat.

o Install Caller ID if not already in place; consider purchasing equipment
that could easily record any call with the touch of a button. As men-
tioned previously, restrict where pay phones are located in the building
and have them monitored with cameras if they are not located in the of-
fice area.

¢ Publicize the consequences for those who make threats. Make students
aware that this can be considered 2 criminal act, not just a prank, and
make this information available to the media, encouraging them to
cover the result of any action against someone making a threat. At the
same time, meet with the media and seek their cooperation in not pub-
licizing threats since they may be made just for that purpose. Be cau-
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tious in responding to media requests for stories or on-site visits about
threats. Copycatting threats or incidents is a problem, and elimiating
or reducing media coverage helps reduce the possibility of a copycat
threat.

» Make sure that personnel have been trained to precisely document and
preserve evidence of any incident. They need to be able to treat each
one rationally and avoid both denial and overreaction.

* Make it a point to discuss procedures, policies, and responsibilities pe-
riodically, not just when these are onginally formulated. Involve the lo-
cal law enforcement with your staff in establishing adequate proce-
dures that correlate well with those of the police department. Your
school attorney may want fo review some of your procedures as well.

* As mentioned in another section, have an anonymous tip line available
and publicize its number and purpose. Encourage students to use it if
they have valid information about a possible incident. Emphasize to
the students that they have a school communmity, and everyone in the
school needs to be alert to possible threatsfincidents and has a re-
sponsibility to report them in order to maintain a safe school for
everyone,

CRISIS CONTINGENCY PLAN

Finally, it Is necessary to have some crisis contingency plans in place so that
people can be alerted regardless of the nature of the situation:

* Some schools have a warning code or signal. This may be a tone that
is broadcast throughout the building, or it may consist of a word,
phrase, or sentence that is announced over the public address system.
It could be something that suggests a problem, hke “This is a
red alert,” or it can be disguised by saying something like “Would
Mrs. Sullivan please pick up her package from the loading dock” or
“Mr. Gwinn, please come to the office” (where there is no Gwinn on
the stafl, of course).

* A list of emergency numbers, names, and agencies needs to be readily
available in several locations along with cell phones and other emergency
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equipment, and authorized people need to know where these things are
located and how to access ther.

¢ There needs to be a chain of command in the event that the adminis-
trators are out of the building at the time due 1o meetings, illness, and
so forth. Who s next in command? Do they know where everything is
located?

¢ Plans need to be made in case evacuation becomes necessary due to
natural disasters or threatening situations. Where will students go?
How will they get there? How will school officials communicate
with students at the evacuation site? How are parents notified?
Where do parents pick up children if they come to do so? How de
you keep track of students and staff and know where everyone is lo-
cated if evacuated? What information is given to the public and the
media? If the school needs to be evacuated more than just one time,
perhaps because bomb threats are occurring often, administrators
may want to consider having students move to different locations, if
that is possible. This is because the bomber could be planning to
blow up the evacuation site where the students are sent. Principals
and law enforcement personnel must think about this possibility and
plan accordingly.

SUMMARY

The Foreword of the National Crime Prevention Council’s survey (2001}
says that “today’s youth do not deserve 1o be schooled in environments
where bullying and taunting are everyday occurrences, nor do they de-
serve—as almost half do—to have to worry about knowing that a fellow stu-
dent might cause someone harm. . . . They need to know that they have
strong, broad-based support from aduits-—not just from a few but from many
who touch their everyday lives.” It is your responsibility, as the chief execu-
tive officer of your school, to see that safety s a top priority in your building
and its surrounding grounds. You must imbue this philosophy into your staff
so that everyone associated with the school recognizes the necessity of main-
talning a safe, controlled environment—a seamless web that is devoted to
creating a safe setting for students and stafl.
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The modern principal must be proactive in establishing a crisis manage-
ment plan. The principal should do a safety sudit and determine areas that
might prove to be unsafe and create a vulnerable situation if a crisis were to
occur. Both certificated and noncertificated staff should attend training semn-
inars on crisis prevention and management. Every staff member should be
required to review the crisis plan and discuss vartous scenarios and how to
cope should a crisis actually arise.

Students, stafl, and community members should be aware of The Gun-
Free Schools Act and any zero-tolerance policies of the school and the
school district. Student codes of conduct—expectations and conse-

having to sign the communication indicating that they both received and un-
derstood the rules involving conduct and disciplinary actions.

Without the commitment from the principal, safety will not happen. St-
dents and teachers deserve to learn and to teach without fear of violence.
Nothing takes the place of a good, solid, easy-to-follow plan and vigilance on
the part of everyone involved in the school. Learning, the main mission of the
school, cannot oceur if fear is a constant companion. Schools must be safe
havens, and they will be with preparation and commitment.
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THE PRINCIPAL
AND PUPIL
TRANSPORTATION

INFTRODUCTION

very principal is involved with pupil transportation, whether through

the busing of children to and from school, through field trips, or for the
transportation of athletic teams and fans. This chapter will discuss proce-
dures for dealing with daily transportation and will suggest safety guidelines
for bus drivers. '

According to the web page of the National Highway Traffic Safety Admin-
istration {NHTSA), bus safety has been a great concern since the mid-1960s.
Schoel buses, and the men and women who drive them, must adhere to nig-
orous standards. NHTSA states: “In the legislative hustory of the School Bus
Safety Amendments of 1974, Congress indicated that school transportation
should be held to the highest level of safety, since such tramsportation invelves
the Nation’s most precious cargo—children who represent our future.” Con-
sistent with the 1974 Congressional mandate for school bus safety, NHTSA
has established school bus safety standards requiring higher levels of safety

performance for school buses than other passenger vehicles.
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As a result of the passage of the National Traffic and Motor Vehicle Safety
Act of 1966 and the School Bus Safety Amendments of 1974, NHTSA cur-
rently has thirty-five Federal Motor Vehicle Safety Standards (FMVSS) that
apply to school buses. The 1974 amendments directed NH'TSA to establish
or upgrade school bus safety standards in eight areas: emergency exits, inte-
rior occupant protection, floor strength, seating systems, crashworthiness of
the body and frame, vehicle operating systems, windshields and windows,
and fuel systems,

School buses are essential to students receiving an education on-site and
are also a primary vehicle for expanding students’ educational honizons, en-
abling them to travel to sporting events, educational field trips, and ex-
tracurricudar activities. Drivers must be mature and responsible and must
possess the ability to function under noisy and often unpredictable situa-
tions. These drivers are key to a modern, comprehensive school district.
School districts need properly maintained safe buses and dependable, well-
trained drivers.

PROCEDURES FOR DAILY TRANSPORTATION

Although principals at all grade levels are involved with the daily transporta-
tion of students (unless the district is one in which the students walk to
school or are transported by independent carriers), the elementary principal
must plan procedures more carefully than principals at other grade levels,
stmply because of the age of the pupils.

Young elementary students cannot read and may not know their home
addresses. Thus, the elementary principal must establish ways to move
several sections of lower-grade students onto the correct buses each after-
noon. Prior to the first day of school, the principal should know the buses
which will come to the school, the bus numbers, and the names of the dri-
vers. Each driver should work with the principal to prepare a list of
the children who will ride on each bus. To help students identify the cor-
rect bus, it may be helpful to color code the buses or put some familiar fig-
ures, like Mickey Mouse, on the various buses which go to the school.
Planning like this will help reduce the number of bus probiems which oc-
cur the first few days.
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Both elementary school and middle schoolfjunior high school princi-
pals should meet their buses each morning and each afternoon. This prac-
tice has several benefits: it reduces bus problems, it sets a good tone for the
rest of the day, it enables the principal to get te know some students, it re-
duces horseplay immediately before and after school, and it is a practice
the bus drivers will appreciate. They will tend to see the principal as
someone who is working with them on transportation rather than someone
who is in the building, not concerned with the problems they encounter in
their jobs.

Middle school and high school principals also have to be concerned with
athletic transportation, fan, and band buses. Depending on the size of the
school, an athletic director or a schooe secretary may be able to register stu-
dents for fan buses and arrange for buses for athletic teams. Often, the
school has faculty who supervise the fan buses and coaches and band di-
rectors who take charge of the buses carrying their members. Likewise, field
trips are usually arranged by the sponsoring facuity member through the
school office.

Regardless of the use of buses—for daily transportation or for specal
events—the principal must remember that from a legal standpeint the school
day {and the school’s responsibility} is extended by these bus trips. The
school’s responsibility begins at the bus stop in the moring and extends to
the drop-off point in the afternoon or to the return of the trip from the spe-
cial event at mght. The principal is responsible for everything that happens
during school, and this includes pupil transportation.

THE BUS DRIVER-PRINCIPAL TEAM

The principal should make an effort to work with the drivers and establish a
driver-principal team. This team should discuss where and when buses un-
load in the morning and load in the afternoon. The team should also discuss
bus rules and loading procedures, and know the discipline procedures that
will be used for violation of the rules by students. Figure 11,1 is an example
of a memorandum which might be sent from a principal to the bus drivers
stating the results of a discussion between the principal and drivers. {Also
note the poor example as well.)
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To: Bus Drivers for Middie and Elementary School
From: Rob Dinn, Principal
Re: Bus Procedures

Morning Unloading Time:
7:45-7:50 a.m. Middle School; tardy bell rings at 7:55
8:10-8:15 am. Elementary School; tardy bell rings at 8:20

Students are not t¢ be unloaded before the above-listed times. # you arrive early, sit
wilh your students until the school opens, Try to adjust your arrival time for future

trips.

Afternoon Loading Time:
2:50 e, Elementary Schood
3:10 em. Middie School

Buses are not to leave before these times.

