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THE ADMINISTRATIVE PRAMEWORK 

Experience indicates that when the boundaries of a newly 

reorganized school district coincide closely to the boundaries 
of the natural or sociological community—a village, town, or 

city together with the tributary trade and service area of 

smaller population centers and open-country—the district is 

almost always successful. Because patterns for association 

and lines of communication are already established, the school 

district established on the natural community basis has the 

advantage of benetits from all of the existing factors contribut- 

ing to social cohesion. 

The relationship of the natural community to school admin 

istration was emphasized by the National Commission on 

School District Reorganization as tollows: 

5 ; } | j by] j The administrative structure tor the support and control of public schools 

‘ j ' 
should be ldjusted to the natural processes Cf community living in order 

; ; ; ; 
to have the spirit ind vigor essential to providing 4 good educational pro 

‘ | 

gram Basic administrative units should not be smaller than the area 
: ; , 

included within the boundar of the natural sociological community.'* 

When the boundaries of school districts or school attendance 

centers are limited to straight lines or contained within county 

boundaries, the organization of natural community schools 

does not necessarily result. It is significant that many of the 

recently reorganized community districts have almost com- 

pletely disregarded political boundary lines, taking advantage 
, ‘ : 1s 

of the existing boundaries ot social interaction, 

The impact of school district reorganization upon commu- 

nity life and community solidarity has not yet been determined. 

There are many who believe that nearly all reorganization 

proposals are likely to “destroy” the community. Others 
believe that the reorganization of school districts is more likely 

to contribute to a stronger community. There is little doubt 

that school district reorganization has some effect upon com- 

reg t ssfu even 

he natural community However, 

have failed to gain approval tf reorganization 

Flovd W.; and others, op. cil., p. 72 

ri fed Characteristi f Reorganized School Districts 

Department of Health lucation, and Welfare, Bulletin 1953, 

Superintendent of Documents, Government Printing Ofhce, 1983 
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THE COMMUNITY SCHOO! 

community school has been detined as “a school that is 

connected with the life of the community, serving 

as a center for many community activities, and utilizing com 

munity ; ys in improving the education program.” 

Among the many other definitions is one which defines the 

community school as “a school that has two distinctive em 

phases (a) service to the entire community, not merely to the 

children oft school Age, and (b discov ery, development, and 

use of the resources of the community as part of the educa 

tional facilities of the school.” '* A full chapter in the recent 

yearbook of the National Society for the Study of Education 

bas been devoted to definition.'” Our purpose here is not to 

elaborate upon or review these and other definitions but to call 

ittention to three distinctly separate but closely related aspects 
of the community school concept. 

ttee of the Department of Rural Edu- 

Good edit Dictiona f ducatio New York: McGraw-Hill Book 
1945 

Seay, Maurice School Emphasis in Postwar Education.” Ameri- 
Fducation i f tod culum Recontiruction Forty-Fourth Yearbook, 

Natronal ‘ c the Stud Educ at 1 hreago: | tv of ¢ cago Press 

Chancer 

* Hanna, Paul d Naslund, Robert A ‘The Community School Defined.” 
{ mmunify Nol tt s econd Yearbook, Part UH, National Society for the Struc 

Fducation Chie oe niversuty of Chicago Press, 19535 ( hapter 4, p. 49-63 
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mrmrunity 

receding discussion concerning the relation- 
1 ] ’ 

sociological community to the development 
j | 

mn, the tirst spect of the commu 
; | j y 

nity school pt tated brietlv. Prima 

| } } } : 
Chat there Oe a scnool in the community 

munities Ca identified, it is often dithcult to detine com- 

munity Pie hr clearly. The high des of mobility of 

people and the ever broadening of interests, particularly in 

the fringe areas of a community, makes identification increas 

ingly complex. A number of the tactors which are frequently 

used tor determining the natural or sociological community 

have already been indicated. It is recognized that the specific 

services made available through the community will vary from 

place to place and from time to time. But regardless of the 

particular services provided, the community is a basic unit 

for democratic processes and the achievement of social action. 

The school is an important ageney for developing a more effec 

tive community life, and every identifiable community should 

have a school. This does not mean that there should be 

separate school district for every community. 

It is important that school organization be close enough to 

the people SO that thes can develop a strong personal interest 

in its Welfare and actively participate in its program. Pro- 

viding a school in every identifiable community means that 

there will be many small schools. These schools will often be 

too small to provide the variety of educational services and 

experiences necessary in a comprehensive program of education 

Some suggestions as to how community programs can be sup 

plemented and enriched are discussed in other sections of this 

vearbook. 