DISCIPLINE PROCEDURES

1. For the first viclation, give the student a warning and make a notation of it.

2. For the next viclation, write up a discipline report and give it to me,

3. For any further violations, write up a report for me. In general, 1 will meet
with the student on the first write-up and issue a warning. Later violations will
result in parent conferences and suspensions from school or suspensions from
bus service.

4. While you may be tempted to remove a rider from the bus, bring the student to
schood, You can then write up the mishehavior for me to review or have the
studdent remnain on the bus until all other riders leave and then escort the student
to the office.

5. Rules and regulations shouid be discussed with your riders on the first day. You
shouid be firm, but fair and consistent. Treat all students alike.

6. If a student is not at his or her stop at the appropsiate time, you should warn the
student and make a nate of the tardiness. if this happens again, nolify the office.
{Be sure 1o be on time yourself, weather pesmitting.)

Thank you for your continuing help in beginaing and ending the day at our
school. Remember that | am available to help with any bus problem that you
have. Unless there Is an emergency or 1 am away from school, | will meet the
buses each morning and afternoon. Together we should be able to stop potential
problems before they become serious. By doing this, we can make both our jobs
more enjoyabie,
continued

Figure 11.1. Memo from Principal to Bus Drivers.
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A POOR EXAMPLE

The following is an example of a poorly written memorandunt to bus drivers. it is
included here because, unfortunately, it was actually used in a school district, All
the errors are still here.

t had a meeting with five bus drivers with concerns involving myself drivers and
mechanics, this is the results of that meeting,

When weather and time permits the mechanics will wash buses however there are
times when weather permits and time does not remember repairs must come first,

This is also the case of washing windows when a bus comes in for service
windows wilt be washed # time permits. (Front & Rear Only)

There is a sign up sheet for use of all sub buses please be sure you check oil,
water, fuel and clean inside when you return it fuel should be added ¥ it’s below
1/2 tank. {Be sure you sign the bus out and in,

Please be sure your bus is within 100 miles of service when you schedule it and
don't forget te drop it off. {School namel Elem has a parking problem in the PM so
bus #24 will try parking on the East side o see if this helps please cooperate any
way you can o help out.

The JVS buses will try letting the }VS students off at the front door at the high
school in the PM this may save some confusion in the parking lot in the evening.

Please leave room for drivers to get the sub buses out of parking in the AM-Pam.

Please turn your gas cards in the first day of the month make sure your bus
number and ending mileage is marked. Also try and il out absent stips each week |
1ake them up each Monday,

Please use the strobe lights only when we have inclement weather other wise they
will not catch attention of other drivers when necessary.

Strobe Jights are being put on all buses please be patient you might want to ask
the mechanic if he has time that you would like one we are trying to get a few each
month to spread the cost out,

Please stay with your bus when you fuel you can not sweep your bus while
fueling we have had some sgills do to this so please stay right at the fill.

Please when calling in on the CB state your bus number and your problem and if
you need another bus we can sometimes hear you and can't get back to you but the
mechanic can get on the road while | try and get back to you, {Also your location).

H you need a window scraper ask the mechanic if we don’t have any in stock we
witl get them,

Figure T1.1.  (continued)
BUS SAFETY

The prime concern of the ransportation program must be safety. The principal
needs to examine the bus routes into the school area, the lanes where the buses
park at the school, and the area for loading and unloading at the school site.
Markings, or signs or both must be available so that other drivers, as well as
those who walk to school, know where buses enter the school property, park,
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EVACUATION PROCEDURES

The objective of the drill is prompt, orderly evacuation. Speed alore is not the
objective.

1.
2.

Students should exit from the door that is closest, either the front or rear door.
The pattern for leaving is to alternate entering the aisle seat by seat, with the
students on the door side entering the aiste first, followed by the students on
the driver side.

. The first student who exits from the rear emergency door shoald hold the door

apen and extend a hand to help the next student. The second student, on exiting,
shouid help the rest of the students down from the bus. ideally, the third student
leaving this exit should lead the students away from the bus to a safe area.

. The first student leaving the front door should lead those riders 1o a safe area

away from the bus.

. The driver should remain on the bus untit ail students have Jeft the bus. There

should be a clear command like “Evacuate the bus!” from the driver. (When
timing the drills, the time starts at this command and ends when the driver has
axited the bus.) When students must jump from the bus, they should be re-
minded to keep their knees slightly bent and wrap any loose clothing around
them so #t will not get caught while exiting.

SAFE RIDING PRACYICES

. Students should be seated at all times, not in the aisles. The driver should no-

tify the principal if a bus is overloaded.

. While reasonable conversation is permitted, loud or boisterous activity is not

aHlowed, Students should not talk to the driver, except in an emergency, while
the bus is in motion and especially when the bus approaches a rallroad cross-
ing or a busy intersection.

The driver needs to maintain controf of all doors and windows. Students
should not be aliowed to open doors or windows unti instructed to do so by
the driver, The driver must insist, in the safety orientation for students, that the
emergency docr is just that, for emergencies, and cannot be used for exiting
unless the driver aliows it to be opened. {Sometimes it is used for loading/
uroading special equipment, like band instruments, under supervision and
with permission. Obviously, this is not a normal routine.) Under no circum-

Figure 11.2.  Fvacuation Procedures/Safe Riding Practices.

load/urnload, and exit the property. Students who ride the buses should be able
to enter and exit buses near a curb or sidewalk, away from all other traffic,
State and pational guidelines (like the Highway Safety Program Guideline
17) require schools to hold driver safety programs and student evacuation
drills. The principal should work with the drivers to see that these are held
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stances should a student ride on the outside of the bus. Students must under-
stand that they cannot throw anything in the bus or from the bus, When win-
dows are permitted to be opened 1o the proper level, studenis cannot extend
arms or heads out these windows, Similardy, although it may not involve safety
as much as the above comments, students should not be allowed to yell out
the windows any more than they are allowed to yell within the bus,

4. Obviously, smoking is not permitted on a school bus, but the driver should also
warn that striking matches and lighting lighters are prohibited. The danger of fire
on a bus, with afl the books, papers, and clothing on board, should be stressed. in
addition to no smoking, tobacce in any form is also to be prohibited. Some stu-
dents use snuff, or smokeless tobacco, and spit it on the floor of the bus or leave i
for the driver in a paper cup which is disgusting and dirty. Also prohibited are any
types of weapons: firearms, knives, clubs, fireworks—anything that could be dan-
gerous or harmful, (The district should have a policy in place to determine the de-
finition of weapons.,) Drivers are not 10 smoke on the bus or on school property,

5. Students must be taught to remain seated until the bus has come to a full stop.
Airline passengers have learned to do this, and school bus passengers should
fearn too. Like airlines, Jarge or heavy objects which could obstruct the aisle
and create a hazard are not to be permitied. Certainly animals, with the excep-
tion of Seeing Eye dogs, shouid not be allowed. {One of the authors had a dri-
ver find a five-foot boa constrictor when he opened the fuggage door on his
hus. The driver nearly had a heart attack, and no one ever came forward to
claim their pet snake! We were never certain whether it escaped from a nearby
home, or whether & student brought it for “show and tell” and forgot it}

Some of the above comments were taken from Transportation Manuals of Twinsburg
City School, Twinsburg, Chio, Kokemo High School, Indiana, and San Diego (TX) inde-
pendent School District and are based on UL.S. Department of Transportation standards,

Figure 11.2, {confinued)

and that students behave properly, just as the principal sees that fire drills or
tornado drills are properly scheduled and carried out, Evacuation proce-
dures and safe riding practices are listed in figure 11.2.

The principal should discuss rules, regulations, and expectations with
the drivers before schoal begins. Often, there is a one-day driver orienta-
tion prior to the start of school where these activities can occur. The com-
ments made in figure 11.1 can be a basis for such a discussion. In addi-
tion, figure 11.3 lists many rules, suggestions, and tips for bus drivers.
The principal can sift through them to find those which are useful for an
orientation day or those which can be used to prepare a written list for the
drivers.

Principals should impress on bus drivers the serious responsibility they
have. The lives of chaldren are entrusted to ther. Safety on the road must be the
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. Make only one drop-off at each school,
. Do not pass other buses on school grounds,
. Drivers must stop at stop signs, including those at the school.
. Do not back up en school grounds. (The principal should arrange lanes so buses
can always pull forward from their parking places.)
. §f you leave the bus, take the key with you.
. Drivers should use their seat belis. (Whether students use belts depends on state
and local laws and procedures.)
7. ¥ you wear corrective glasses, wear a strap around your neck connected to the
glasses.
8. On field trips and athietic trips, stop only where authorized, I all studenis are to
be brought back o the school, do not let them off along the way.
9. Do not alter bus routes {except for emergency or weather reasons), Do not as-
sume that a student will not be at a stop. Stop at all scheduled stops,
10. Always do a pretrip check—gasoline and other gauges, lights, tires, efc.
11. Do not open the door at a stop until the bus has made a complete stop.
12, instruct students where o stand when waiting for a bus and where and how to
cross the street when exiting the bus. Students should cross in front of the bus at
a distance of about ten feet.
13, Drivers should not use earphones, loud radios, Walkmans, efc.
14, Be friendly, but not too familiar,
15. Learn the students” names as well and as soon as you can,
16. You can improve discipline i your riders call you My, Mrs,, or Miss, instead of by
your first name.
17. When there is trouble, fry to find the person responsible. Do not punish the whole
bus,
18. Do not threaten to report someone and fail to do it
19. Since the disciplinary actions you can use are hmited, do net threaten to do
something which you cannot do.
20. Watch your fanguage. Students should not be allowed to use inappropriate lan-
guage, and you should nat do so either,
21. Never aliow students 1o sit in the driver’s seat or to tamper with the bus controls.

R

oLt

Some of the above are revisions of rules listed in the Transportation Manuals of Twins-
burg City Schools, Ghio, and Kokomo High School, indiana, and are based on U, 5.
Department of Transportation standards and guidelines.

Figure 11.3. A List of Rules/Suggestions/Tips for Bus Drivers,

prime concern. At the saroe time, the driver teaches students proper behavior,
maintains discipline, instructs students on safety procedures, teaches students
to associate and cooperate with others, and sets the tone for the beginning of
every school day. For some parents, the school bus is the only visible sign of the
school, and the bus driver is the only school employee seen on a regular basts.
A smile and a friendly wave to parents who are visible help with the schools re-
lationship with the community.
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Bus drivers do more than just drive buses. They help shape attitudes to-
ward driving itself and toward safety and fair play. They provide a necessary
service, serve as a link to the community, and represent the school. (See the
reflections piece at the end of the chapter.)

REFLECTIONS OF A 8US DRIVER

The lot of a bus driver can be difficult. Students can be disrespectful, and
they can create discipline problems on the bus. School bus drivers must be
focused, because they are responsible for the safety and well-being of the smu-
dents in their charge. Unlike teachers, they have no classroom management
training, nor do they have any authority over the students when it comes to
discipline. Far too often, bus drivers receive no respect from teachers or
coaches, and they are ignored or treated as second-class citizens, As former
administrators, the authors recognize the important (and ofien thankless) job
these road warriors perform. We asked a veteran driver to put down some
random thoughts about her job. She says:

As bus drivers we are held responsible for all of the students during city
routes, country routes, field trips, and sports activities. That is certainly a
great responsibility!

First and foremost, we need to make certam our buses are in good running
condition and that they are clean both inside and out. We check o see that the
seats are in good condition—no tears, cuts, or writings. We can no longer carry
brooms because they can be used as weapons, We are fortunate, though, be-
cause our buses have surveillance cameras. These are great because we can
prove to the parents about the behavior of therr children. Parents bave accused
children of hitting their child, only to have the videotape show their child was
the one doing the hitting. Before we had cameras installed, it was hard to prove
things. Administrators and parents had to rely on our word—and we were of-
ten doubted, even though we were the adults. Parents now understand why
there are times when we must be strict and frm with our students. Some dri-
vers have even gone to assigned seats because it helps to keep problems down,
and we know if there was vandahism and who did it, since we do a bus check
at the end of the run. For those of us who have driven for many years, we've
learned how to cope with most problems, But we always encounter new ones!
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We get Jots of help and guidance from the superintendent and the princi-
pals, but 'm sorry to say not the teachers. They think we are beneath them.
Some teachers are downright rude. We aren’t trying to be too striet; just fol-
lowing the rules.

We do try to accommodate. When we are on sports trips, we try not to
make i boring, We have short stops at rest areas for the students and the
teachers. When we stop for fuel, we allow the students to go and buy things
to munch on, It helps them pass the time undl we get to the destination. |
personally think it’s a good idea for a fermale driver to drive the girls to activ-
ities because the female driver understands the girls’ needs and can go with
and purchase whatever is needed. A male driver either wouldn’t, or would be
embarrassed to do se. This could also be a problem for the male coaches as
well. Another point about a female driver is that she could lend a sympa-
thetic ear to girls’ problems or concerns,

In the past, we didn’t have air-conditioned buses in south Texas, and we
coped very well. Now we have air-conditioned buses, and I think we have
spoiled the students and the teachers and coaches. Now they don’t want to
travel on any bus that is not air conditioned. There are times when the air is
not working and students can get very irritable, but we have to cope with
them. We have to remind the students to lewer windows only to the line and
to keep their hands inside. And we try to run the route as quickly as possible.

It used to be that bus drivers had to hold a second job because the pay
was so low. Some districts pay better than others, and some have better
hours. Driving is difficult, and new drivers should be taught about the ex-
pectations of the district and how to handle the kids on their buses. New dri-
vers must pass a stiff criminal background check, and we are all subject to
drug testing. I personally feel where kids are concerned, the school district
can’t be too safe. Even i a small comrmanity, we must take the necessary pre-
cautions when dealing with kids.

I feel the superintendent needs to approach the teaching staff and mform
them that bus drivers are hurman and deserve some respect. In years past we
never had this problem of not being respected. The students, parents, and
teachers respected and appreciated us, Not so today. Today some of the
young teachers treat us badly because they think we are too far beneath them
because we don't have the same education as them. Being a driver is a difficult
Job, and it requires skill and handfeye coordination. Buses are necessary to
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the schools’ operation. We work hard. We care about our kiddos. We are im-
portant, We want the respect that is due us. We need to set the record straight.

SUMMARY

"This chapter discussed the role of the bus driver in the school program and
gave suggestions for the principal to use in the areas of procedures, bus dis-
cipline, safe riding practices, and rules and suggestions, The next chapter
addresses the building of the school schedule.

THE PRINCIPAL’S CASEBOOK

The Case of the Sweltering Students

It 1s late spring and you have just returned home from a track meet. The tele-
phone rings, and Mrs. Able, the parent of a fifth-grade student, is calling to
complain that her son and six others were unfairly punished by their bus dri-
ver, Mrs. Armstrong,

According to Mrs. Able, the day was hot and the boys put down their win-
dows as far as they could go to get some relief from the heat. Mrs. Armstrong
told the boys that they did not have her permission to lower the windows at
all, let alone that far. As a result, she told them to put their windows up for
the ride home. Now, Mrs. Able says, the boys are sick and vomiting, and her
husband wants to sue the driver and the school and speak at the next school
board meeting. Mrs. Able says, “What are you going to do about it?”

Questions to Consider

* As principal, what plan of action would you take following your con-
versation with Mrs, Able?

* Who will you contact?® In what order?

* Is Mrs. Armstrong’s punmishment {if reported accurately) appropriate?
Should she have done something else?

* What will you tell Mrs. Armstrong? Mr. and Mrs. Able?
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THE PRINCIPAL
AS MASTER
SCHEDULE MAKER

INTRODUCTION

he process of scheduling has changed over the years in some districts.

Principals who years ago would have used a set of cards with holes
around the edges now depend on computers to combine student course se-
lections with parameters from the administration to develop the schedule.
Some of these software systems include Alpha II, Harts IH, Mount Castor,
Osiris, School System, and STARS. (See appendix C for more information
on management software.)

There are stlll many principals, especially in smaller districts, who must
schedule students manually. New principals who have an assistant or coun-
selor with experience 1n scheduling are fortunate. Many new principals find
that they have to build a schedule with little or no help and no experience.
This chapter 1s included for those principals.

The first section will discuss the high school schedule. This will be fol-
lowed by sections on scheduling the middle school and the elementary
school.
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SCHEDULING THE HIGH SCHOOL

The Course Qfferings

What courses should be available to students? That depends on the com-
munity, the state requirements, accrediting agency standards, the career
choices of the graduates, the financial condition of the school district, the
space available, the demographics of the student population, and the teach-
ing qualifications of the staff. If most students go immediately into the job
market, the curriculum should reflect that fact. If most go to a four-year uni-
versity, the curriculum should have other courses available, In the vast ma-
jority of high schools, the students choese a variety of career paths, requir-
g a comprehensive high school curriculum.

A new principal who does not know the community well might want to
look at the most recent regional accreditation report for the school (assum-
ing it is accredited by such an agency) and see whether there were recom-
mendations for curriculum changes. Also, there 1s usually a section titled
“School and Community” where the principal can learn some of the charac-
teristics of these two areas and see whether the school offerings meet the
needs of students of the commumity. The school may have conducted foliow-
up studies of their graduates, and these can be checked to see what gradu-
ates have had to say about their high school programs and what careers they
have sought. Other sources of information nclude school counselors, stu-
dents, teachers, university admissions officers, and local industry and build-
ing trades.

Constructing the Master Schedule

Prior to schedule construction, a calendar of activities is developed by the
staff and administration and distributed to the central administration, school
administration, all department chairs, and all counselors in September for
the school year beginning the following September. The dates of each activ-
ity and the room reservations are posted on the calendar to prevent contlicts.

One master schedule builder that the authors consulted stated that the
construction of his master schedule actually starts with the construction of
two 4' x 8" homosote insulation boards attached to the wall of his ofhice.
‘These boards are painted white and marked off to reflect columns for teacher
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Figure 12.1. Tag for Schedule Board.

names and periods mn the school day. One board is used for the fall semester
and one for the spring semester. { These master schedule boards are available
for purchase from school supply companies.) Small rectangies of colored
paper are stapled to the board to indicate an assignment in each class period
for cach teacher and for both semesters. Figure 12.1 shows an example.

Red tags indicate all teacher preparation periods, singletons {courses with
only a single section) are placed on erange tags, doubletons are indicated on
blue tabs, and special assignments are indicated by white tags. The color-
coding approach makes it easy for this schedule maker to check on the dis-
tribution of the teacher preparation periods, singletons, and doubletons
scheduled during the school day of each semester.

Each department chair is asked to subimit a tentative department schedule by
mid-November for the next school year. This schedule mcludes a list of each
department’s courses, how many sections each course would probably have,
and tentative teacher assignments during each class period of the school day.
"This is developed with input from the departmental staff, thus involving teach-
ers in the process. Teachers are often asked to list the courses they would like to
teach in order of priority to help the department chair prepare this histing,

The various departments formulate their tentative department schedules
on the basis of state-required courses, electives, new courses to be offered,
courses to be dropped, equipment avatlable, teacher certification and quab-
fications, and the interests, needs, and abilities of the smadents,

A brief description of all departmental courses is printed in a curricalum
handbook. This handbock, developed by the individual department staffs,
includes course descriptions, credits awarded, minimum grade level, and
prerequisites for each course. Copies of the handbook are distributed to afl
teachers in January,
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Special convocations are held for each grade level in February. During
these sessions, students are given copies of the curriculum handbook, along
with a list of those courses required for that grade level and a list of the state-
required courses. Students are asked to talk to teachers, counselors, and
their parents and then indicate their preliminary course selections on a form
which 1s provided for them. It is also helpful to schedule a parent informa-
tion night for the entry-level grade.