The Community School Program 

The second aspect of the community school concept has to 

do with the nature of the educational program. This concern 

demands that the school be an integral part of the community. 

Its program is built upon educational needs and it serves adults 
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as well as children and its buildings, facilities, and equipment 

are used by the entire community. Community problems be 
come “classroom problems.” All resources are made available 

and used when they have pertinence to learning. Efforts are 

made to bring the reciprocal influences of the school and the 

community into desirable balance 
Much has been written about this aspect of the community 

school concept. Descriptions, case studies, and lists of objec 
tives, basic and guiding principles, characteristics, and criteria 

have been developed by educators and educational groups 

Each has been an attempt to convey the character and potenti 

ality of an educative process which relates the school to the 

community. The purpose and limitations of this discussion 

exclude even a brief summary of the available literature, assum 

ing such a summary were possible. Because of its straight 

forv ard simplicity, the following statement will illustrate what 

is here referred to tentatively as the “program aspect” of the 
community school: 

Any school is a community school ¢t exten rh it seeks to realize 

such objectives as the following: 

lucates vouth by and for participation mn the full range of basic lite 

uMmAN needs, areas of living persistent problems ete 

». Seeks increasingly to democratize life in school and outside 

4. Uses community resources in all aspects of its program. 

+ Actively cooperates with other social igenecies ind KrOUpS IN Improving 

community life 

) Functions as a service center tor vouth and adult Kroups 

The School and Community Life 

The third aspect of the community school is its concern 

with leadership toward a more desirable community life. Com 

munity development 1s impossible W ithout coordination of the 

man social, educational, and economic organizations which 

specially 

New York; Appleton 

yclopedia of Educational Research 

1941 p 
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responsible Aichough sever ot the 
hus . | , 4 | j ; ; 

of the community school rh f Ace he scnool in the 
, 

COMMUNITY Uevelopime ‘ ry itl » «A More real 

concerned Nn this appre 1th hool is associated with c 

munity change through a core of community leaders of which 

school people are but a part. Thus, the leadership the school 

exerts is not that of a public institution setting its own inde 
pendent goals for community change Rather it is that of an 

institution arriving at its community development goals with 

the understanding and support of other agencies. It also places 

the SK hool in a much better position to cooperate for certain 

community Jevelonment activities. It is only through this 

nterrelationship among organizations and agencies that the 

community school can become an integral part of the com 

munity in both planning and process.” 

Interrelationships—The School and the Community 

These three distinct aspects of the community school con 

cept have some important relationships which should be indi 

cated. Lhe first or “organizational aspect” calls for a school 

in what has been termed the natural sociological community. 

It does not necessarily follow that the fulfillment of reorgani 

zation on this basis assures the development of the “program 

aspect” of a community school 

The communi 

human persona 

hig he st wait 

there b 

' nehir it 

, ‘ 
In contrast, 1 18 pointed Out that 1 community school may 

exist in any kind of social, economic, or political setting.” 

Ww Rweral Education 

Publheation anticipated 
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It is very possible that a school district could be organized so 

that its boundaries are coterminous with those of the natural 

sociological community and still remain somewhat isolated 

from and have a program unrelated to this stream of interac- 

tion. Likewise a school could be organized without relationship 

to other patterns of community association but through its 

program so relate problems and resources that in certain re 

spects it becomes a community school. Under most circum- 
stances the school itself can contribute greatly in the develop- 

ment of the requisite social and economic conditions. This 

is most likely to result when the school is an integral part of 

the community's leadership core. 

It is possible for any of the three aspects of the community 

school described above to be present in part without the others. 
However, the total development of the program can be realized 
to the extent that the first aspect of this concept is achieved 
and the third aspect accepted. 