Student scheduling may be done during the regular English classes, so-
cial studies classes, or some other class which all students in a grade level
take, Students are asked to indicate alternative courses in priority order in
case their original choice cannot be granted. These sclections are sent to
the counselors for their use when they meet with the students in individ-
ual counseling sessions following the convocations. At these sessions, the
counselor completes a student selection sheet for each student. These
sheets are then used to determine how many students in each grade level
have selected each course. {Some schools would feed these student selec-
tion sheets into a computer.) From this point on, the principal should work
with the counselors and teachers to develop the master schedule.

The Conflict Matrix

Since the total number of students registered for each class is now known,
the principal and the staff advisory group (counselors, teachers, or other
persons who can provide expertise} can determine how many classes wiil
be needed in each subject. To see which classes should not be scheduled
at the same hour, the principal constructs a conflict matrix or gets one from
a computer printout. While this process may not eliminate all conflicts, it
should minimize the problem. To give an example, a student will have a
scheduling problem if the student wants to take physics Il and chorus, and
the classes have only one section each, meeting at the sarne hour. The con-
flict matrix will prevent many such problems. The conflict matrix plots
those one-section classes which if placed in the same period would result
in conflicts. Figure 12.2 shows an example of a conflict matrix for single-
section classes { Jacobson, Reavis, and Logsdon, 1963).

Individual preliminary registration cards are checked for each student,
and one-section classes are plotted on a tentative schedule. On the conflict
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Figure 12.2.  Sample Conflict Matrix,

matrix shown in figure 12.2, the tally marks show how many conflicts would
appear if those classes were placed on the schedule at the same period. For
example, physics 1T and algebra 1l would produce four student conflicts if
scheduled at the same hour; physics I and chorus would not conflict.

The principal, seeing these conflicts, would then change the placement of
those one-section classes so as to eliminate the conflicts. A conflict matrix like
the one shown can be prepared by hand for a high school of eighteen hundred
students in about seven to nine hours. A computer can be used for the same
purpose and do the work quickly. The computer, if available, can also list the
students who will have the conflicts, This information can be helpful so that
those students can be located and asked to select different courses that do not
conflict. Since most single-section classes are electives (except in small
schools), the student may have to select an alternative elective. The principal,
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in changing the schedule because of conflicts, should remember that the final
senior semester should have the fewest conflicts, since this is the last time (be-
fore summer school) for seniors to complete work.

After the conflicts have been eliminated or reduced, the principal and the
advisory group construct the rest of the master schedule on the large boards,
histing course numbers, section numbers, teacher numbers {(or names), room
numbers, scmester numbers, class peniod numbers, and maximum capacity
for each course section.

In establishing the master schedule, the following should be considered:
aveiding conflicts (as discussed), scheduling teacher preparation periods
evenly during the day or at special times to allow for common preparation pe-
riods for departments, scheduling classes which use the same (limited) equip-
ment in a single classroom at different periods, assigning teacher supervision
when needed, and scheduling a course that has twe sections so that one sec-
tion meets in the morning and the other section meets in the afternoon,

After the master schedule 1s constructed, the students are assigned to
classes as they register. Attention should be paid to the size of each section
compared with the maximurm capacity and to the number of conflicts which
occur. Adpustments may have to be made to the master schedule, such as
adding a section, changing a section’s placement in the schedule, or sched-
uling an early- or late-bird section (.e., sections scheduled before or after the
normal school day) to avoid conflicts. This, of course, would involve calling
the students imvolved to see whether they can come to school at that time.
Agan, if a computer is used, these schedule runs can be done more quickly,
and conflicts can be resolved more easily.

When the scheduling seems complete, the principal needs to double-
check for conflicts, changes in staff, staff assignments, new student requests,
rocm availability, section load against seating, lab positions, negotiated class-
section maxirmums, and to see that an adequate number of textbooks are
available for each course,

From the master schedule and the assignment of students to the schedule,
the principal needs to provide the following, either by hand or computer:
teacher class lists, 2 schedule for each student, room usage lists, and teacher
schedules.

Finally, other considerations must be kept in mind as the schedule is con-
structed: the length of 2 period, the length of the school day, the number of pe-
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riods, the transportation schedule for the district, the bell schedule for the
school building, the lunchroom schedule and the capacity for each lunch pe-
riod, and any homeroom or study halls which the school plans to have. It
should be mentioned that many schools are reducing or eliminating study halls
in their schedules, since these sections are usually merely holding arcas for
those students who cannot be scheduled into classes duning those penods,
Also, many schools establish one regular daily schedule and then have one or
more alternative schedules for assemblies, early dismissals, late beginnings,
and other planned activities. In addition, some high schools use other types of
schedules Iike a block schedule or alternate-day schedule. In the latter, the high
school may have a schedule that is similar to a college schedule with some
classes meeting MWF and others on TTH; then changing the next week,
Some high schools may have a combination of single period classes coupled
with double period classes; others may have a group of courses taught for a
certain number of weeks with a new group of courses taught later in the year,

SCHEDULING THE MIDDLE SCHOOGL

If a school district chooses to use a true nuddle school concept for its students
in the middle grades, the scheduling for this school is very different from the
scheduling of the high school. The teachers should have a high degree of au-
tonomy in developing the schedule with the principal acting as an advisor. The
middle school concept meludes team teaching, a block of time for some classes,
and exploratery periods, all of which require scheduling unique to this school.

Figure 12.3 shows one possible schedule for 2 middle school consisting
of grades six through eight. (Some districts may have other grade ranges due
to many different factors, such as facilities, enroilment demands, etc.) Note
that, on this particular schedule, band/chorus is scheduled for the first pe-
riod with no other classes conflicting with it, so that students in all three
grades can participate together. Obviously, there are other configurations
which would permit larger schools to bave different bands for the lower and
upper grades, and may even call for more periods of band and cherus.

The advisorfadvisee period, scheduled second, is a time for teachers to
interact with students on a more personal basis. Topics addressed during
thas advisorfadvisce period may involve problem solving, personal advice
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Figure 12.3. A Typical Middie School Block Schedute.

conilict management, study skills, group and individual counseling {though
the school may have one or more full-time counselors for problems which
reach beyvond the regular classroom teacher’s skalls), and student discipline.
All professional personnel in the school {and sometimes some stalf person-
nel} are assigned to an advisory period in order to reduce the staff-student
ratio. Typically, one staff member is assigned to a small group of twelve to
fourteen students. However, two teachers can be assigned to a group of thirty
students to allow faculty Bexibility for core committee meetings once a week.

Often, the scheol counselor takes a leadership role in planning some of the
advisorfadvisee period activities by preparing packets of material for the teach-
ers to use during the period. Note that the band period and the advisor/advisee
penod overlap. This is not the perfect solution to scheduling the music pro-
gram, but it is a commonly used solution. The rationale for the arrangement is
that the band/chorus director traditionally acts as a critical friend to the stu-
dents, and therefore can serve as the advisor for these students,

"The central part of the middle school schedule is the block. Simply
stated, a group of students and two or three teachers are assigned together in
a block of time. Inside this block, the teacher team and the students plan the
learning activities. The schedule within the block can be modified for stu-
dent grouping needs, curriculum needs, or instructional needs without af-
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fecting the remainder of the school. A typical arrangement is 1o assign a lan-
guage arts teacher with a social studies teacher for a block, perhaps the
morning block shown in figure 12.3, and to assign 2 mathematics and a sci-
ence teacher together for the afternoon block. These four core subjects are
taught during these two blocks each day. However, the teachers have alot of
flexibility in this block. They may spend more time on one subject one day
and less the next day; they may take the students on a field trip, or they may
teach some concepts together so that the individual subjects merge into a
single topic for the day. While the ratio of teachers to students is about 1:30,
there may be three teachers and ninety students in the block or two teachers
aned sixty students.

This block schedule is structured so that all sixth grade students have the
same time schedule, all seventh graders have blocks at the same time, and so
forth. This type of block scheduling is important because the blocks (and
overall schedules) of all the grades are different, so that sixth grade students
do not interact, to any large extent, with the eighth grade students. This type
of scheduling reduces many student conflicts. One goal is to develop hetero-
geneous communities of learners who have 2 special feeling of community.

The smaller blocks shown on the eighth grade schedule allow for special
classes which may need to be offered. This example permats a regular high
school algebra class te be taught to the academically talented exghth grade
mathematics students during one of these small blocks. When special teach-
ers, facilities, or services are needed to meet the needs of the students, the
teachers who meet these needs should be brought into the team meeting
with the regular teacher team.

An important part of the middle school schedule is the exploratoryf
physical education/health period. All sixth grade students are exposed to
a number of short courses, such as computers, foreign language, home
economics, industrial arts, art, library skails, life skills, or music apprecia-
tion. The frequency with which physical education and health are offered
depends on state mandates. Typically, these courses of short duration are
not graded (satisfactory/unsatisfactory is awarded), and students get a
chance to explore different academic areas to see which may be of inter-
est to them for more intensive study in the future. As the students advance
to the seventh and eighth grades, the number of courses they can select
may be reduced, and the length of time in each one may be increased. By
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the eighth grade, students may be choosing only two or three of their
courses for the year.

Scheduling of the exploratory subjects is extremely important, because it
is during these periods that teacher teams have their group planning time for
curriculum ntegration, to discuss common student concerns and to hold
group parent conferences. This is an integral part of making the schedule
and program work. Exploratory specialist teachers should have their own
team planning time or should be worked into the regular team meetings. All
special education teachers should be a part of some teacher team. The spe-
cialist and exploratory teachers can be rotated into the regular teams on an
as-needed basis to plan for special curricular or instructional events. Ade-
quate planning time (at least two hours per week of common planning time
per team, in addition to individual preparation time) makes it possible for
this type of scheduling to work effectively.