THE INTERMEDIATE UNIT OF CRGANIZATION 

An intermediate unit of educational organization is “inter- 

mediate” in the sense that in the organizational framework it 

is between the local administrative unit and the state education 
department. An intermediate unit has been defined as: 

an organization within the legally established structure of school administra 

tion which includes the territory of two or more basic administrative units 

It serves as the intermediary between the state department of education 

and the quasi corporate units having immediate responsibility for maintaining 

schools. It may have a board or officer, or both, responsible for performing 

stipulated services for the basic administrative units and for exerting 

leadership in their fiscal, adminiv.rative, and educational functions. Through 
a ; 

leadership and services the intermediate unit promotes and strengthens local 

control and responsibility l ASSISTS lox 1} districts and the state education 

department ir finding and meting more effectively the educational needs of 

children and communities by performing functions which can best be 
, . . : : 25 

administered by an intermediate type of organization 

Because of its posit'on in the structure for administering the 

*® National Commission on the Intermediate Administrative Unit “Tentative Statement 

of Purpose of the National Commission on the Intermediate Unit.” Developed at the first 

meeting of the Commission, Washington, oa €. September 198% (Mimeo. ) 
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educational program, the intermediate unit has responsibility 
1 to both the tocal community and the state. 

The concept of an intermediate unit of organization is not 

new in American education. As indicated in the first section 

of this chapter, most state legislatures became aware ot the 

necessity for a representative of the state close enough to the 

many schools which had been established to supervise and give 

guidance to local officials. The experience of these states was 
carried into the extension of the frontier, and, as the new states 

were created, provision was made for an intermediate school 

officer. Some form of intermediate unit now exists in 34 states. 

The county has been the area for which this intermediate 

officer has had responsibility in most states. In New York the 

intermediate area is called a supervisory district, each county 

having from one to several such districts. In the New England 

states these areas are usually designated as supervisory unions 

or supervisory districts. In New York and the New England 

states, however, where the intermediate area is not the county, 

the supervisory districts or supervisory unions do include the 

territory of two or more basic administrative units in the same 

wavy as in those states where the county is the intermediate area 

Beyond the fact that an intermediate type of organization 
exists in most states there are many differences among them. 
In some instances where the county is the intermediate unit, it 

is required or empowered to levy taxes. Some others have no 
such authority. In some states the intermediate officer is a 

field member of the staff of the state education department 
while in others he is a county official. In some states there is 
provision for a county board of education while others have 

no such provision. Some states require the highest type of ad- 

ministrative credentials for their intermediate officers while in 

other states not even a teaching certificate is required. In some 

states the intermediate officer is elected by popular vote in the 
: 

regular politica! election, sometimes in a special nonpolitical 
election, while in other states he may be appointed by a county 

board, by the chief state school officer, or by a state board of 

education. In some instances his term is two years while in 
others it is continuous unless removed. In some states the 
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salaries paid the intermediate ofhcer are comparable to the 

paid the superintendents of large urban school systems while 

in others they are less than that of a beginning teacher. In 

some states the intermediate officer works out of his home, hav 
ine no ofh RY eric wsistance of anv kind. while in others 

he has a large staff of professional workers. Many of these 
| 

differences CNISt within states as well as 42MmMong them 

\ithough most intermediate ut ntermediate superin 
veo seinen’ tae 5 omeeeien the differenc 

tendents are somewnere between ti extremes of the differences 

' x ; , 
indicated, tne Wierenees make eeneranZations Concerning 

| 
j intermediate units soinewhat difficult. In spite of this difhculty 

, 

ind with recognition of their limitations, a few generalizations 

can be indicated. 

Original Purpose of the Intermediate Unit 

[he mayor surpose of the intermediate unit at the time it 

was first established was to assist the state education department 

by visiting the schools in the intermediate area and supervising 

toth the educational program and local school authorities. 

The duties of the intermediate superintendent included record 

ng changes in district boundary lines, apportioning state funds 

to the districts, ascertaining that teachers employed possessed 

iticates, collecting data on « xpenditures ind attendance for 

each of the districts, and reporting this information to state 

ofthc ials, To 1 lat gC de eree the earlic St intermediate school ofhicer 

in most states was a clerk and statistical recorder, serving as 

a means of Communication betw een the State ind local distric Se 

( hall Nee j Pur pos of thy litt ron diate Level 

The purpose and functions of the intermediate level of or 

ganization have been continually challenged | irly Opposition 

came trom lo« i school iuthorities who had previously had 

little or no state supervision. “Local trustees and town com 

missioners were not pleased to find their former independence 

interfered with oe 

In a survey of the legal status of intermediate school officers, 
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Newsom indicated that the “educational literature dealing with 
, , 