Students are not tracked for achievement in the traditional middle school
but are grouped heterogeneously within the team. They may still be grouped
for a short tme within the block period in order to meet a short-term in-
structional goal. Also, there is some selection for students when schools of-
fer courses such as algebra in the eighth grade, as discussed earlier.

Some other suggestions:

1. It 18 important for the school team(s) to develop an identity.
Teacher/student teams often select names and slogans which help
them have an identity for their particular group.

2. Discipline should be handled, to a great extent, in advisorfadvisee pe-
riods. Only more severe cases should go to the office.

3. As stated earlier, teachers should have the major role in making up the
schedule. Unlike the high school, time does not have to be spent as-
signing hundreds of students to individual classes, but teachers can
easily schedule students within a team.

SCHEDULING THE ELEMENTARY SCHOOL

For people who do not have elementary school experience, the task of sched-
uling an elementary school might seern very simple—just assign twenty-five to
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thirty students to a teacher. While this grade assignment does take place, the
special classes that take place in the elementary school complicate the school’s
schedule. While this section will give suggestions for scheduling, it should be
remembered that each school is different. One school may have full-time art,
music, and physical education teachers for grades K-6, while another build-
ing, housing grades 1-3, may have only pari-time teachers in these areas.
Schools often must share specialists with other buildings, and therefore travel
time must be placed in these teachers’ schedules, an arrangement that adds an-
other complication to the schedubing, Each building is somewhat urnque in the
grades contained and in the staff assigned to that school.

Like the other schools discussed earlier, the teachers should be involved
in scheduling. It is suggested that a team of teachers work with the principal
to schedule the special areas in the elementary school. They can start with
the previous year’s schedule and determine if some regular classroom teach-
ers had a perceived advantage that year because of the schedule. For exam-
ple, if the team feels that it is an advantage to have art or music scheduled
later in the day, those teachers who had that arrangement that year had the
advantage. To be fair, the tearn should alternate the schedule from year to
year so that any advantage is rotated among all the teachers. The principal
should also be aware that a teacher with a dominating personality on the
team may unduly influence the other members of the team, perhaps to his or
her personal advantage. The principal needs to see that this does not oceur.

Another suggestion is to ask teachers to teach reading and mathematics
at the same tume of day throughout the school. When this is done, there
can be grouping across classrooms as well as within classrooms, This
scheduling gives flexibility and encourages the teachers to work together
creatively for the benefit of individual students. It also encourages articu-
lation within and across the grades. An exercise in elementary scheduling
is presented in figure 12.4.

Other issues which must be considered during scheduling imclude the
number of special education students and the need for spaces for those to be
included in the regidar classes or space for those who will be mainstreamed on
a part-time basis. In addition, if a school has pullout programs for Chapter/
Title 1 and/or gifted education, these programs must be considered when de-
veloping the schedule in order to reduce conflicts regarding these students and
activities such as music and art.
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Here is a practice exercise for scheduling an elementary school, Develop a
scheduie for an slermentary school (K ~ 8) of 567 students with the foliowing
braakdown of grade sizes and the number of teachers given below:

Stixients Taachers

K = B4 27 regutar cassroom

st =76 21D rasource

2nd = 80 2 selt-contained

3rdt = 63 1 Chapter 1

4th = 90 112 music teacher

5th = 85 142 PE. teacher

§th = 92 No ant teacher

Spec. £d. = 17 {selt-contained) 215 nurse
2/5 media specialist
142 computer specialist

Figure 12.4. Flementary Scheduling Exercise,
SUMMARY

This chapter detailed the steps for a principal to take to construct a school
schedule at the high school, middle school, and elementary school levels, in-
cluding a discussion of the conflict matrix at the high school.

THE PRINCIPAL’S CASEBOOK

The Case of the Big Board

Jim Braden, a newly appointed counselor in a high school of thirteen hun-
dred students, has just received a copy of the official job description from
the superintendent, Under the curriculum area, it states that he s responsi-
ble for the master schedule of the high school. This had not been discussed
during the interview by either the principal or superintendent.

Questions to Consider

» What should he tell the principal?
¢ What help could he get? From whom?
* Who should he involve in the scheduling process?
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* Do you feel you bave the background to use computer technology or
would you schedule by hand?

* Where would you seck mformation on computer scheduhng if the
school has not used it in the past?

o What are the advantages and disadvantages of using a computer?
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THE ASSISTANT
PRINCIPAL

INTRODUCTION

he job of assistant principal is generally considered as the entry-level
position into the field of school administration. It 18 an extremely im-
portant position, but it is quite often overlooked by both writers of educa-
tional administration textbooks and practitioners who consider it to be just
a rite of passage and a necessary hoop through which to jump in order to en-
ter into the role of the principal. Nevertheless, the position is critical to the
smooth operation of many schools, because the assistant principal’s
strengths and expertise are often complementary to the principal’s abilities
and attributes, Together they can result in a dynamic admimstrative feam.
To be truly effective, the assistant principal must reflect the vision and the
philosophy of the principal, and the two should communicate with each other
from the outset of the relaionship. They should know each other’s leadership
styles and be clear about what wall or will not be tolerated on the school cam-
pus. While this type of nurturing and trusting environment does exist In some
schools with a visionary and self-assured principal, many assistant principals
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find themselves in a narrow world that consists of mostly negatives, making the
position of assistant principal one of the most difficudt jobs in administration,
according to a study by Supley and Walter (1997). The assistant principal is of-
ten caught between the teachers and the principal and is many times powerless
to render a decision that will satisfy what they both want. The assistant has po-
sition power without the benefit of actual authornity. As a result, the position can
be viewed as 2 lonely and thankless job that offers litde satisfaction. One study
on the role of the assistant principal found that assistant principals are assigned
tasks and dutes by the principal, or their roles evolve from various school situ-
ations that the principal chooses not to handle {Austin and Brown, 1970). It can
be said that the job, while important, is not always clearly defined, nor is it go-
ing to be the same from school to scheol or from principal to principal. Those
very reasons give rise to why open, honest communication and frank discussion
of job roles, responsibilities, and expectations of the building principal must be
priornities for any person taking the assistant principal’s position.

THE ROLE OF THE ASSISTANT PRINCIPAL

The assistant principal’s role is typically viewed as one that is filled primanly
with the negative aspects of education. The assistant principal is required to
handle such things as student discipline (and meeting with parents and teach-
€13 to resolve some of the more serious probiems), student attendance {which
may lead to truancy issues that could result in legal actions that require time
spent in court), special education discipline (and all its related meetings), bus
duty and bus-related discipline, being responsible for the accounting and return
of textbooks that are purchased for the buildimg, and monitoring the cafeteria
and handling cafeteria-related discipline. While all these duties are vitally im-
peortant for the smooth operation of any school, they are not part of the instrac-
tional side of education. The reality is that the role of the assistant principal of-
ten encompasses 0o many negatives without the person being able to find the
positive aspects of the job as many principals and superintendents perceive it.
There is some movement to ensure that the position of assistant principal
does not always have to equate to a job Blled with unpleasantness. Some dis-
tricts are beginning to recognize that the role of assistant principal can be
more than just “the disciplinarian” of the school. One California district, Ro-
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moland, has given the assistant principal much more latitude. The major du-
ties and responsibilities of the job description are as follows:

* Assists with supervising and evaluating classroom teachers, instruc-
tional aides, noon duty supervisors, and clerical personnel

o Assists in the monitoring and the administration of the school budget

» Assists in communicating with peers, parents, and the public regarding
the goals and objectives of the school

* Assists the principal and staff in improving the mstructional program

* Provides staff development support; implements school and district
policies pertaining to student discipline and student activities

* Assumes other duties and responsibihitics as assigned by the principal

The job description also states that the assistant should demonstrate

*» knowledge of school administration and practices; district systems or-
ganization and operation

¢ knowledge of and practice with interpersonal skills

* knowledge of practical and cffective problem-solving approaches

e knowledge of effective managerial skills and processes

e ability to work effectively with students, teachers, parents, staff, and the
public

 ability to plan, organize, schedule, and direct the work of others

* ability to analyze problems and devise and implement satisfactory
solutions

o shility to carry out written and oral instructions effectively

o familiarity with categorical and special education programs (Romoland
Job Description from the district website)

DUTIES OF AN ASSISTANT PRINCIPAL

Discipline

Disciphne is one of the primary responsibilities of the assistant principal. [t
is simply a part of the job, and the responsibility for discipline will be found
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in most job descriptions of an assistant principal. There is little doubt that
dealing with discipline matters can be time consuming and frustrating. As-
sistant principals must deal with students whe truly have behavioral prob-
lems, as well as students who simply behaved inappropriately in a school
setting, In addition, they often have to deal with parents who are not gener-
ally 1n the best frame of mind when the telephone rings or the meeting oc-
curs. it takes good interpersonal skills and a calm manner to work with
these upset parents and make them partners in the discipline and educa-
tional process,

A word of advice: Greet them in a pleasant but businesslike manner.
Apologize for having to meet with them, but assure them that it is in their
child’s best interest. Say something positive about the child, Explain what
happened and what needs to be done. Enlist their aid in helping to rectify
the situation and to keep it from reoccurring. Thank them for their concern
and help, and tell them that you appreciate their willingness to be a partner
in their child’s success. Walk them to the outside door and thank them
agam,

In general, when dealing with the area of discipline, the assistant princi-

pal will typically

¢ handle all behavior referrals that are sent to the ofhice

* be in charge of the “in-school suspension” room for students whose
behavior 1s not serious enough to warrant an outside suspension

o suspend students whose misbehavior is so inappropriate that it im-
pacts the learning environment of other students

* be the administrator in charge for any court appearances for those stu-
dents whose persistent misbehavior has escalated to municipal court
hearings

Discipline is not the only area of responsibility dealt with by the assistant
principal. The assistant principal will typically have areas both inside and
outside the school building to monitor. This can be a positive thing, because
it forces the administrator out of the office and into the building as well as
outside the building. It aliows the assistant to interact with teachers and staff,
to meet and talk to students on an informal basis, and to be proactive in
avoiding potential discipline problems.
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Other Duties

1t is very typical for an assistant principal to

 walk the perimeter of the school grounds in the moring and monitor
student arrivals, including those on buses

* monitor that teachers designated for duty that week are at the assigned
stations to help monitor student safety around the cafeteria, gymna-
sium, and school grounds

* be visible during lunchtime in the cafeteria and monitor student be-
havior in order to reinforce desired behavior; monitor paraprofession-
als and custodians in the cafeteria

e check teacher lesson plans to make sure that state-mandated objectives
are being covered in the lessons that are being aught

¢ do walk-throughs in different classrooms to observe teaching proce-
dures and on-task behaviors

* g0 to bus duty and monitor the students who ride the bus, looking out
for student/teacher safety; patrol grounds for any vehicles being in in-
appropriate areas that endanger student safety

e assign custodial schedules and their duties for the building; handie
custodial complaints; issue custodial directives

e auend assigned extracurricular activities and monitor student behav-
ior; be a visible part of crowd control; handle any issues that arise; no-
tfy authorities H needed

Special Education

Special education is often part of the assistant principal’s responsibility, It 1s
important for the assistant principal to receive appropriate training to deal
with special education issues. It is imperative that timelines be met and that
parents have a clear understanding of what is occurring when it comes fo the
education of their child. Also, special education lfaws frequently change, so
the assistant principal must continually strive to remain current. The assis-
tant principal must always remember that he or she s a generalist, and that
problems or issues may need to be handled by those with special expertise
in the field, and this certainly is sometimes the case with special education.
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Be ready and willing to consult with the special education director to see that
appropniate procedures are being followed.

Chairing Committees

The assistant principal will often be asked to serve on comumittees, sometimes
as chair of the committee. The proceeding lists some typical responsibilities for
an assistant prncipal as chair of a special education committee, for examnple:

* Schedule the meetings during teacher conference times. Make sure the
assistant principal is available for all meetings since they cannot be held
without an administrator.

s Introduce all members of the committee,

e Make certain parentsfguardians have received procedural safeguards
before starting the mecting.

¢ Read statements of confidentiality to committee members.

» Make certain the committee has input on any educational decisions
made for the student and that student is placed in the Least Restrictive
Environment (L.RE) setting.

» Muake certain the classroom teacher has input on student modifications
being implemented for student success.

» Assist the committee in making decisions on any Behavior Improve-
ment Plan and Individual Educational Plan.

» Read Assurances—documentation that assures the parent the commit-
tee has made all decisions in the best educational interest of the child,

¢ Make certain that all documentation is en file and included in the les-
son plans.

» Monitor and make certain that the teacher is implementing all modifi-
cations for special education students in the classroom and that the
modifications are being documented in the grade book, lesson plan
book, and student portfolios.

Student Activities

“The assistant principal may be required to work in the area of student actv-

ities and have
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» Qversight responsibilities for all extra and cocurricular activities.

o Attend all district academic contests and help make decisions con-
cerning testing sites, student qualifications, and so forth.

o Verify that students entered in all extracurricular events are academu-
cally eligible in accordance with local and state requirernents.

o Attend all necessary planning meetings for various activities.

o Attend athletic games and contests as assigned.

» Meet with extracurricular sponsors as needed.

* Help monitor the financial records of school clubs, teams, and so

forth.

NEED FOR PROFESSIONAL GROWTH

The position of assistant principal can be a stressful position, filled with a
tremendous amount of negative aspects. The job description must be ex-
panded to allow for professional growth and to ensure that the assistant prin-
cipal will be a true partrier with the principal of the building, For this to oc-
cur, the principal must be willing to mentor the assistant and help to provide
a good induction into the position. Pitlalls and limitations must be dis-
cussed. Expectations must be made clear. The evaluation process and in-
strument should be discussed early in the process so that the assistant prin-
cipal is not surprised or unprepared when the evaluation is done.

While expanding the job description to include more instructional re-
sponsibilities, the principal should also empower the assistant principal with
different levels of responsibility from observing, to assisting, to full responsi-
bilities in the areas of personnel decisions, school-based budgeting, and
school-community relations (Supley and Walter, 1997).

The principal sheould always make it a point to involve the assistant
principal in the information loop. Agendas from administrative team meet-
ings should be shared with the assistant by the principal. I the principal
and the assistant are to operate as a team, they must not only share a com-~
mon vision but information as well. By sharing and by opening lines of
cominunication, trust and rapport will be established. The administrators
become a seamless web, and as a result, both they and the school will be-
come more effective.
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SUMMARY

“More heads are better than one,” the old saying goes. And it holds true in
the relationship between principals and their assistants. Principals should
actively seek advice and counsel from their assistant principals. These novice
administrators may have a fresh perspective or idea for expenenced princi
pals. Principals should encourage their assistant principals by mvolving
them in all facets of instructional leadership and building management, They
should nurture the assistant principals and provide an environment that en-
courages the assistants to do not only the job for which they were hired but
to prepare themselves for the position of principal. By providing this balance
of on-the-job training for both the current and the future positions, the prin-
cipal, the assistant principal, and the district will benefit from this new per-
spective on the role of the assistant principal.

ACKNOWLEDGMENT

The authors wish to thank Mary Lou McLemore, assistant principal in the
San Diege (TX) Independent School District, for writing this chapter.

REFERENCES

Austin, B. D. and H. L. Brown. 1970, Report of the Assistant Principalship Vol. 3,
The Study of the Assistant Principalship, Washington, DC: National Association
of Secondary Scheel Principals.

Job Description for Assistant Principal. Romoland, CA, Schoel District, www.
romoland. k12.ea.us [accessed January 36, 20031

Supley, M. L. and K. K. Walter, 1997, “Principal and Assistant Prncipal Perceptions
of Leadership Styles and Duties.” Paper presented at Southern Research Council
of Educational Administration Annual Meeting, Charleston, SC.

226



EPILOGUE

ne of the authors once had a professor in educational administration
Owho told the class, “I have never seen a good school that didn’t also have
a good principal. While I have seen bad schools with good principals who just
couldn’t do enough to get the schools changed, whenever I have seen a good
school, there has always been a good prinaipal in the school office.”
This professor and research both support the notion that it is essential for
a school to have an effective prineipal if it is to be an effective school. And as
this book described in the beginning, today’s school principal has a dual
role. To be an effective principal, he or she must be both the instructional
leader and the manager of the school. Regardiess of the emphasis placed on
the instructional role i university courses, the principal will be held ac-
countabie for both the instructional and managerial roles. It is vitally impor-
tant that stadents wanting to be principals understand this. Too often those
nexperienced applicants for the position of principal do not understand the
impact and the importance of the role of the principal in the maintenance
and management of the school facility. Superintendents, though they may
not articuiate it, want building administrators who are competent in both the
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curricular and the managenial sides of administration. And whether the prin-
cipal takes the responsibility for the building or whether it is delegated to the
assistant principal, the superintendent WILL hold the principal responsible
for everything relating to the building and its grounds, The authors’ advice
1s that if you delegate, you still need to have oversight of all that transpires
during your tenure as principal. The wise principal always follows up and
follows through. Itis your building, and you must be responsible for it.

1t is hoped that this book has provided suggestions for becoming more ef-
ficient and effective in the managerial role so that principals can find more
time to devote to the instructional role in the school. Both roles are legiti-
mate, and both are important.

Educational administration often gets ideas from the business world. It is
mteresting to note that in business, when we discuss a company that has
good management, we see this as 2 very positive aspect. Stockbrokers and
mutual fund managers often mention that one of the things they look for mn a
company is good management. And yet in educational administration, being
thought of as a geod manager is almost considered derogatory. One of the
authors was once asked at an interview, “Do you consider yourself a leader
or a manager?” The “correct” answer was that the administrator was a
“leader.” To reply that he was a “manager” seemed to place ham at a lower
level, less important, less skilled, But, the answer should have been, “I con-
sider myself both a leader and a manager. An administrator needs to provide
a leadership role in the school, to nspire a vision of what the school can be
and, at the same time, the school administrator needs to be a manager of the
school, to be sure that it is run efficiently and effectively. Both roles are 1m-
portant if the school is to be a good school. And, 1 can do both of them!”
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YOU CAN IMPROVE
YOUR SCHOOLS
IMAGE WITHOUT

SPENDING MONLY

WILLIAM L. SHARP. JAMES K WALTER,
AND HELEN M. SHARP

¢ has never been more important to have good school-community rela-
Itions. With open enrollment, cheice and the reluctance of taxpayers to pay
mere for schools, it is essential that schools examine their public relations ¢f-
forts and make any necessary changes to improve their programs.

Much has been written about school and district newsletters, annual re-
ports, the use of public relations specialists in the schools, and elaborate
brochures about the schools in the district. While all of these have a proper
place in the public relations program, they also cost money and may be be-
yond the budget of some school districts.

"There are, however, important public relations steps that can be taken
with a minimum of funds—and only a little time to inservice the staff.
These suggestions are very simple and certainly are not new, but they can
go a long way toward developing good relationships with the public and
the community.