school idministration reveals much criticism of the county 

superintendency and its personnel in many states.” ° 

Some attempts to abolish the intermedi ite of nization have 

trom time to time developed in several of the states. Most 

recently these ettorts have been i partial outgrowtl ot the 

program for the reorganization of school districts Although 

the intermediate unit has 1 continuing relationship to reor 

ganized districts Most tes, In some the reorganization 

procedure severs i relationships when the new district 1s 

formed. Under such circumstances the leg: sponsibility of 

the intermediate superintendent is largely removed as soon as 

the reorganization of all or a large portion of the intermediate 

area has been accomplished. It is somewhat ironical that in 

many of these particular instances the leadership stimulating 

reorganization has been provided by the intermediate officer 

On the grounds that the functions of the intermediate unit 

should be limited to the routine and clerical duties tradition lly 

required, it has sometimes been argued that the intermediate 

organization should be abolished. This is not to say that, even 

in these instances, the intermediate unit has divested itself of 

educational usefulness. The answer as to whether an inter 

medi ite unit i needed is NOt sO simply determined. The answer 

is to be found from the question as to what essential functions 

ind services needed by reorganized administrative units can 

better be performed by the intermediate unit. That question 
7 ! | 4 

“ il] be dealt with in later sections of this vearbook 

ittle Adaptation to Changing Conditions 

Conditions in the rut 1 areas of the country for which the 

| 
intermediate units Of Organization have responsibility have 

; j i , . 
changed greatly in a relatively short period of years. Electricity, S 

farm machinery, scientific planting and breeding, and the 

miny othe r technological advance s have become an evervday 

part of rural living ‘ulcural production and the size of 

a? hs oes ’ i] we of th unty Superintendent. US. Depart 
‘ No. 7 Washington, D. C 

1932. p. 
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ve 
rations have increased. A smaller number 

number of rural 

nontarm people has increa al level of living has 

been raised greatly and ditterences between rural and urban 
7 } ] . 1 
wvVe Decome tess Mit 

With improved transportation and communication, the 

broadening of interests of rural people, and the increasing desire 

for better educational opportunities for rural children, schools 

have been reorganized and curricular offerings expanded. Many 

states have accepted greater responsibility for the support ot 

schools, and great strides have been made toward the apportion 

ment of funds on an equalization basis. 

The changes in the interests and needs of people and the 

consequent adaptations in educational organization and en 

phasis have not generally resulted in any change in the struc 

tural design of the intermediate unit. In many instances it 

continues to be geared to a system of schools which, except for 

a few sparsely populated areas, is largely obsolete or which 
already may have disappeared. Despite the many social and 

economic changes indicated, the structure of the intermediate 

unit of organization, its functions, and its personnel, have a 

striking similarity in a number of states to that first established 

more than 100 years ago. 

In some states much progress in adaptation has been made. 
In almost every state there are instances where strong inter- 

mediate leadership has developed a means for making important 

contributions to the scnools in the intermediate area. This was 

pointed out in a previous yearbook of the Department of Rural 

Fducation: 

In states where conditions are favorable for strong dynamic county edu 

cational leadership, superintendents have been able to achieve a status fully 

comparable in every respect to that found in the most progressive and 
on 

forward-looking urban systems." 

Intermediate units as presently organized in a number of 

states have many limitations for meeting the demands for edu- 

ooper, Shirley, editor The County Suberintendent t Schools in the United State 

Yearbook 1950. Washington, D. C.: Department of Rural Education, National Education 
Aswciation, 1950 p. 29 
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’ ' | 

cational services. In a few states, legislation has provided a 

means tO overcome some 

instances they have been partial 

of the intermediate superintendent 

& PT PINUTINL N eet ror Strenethenin ’ the Iuferm diat 

gy " ter ” rey t ‘ rar yor TY ly eld Ty } ! he intermediate unit of organization Has selaom approaches 

its potential in serving educational needs Limitations in the } en) 

: } organizational structure, inadequate definition of duties and 
" | | 

functions, or an absence ot professional leadership with suf 
| ] j 

heient Vigor and imsiaht »develop new uNnctions and pri vice 

new services have often impeded development 

Because ot these tre quent inade quacies disc ussions of educa 

tional administration and studies of educational structure have 

repeatedly called attention to the need tor strengthening the 

intermediate unit. Reports have emphasized the importance of 

some form of intermediate organization and have given sugges 

tions for Improving the quality ot educ itional services offered 

The following examples will illustrate 

In discussing the need for an intermediate unit better 

equipped tO serve its constituent %&¢ hool districts, Lf ubberley 

wrote: 