The authors of this appendix have had the opportunity to visit many
schools and to phone many teachers and administrators during the school
day. The old saying, “You never get a second chance to make a good first
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impression,” certainly rings true in schools teday. We found that many of
the schools we visited and phoned could have used that second chance,
because their first impression was not very good. Here are some sugges-
tions to make a good impression the first time:

Inservice the secretarial staff about how to deal effectively with the public. In
almost all cases, the first contact person in a school is a secretary. On the
phone, many secretaties appear to want to get nd of callers as soon as
possible, saying, “Mr. Jones is not In his office. What is your number, and Ul]
have him eall you back.” (Mr. Jones must have stacks of call slips on his
desk.) Secretaries need to demonstrate 2 helpful attitude that shows they
care about the caller and s or her concerns, A simple, “Thank you for
calling Maple High School. May 1 help you?” would be a good start. A good
secretary should be able to offer help beyond taking phone numbers,

Use adulls to answer all inceming phone calls. Many schools use students to
help answer the phone. Because we have been administrators, we know why
this is done. Yet it is disconcerting to phone a school, get a student on the
line, and realize that you cannot make her understand the purpose of your
call. Again, the caller ends up resorting to leaving a phone number. One
time, one of us called for an elexentary principal, and the student (fifth or
sixth grade student) ran all the way out to the playground to get the principal
before we could stop her. No business would consider using an eleven-year-
old to be its first contact with the public. Schools do it all the time—put the
students to other uses in the school ofhice or use them to show visitors
around the building. Let the secretary answer the phone, please.

Provide visible and dlear directions to the main office. When visiting, we
usually encounter the standard sign on the door: All Visetors Must Report to
the Office. (And in today’s times, we find almost all the doors locked, too, but
we understand the need for that.} Once we find an unlocked door and enter,
there is not a clue as to where the office is located. No matter how large or
small the building, 2 good locator map showing your position (and the
office) would be very belpful to those with firse-time business in the school.

2390



YOU CAN IMPROVE YOUR SCHOOL'S IMAGE

Train the secretaries to greel visttors once they arrive at the school office. Once
the office was found, we often found a student behind the office counter. She
was usually discussing the ball game or dance with another student who was
late for class (and becoming later). Unfortunately, we found that the
secretaries are often not much better. With some exceptions, they were often
drinking coffee, having a snack, and talking to other people. A secretary
needs to be trained to greet strangers warmly, ask their business {“May I belp
you?™), perhaps offer them a cup of coflee, and ask them to be seated while
they find the answer or locate the person needed by the visitor.

Advise secretaries to warn the principal or administrator of special situations
or potential prablems. If the school visitor seems upset (like a parent bringing
the principal a problem), the secretary needs to warn the principal. We recall
one principal tuming a negative situation into a positive one by merely
saying, “You look hke you could use a cup of coffee. May I get you one before
we talk?” This gesture showed concern, and it allowed the parent to cool off
so that the meeting with the principal became a discussion instead of 2
confrontation.

Encourage your staff (teachers, especrally) and students to notice visitors
entering the building, and to ask them if they need divections. This is not enly
good public relations; it makes the school a little bit safer, too.

Besides these suggestions dealing with those who phone or visit the
school, here are some additional suggestions to improve public relations
with parents:

Review the importance of positive parent communications with the faculty.
Devote some faculty meeting or in-service time to review positive telephone
and written communications with teachers. Make sure they understand the
important opportunity for positive public relations conveyed by voice tone,
the message, suggestions for parents and students, and callbacks.

You might introduce the discussion of positive written communications
with this example of a negative note or one like it. This is the opening line of
an actual midsemester deficiency report (which might be the only contact
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these parents had with the school during the semester in which it was sent):
“This 15 a follow-up to the forgery incident.”

Teachers understand specifics. Note the positive impact of these alter-
nate approaches. “Karen’s regular attendance is the key to her success
in math,” or “Scott’s overall ability is not reflected in his current grade av-
erage,” or “Brenda ruight benefit from individual help, and Pm in the
building for an hour before and after school four days a week,” or “Can 1
enlist your help with Janice's attention to her own work during reading
sessions?”

Feature student ¢fforts in district newsletters. These need not be whole
essays, but try to include journal excerpts, short poems, drawings, slogans or
captions, contest entries, and so on, that show parents how students are
succeeding.

Offer any interested parents the opportunily to meel informally with school
administrators and/or beard members once or twice monthly—mornings
and/or evenings. One school district used a second-cup-of-coffee format in
morning meetings with district parents and community members, Course
goals, new programs, test scores, and a wide range of topics can be
discussed—whatever concerns parents and adults.

Submit news releases about student ¢fforts and ackievements to local
newspapers on a monthly basis. Enlist the aid of journalism classes or
newspaper staff members to write newspaper-ready features on all aspects of
student effort in the district. Regular rervinders via local newspapers tell
parents about what is going right in schools.

Send home only positrvely worded notices and communications, and revise any
that create a negative or even a neutral impresston. An adrmnistrator-teacher
commuttee should periodically review routine correspondence sent home to
parents. Whatever is written about your schools or its students can be both

informative and positive.
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Set up a vehicle for offering positive suggestions, whether a special phone
extension or postcard mailing. Improving the image of the school is
everyone's responsibility. Make good school public relations a district goal.
Accept suggestions from parents and teachers; many times they notice what
administrators may overlook.

Reach inte the communify and draw on the expertise avadlable. Aways include
parents and community members in special activities, including art fairs, district
contests, special assemblies, minicourses, skill days, acavity periods, and so
forth. Make vour school the focus of student-adult interaction in meaningful,
planned programs that bring community specialists into your school.

Whatever is written, maintain the commitment to successful public rela-
tions as a district goal. Administrators in particular need to be aware of suce
cessful writing strategies that create positive, favorable impressions no matter
what the situation. Public relations experts and business people know how to
reach their public, and business writing texts offer schools a unigue perspec-
tive on the techniques of successfully relaying messages. Raymond V. Lesikar’s
Basic Business Communication {Homewood, IL: Richard D. Irvin, 1988} in-
cludes some of the following helpful tips:

1. Use the objective tone.
2. Write factual messages, including specifics wherever necessary.
3. Emphasize nouns and verbs that stand out and draw reader attention
{adjectives and adverbs delay or break vital messages).
4. Write short paragraphs {two to four sentences each).
5. Revise sentences with careful word choice to effectively convey just
the right meaning.
6. Adapt wording to an audience {in our case, no “ educationese™).
7. Use topic sentences for paragraphs so that the main idea Is immedi-
ately evident.
8. Make ideas progress logically in a letter or communication.
9. Feature only one idea per sentence and one idea per paragraph.
10. Keep sentences to a maximum of eighteen words.
11, Sirive for the goodwill effect (anything that focuses on benefits or
courtesy).
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12. Highlight the beginnings and endings of sentences and paragraphs
with key ideas (these are points of emphasis in any communication).

13. Use list forms, with numbers, bullets, dashes, and so on, whenever
possible,

I4. Repeat and isolate the most important peints in 2 message or com-
IUNECZHOR.

15. Always convey a positive rather than a negative impression (keep
your audience in mind and how they are likely to react).

Building and maintaining good school-community relations is a goal for
many school districts. There are steps that can be taken to welcome visitors
or callers, to keep the public informed about school activities and to create
positive favorable impressions with parents and the commaunity. The starting
point seems to be the recognition of deficiencies and a conumitrment to im-
prove. Using the steps described in the preceding, any district can begin to
change the features that are less than satisfactory andfor improve
school-home communications and the school’s image. It is not a question of
money, but taking the time to analyze and plan new strategies.
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DETENTION AND
SCHOOL RULES

he following rules are suggested for after-school detention (ASD).
They can also be adapted for use for inside suspension.

. There is to be no talking at any time during ASD.

2. Students are not permitted to leave the ASD room. Restroom use
and necessary books and materials should be taken care of before
coming to ASD.

3. There is to be no eating or gum chewing during ASD.

4. Srmudents are to stay in their seats until ASD 1s over, facing the front
of the classroom—ne turning around.

5. Tardiness of any kind will not be tolerated.

6. There is to be no writing on blackboards, werking of school equip-
ment, or distarbing the bulletin boards.

7. Students must have writing equipment before ASD starts. The pen-
cil sharpener cannot be used once ASD begins.

8. Sleeping, misconduct, or not studying can result in additional day(s)

of assignment or out-of-school suspension.
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9. Ifastudent is absent while serving ASD, even if it is excused, the stu-

dent must make up the time. A student cannot be excused from ASD,

10. Students in ASD cannot socialize with students who are not assigned
te ASD.

11. Students cannot leave the ASD room until dismissed by the person
supervising the room.

12. Any problems in the ASD room will be reported by the supervisor to
the principal.

Some of the incidents that typically might lead to a detention are the
following:

* lessons poorly prepared or not done at all

* inattention in class

* bad language

* a poor attitude in class

o tardiness in coming to school or to the classroom
* frequent absences

* cutting classes

* smoking

e disrespect to an adult staff member

¢ disruptive behavior anywhere on school grounds
* other violations deemed appropriate by the administration

Figure B.1 is a sample letter which can be used to inform parents of an after-
school detention, assuming the school ends at 2:45 P.M. (A more formal letter
should be used for an actual suspension.) Figure B.2 is a form which teachers
can use to recommend the assignment of detention.

Some of the forms and guidelines have been adapted from those used at
Maple Crest School, Kokomo, Indiana.



Date

Dear .
This note is {0 inform you that your sonftaughter, wilt be
staying after school for detention on . The length of detention
wilbe . minutes for days, or from 2:45 pu until

This after-school detention has been assigned by the adminigtration because
theteacher has done everything possibie 1o cotrect the student in the classroom.
W hope that this witt take care of the problem, and that your child will be able to
behave properly in the future,

Should after-school detention not work, or should your child fail fo report, the
next aternative may be suspension from schodl,

We are informing you in advance so that you can make arrangements for your
chilf's fransportation on the day(s) of datention. We alsohope that you wili discuss
this with your child 5o that the problem will not happen in the future. Thank you
tor your cooperalion,

Principai

Figure B.1. Sample ASD Letfter.

Stuxient Name Gracs
Nature of Offerise

Name of acher
What Subiect(s} Student s 1o Work on

MName of Assigning Administrator
Amount of Detention Time Each Day
Dayls) Assigned Detention

Name of Detertion Supervisor
Did Student Report? Yes, Ng.
Supervisor Comments §f any}

For this fomn, the teacher compiotes the firgt third, the adminigtralor the middie, and tha ASD
supenisor the last part.

figure B.2.  ASD Recommendation Form.
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INFORMATION
MANAGEMENT
SOFTWARE

t is often said that we must practice what we preach. Lead by example.

This is because kids do as adults do, not necessarily as they say. As we
enter deeper and deeper into the information age, we feel compelled to
teach our students how to become masters of technology and, subsequently,
information. Educators are beginning to realize how critical it is that they
find the means to become masters of information and technology them-
selves. Many are finding that the allocation of precious time and financial re-
sources is an investrnent that proves rewarding in many ways. After all, how
can we teach our students to thrive in an information age if we do not mas-
ter it ourselves?

Mastering information today requires proficiency with hardware, soft-
ware, and data collection tools, along with the dedication of the people man-
aging a school’s administration. This appendix will give examples of tools
some schools have used to master information.

National Computer Systems {(NCS) developed a comprehensive system
of computer software for schools in 1985. This system, called Comprehesive
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Information Management for Schools (CIMSHI), was marketed by IBM and
is used by more than forty-five hundred districts nationwide.

Many prineipals are familiar with NCS scannable forms which are used with
optical mark reading scanners for testing. Similar technology can be used on a
broader scale as well. The miracle of automation has ventured beyond testing to
class scheduling, attendance taking, grading, and survey/evaluation processing,
In fact, autornation is now often used for smaller-scale management of informa-
tion for such things as discipline tracking and vehicle registration. Data can be
entered automatically and processed into valuable information available in var-
ious formats within minutes. Following are several examples of the use of com-
puter technology that can help the school principal.

MASTER SCHEDULING TECHNOLOGY
FOR THE TWENTY.FIRST CENTURY

Technology has advanced to the point where automation can accommodate
a variety of scheduling formats, including: conventional, modular, mosaic,
block, and sclective exploration. Automatic schedule generation, online
drop/add features, and extensive reporting capabilities are also available, A
flexible, leading-edge system will allow mass changes to be made to the
schedule based on specific criteria such as grade level, gender, course, and
section, A good system will also enable variation of the full-time-equivalency
value for each course section.

AUTOMATED ATTENDANCE TAKING

Entry and management of individual student and staff attendance have come
a long way in the last decade. With an automated system, daily attendance in-
formation no longer takes hours to process. It can be processed accurately,
literally within minutes. State and federal ADA and ADM reporting infor-
mation can be generated at the touch of a key, rather than taking days to cal-
culate and verify. Most importantly, schools may be able to obtain more state
funding if they have software that can prove the validity of absences in spe-
cial circumstances.
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One of the biggest benefits of an automated attendance system is that it
enhances the communication link between educators and parents. Parents
can be notified instantly when a child 1s not in school on a given day. In ad-
dition to the public relations benefit, most states require that a parent or
guardian be notified if a child is absent without being excused. Automatic
phone dialing systems are now avatlable 1o call parents and to track and
print reports on whoever was contacted, the response, date, and time
called. These systems can even leave messages for parents on answering
machines. Finally, the autodialer can then report that it has left a message.
As one elementary principal in Arizona observed, “Not only do we have
machines talking to machines, but we have machines telling us they’ve
talked to machines.”

TEST AUTOMATION

Automatic testing has become a controversial topic over the past few years.
With the increasing emphasis on portfolio assessment, some educators avoid
multiple-choice tests at all costs. However, multiple-choice tests, when used
m conjunction with essay-style questions, can be a very effective way of mea-
suring students against predetermined standards.

Multiple-choice testing has become more sophisticated. For example, a
test question may ask students for an answer from A to F and then ask the
students how certain they are of that answer (1 being “Not Very Certain”
and 5 being “Extremely Certain”) Then, if 2 student selects A as correct and
that stadent 1s “Extremely Certain,” the student might receive ten points. If
the same student selects A and “Somewhat Certain,” the student only re-
ceives eight points. On the other hand, if the student selects the wrong an-
swer and realizes and admits that he or she was not sure of the answer, that
student will not have as many points deducted as the student that selects the
wrong answer and insists that it Is correct.

In order to meet the changing needs in the area of educational assess-
ment, some computer companies (including NCS) have developed innova-
tive ways to automate the evaluation of performance-based assessments. Im-
age scanming is a process that can do this. This process greatly assists
educators with the portfolio style of assessment.
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USING COMPUTERS FOR GRADING

Accurate and precise grading can be one of the best ways to spare a lot of
agony and suffering, Using an automated system for grading can be one of the
best ways to obtaln accurate grades.

Flexibility is probably the single most important factor to consider when se-
lecting an automated grade reporting system. A system that allows user-
defined alpha, mimeric, or short-word grades and that accepts data from both
keyboards and scanners is Bkely to offer the principal the most comprehensive
solution. Top-of-the-line systems even allow for weekly distributions ofreports
for students at risk of poor grades. Comprehensive systems allow for user def-
inition of iterns such as excessive absences influencing classfcourse credit.
Report-writing capabiliaes are also smportant to consider. While the initial in-
vestment may be higher for these systems, savings may result in the long run.

AUTOMATED SURVEYS AND EVALUATIONS

In an increasingly customer-service-oriented society, surveys, and evalua-
tons are critical to the survival of any organization. The education industry
is no exception. Schools can purchase generic scannable forms and actually
overprint survey questions onto those forms, then scan and tally them n-
house. This allows for localized control, which means ease of preparation
and fast tarnarcund of resudts, Thus, the process of improvement can occur
more rapidly. This is something that makes any school really shine.

AUTOMATED DISCIPLINE TRACKING

Discipline is one of the more comphcated arcas associated with the job of the
principal. To keep from complicating it further, it is a good idea to try to au-
tomate disciplinary information as much as possible. That way, when a stu-
dent’s parent calls up to question why that student was punished, the prin-
cipal will be able to look it up on the computer system instantly and check
on those details that might be needed to validate the administration’s posi-
tion on the matter,
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A CASE HISTORY

The following case history illustrates how one school district made decisions
to use technology to manage its information.

In the early 1990s, several employees of 2 Phoenix, Arizona, district
formed a committee to pool all the technology information they had as indi-
viduals and come up with information management solutions tailor-made for
their district. After the committee had begun the work, the school admmnis-
tration brought in technology experts to share their knowledge with the
committee and to work with them to form solutions. The district became a
pilot district for hardware (IBM) and software (NCS}. The CIMSILL, men-
tioned carlier, was imitially used to manage student demographics and regis-
tration. By 1992, it was also used to streamline attendance, grading, and
scheduling,

In order to determine how to make the best use of the new products, a
group of teachers, school and district office staff, state department education
staff, and vendors began meeting every two weeks, The meeting became a fo-
rum to share problems, develop solutions, and assign responsibilities. The
administration stated that this committee “was what got the pilot up and
functioning, which ultimately led to our success with data and information
management.”

Their creativity paid off. Knowing, of course, that no software program
had been created especially for their district, they worked with the various
programs they had in order to develop solutions for their district. At one
point, they started to look for a way to develop reports that would cross-
reference data, showing how different elements, such as attendance, affect
other elements, such as achievement scores. New state requirements were
asking for this type of information. In most districts, educators do not have
the ability to cross-reference these databases to see how students are do-
ing. This district hoped to see whether there were relationships between
the different variables in the databases.

The more the district looked into the capabilities of their software sys-
tem, the more they realized what could be done. For example, while the
state might have ten criteria for measuring a student’s success, the district
may have twelve, and the teacher could have as many as fourteen. There
was encugh flexibility with the software to track all the criteria, and the
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committee was able to learn how it could be done, enhancing their knowl-
edge for future applications.

The software is used to create a varicty of reports showing the progress of
specific groups of studemts, as well as recording alternative types of assess-
ment, These reports could include portfolio assessment, which looks at ob-
servable behavior that canmot be tested in a traditional manmner.

The district has found that adding technolegy improves the learning process
by freeing up students and teachers from tasks, giving them more ime to work
on thinking skills, Teachers are able 1o access specific student or classroom m-
formation easily, without sorting through a maze of unrelated mformation.

Attendance is taken online using the CIMSIH software. The data are
processed as it enters the system, and attendance information can be processed
immediately. An automatic dialing system contacts the parents of the absent
children.

The reaction from parents has been very positive. One parent enrolled
her child in the school after seeing what was happening, while another par-
ent loaned thirty-two PCs to the district for two years, until the district could
fund an additional computer lab itself. This latter parent did this after her
child developed & greater interest in learning after being introduced to com-
puters. This district had a mission to provide the very best educational op-
portunities to its students in the twenty-first century, and it felt that the use
of technology was crucial in order to make that happen.

OTHER SUGGESTIONS

Other districts which may wish to use technology in a similar way should
heed these suggestions:

* Look at different technological options,

* When examining a vendor, be sure it can offer a comprehensive solu-
tion to the district’s information management needs.

e Establish a business partnership with a technology company large
enough to respond to the district’s needs.

o Each district has specialized needs. Be sure the company can respond
to those needs, not just offer a generic program.
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* Look for a company that has experience in technology and one which
has shown that it can change as technology changes and as the district
information management needs change.
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