Evervwhere our rural and small-town schools 

leadership and for professional leadersh ) ot 

come, in most Cases, until there : 

county educational ofhce 

At about the same time a review of the status of rural educa 

tion reported the following conclusion: 

Except where the county or other area comparable to it in size and 

influence is the loc al district, an intermediate unit Appears to be desirable 

Such a unit may: (a) provide a better type of leadership than can ordinarily 

be secured in the constituent districts, (b) perform certain functions of 

control not practicable in the local unit that yet need not be referred to 

the state, (c) assist in equalizing the burdens and opportunities of educa 

tion when adequate state financing is not in effect, (d) perform certain 
special forms of service not possible in the conscituent districts In very 

Cubberley, Ellwood P 
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, 
few statrs is any one of these 

Na in the manner to be desires 

e » | 

The need for some type of intermediate level of organization 

Was indicated in am ‘recent discussion of the status of rural 

educ wion: 

community 

supe rii™ 

However inadequate many of the n:ter mediate organizations 

have bec min assisting lox 1 communities to identity and mect 

their educational needs, there has been a continuing recognition 

of the need to strengthen the intermediate organization—its 

structure, its Tunctions, and its leadership 

Within the past several years, efforts to Improve the quality 

of leadership of intermediate units have yielded a number of 

significant results. Most of these efforts have been initiated by 

groups ot intermediate superintendents In some mstances 

thes rdministr 1wo;rs have sought the wsistance of other groups 

ind organizations while in others they have carried on projects 

for improvement completely by themselves The results of 

these ettorts wd the professional enthusiasm which has devel 

eed are an encouraging challenge to existing inadequacies 

\ brief review of a few recent developments indicates to some 

extent the current efforts of intermediate superintendents ) 

improve the quality of their educational! service 

. 
( ' ' One of the developments which refiects the growing aware 

' 

ness by intermediate superintendents for the Cc to work 

} | 
together more closely nas been the renewed interest in the 

The Status of Rural Ode 

Iy f Fducation Blom 
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° ? 

Division of County and Rural 

though this group had been organized since 

until 1946 that it organized at | conterence. Since 

1 national conference has dd annually with tnereasing 

participation, and quality of prograt L his 

series of conferences has conterence 

type with much attention being given to a sharing of experi 

ences and the seeking of solutions to common proble ns 

With the appropriation of funds by the W. K. Kellogg 

Foundation for the Cooperative Program in Educational Ad 
' 

ministration, the Division of County and Rural Area Superin 
| | ; 

1 

tendents established a Liaison Committee to work with each of ‘ ft : 

the regional centers of that program Motivated by the knowl 

edge that nearly h ilf the children of the country are under 

4 | 

administration of rut i county of village superintendents 

schools, this committee has attempted to be certain that each 

of the CPEA centers has been kept aware of » prep 
j 

! 

needs ot administrators for the county, intermed ite, village 

1 

arational 

‘ | 

and small city superintendencs The work of this commiuiltes 

oft superintendents has been resp mnsible in part for the mount 
t 

of attention given by these centers to the problems ind con 

' } 
| 

cerns of intermediate superintendents ind community sch ve) 

a 

idministrators 

Another development of the Division of County and Rural 

Area Superintendents WAS the establishment in 1953 of a Na 

tional Commission on the Intermediate Administrative Un.t 

This Commission, made up largely of county and intermediat 

superintendents, has at this writing just begun to function 

; 
‘ . 1 i 

The purposes of the Commission as outlined at its first meeting 

are 

} ‘ 

d at Omaha, Nebe in Oh 

in October 1952 



COMMUNITY SCHOOL AND INTERMEDIATE UNTI 

strun 

yroMmM u promoting 

nmendations 

The work ot this Commission and its reports, recommendations, 

and proposals will undoubtedly be of special sigaiacance to 

rural educators as they ire developed. 

Many ot the county and intermediate superintendents’ 

ettorts to IMpProve their status and adjust their functions to 

more adequately meet the changing concept of the educational 

needs of rural areas have been carried on through their state 

associations. One of the more significant developments has 

been a study of their jobs in an effort to determine adaptations 

and adjustments necessary to meet the conditions in thei 

stores, Several of these state studies have been a part of the 

Crt A projects indicated above In a number of states, often 

with the assistance of the state education department and 

colleges or universities, superintendents have attempted to 

improve their own abilities and understanding of their job 

through workshops and study groups. Recognition of the need 

to rase their own professional standards has resulted in pro 
posals for higher certincation requirements in a few states. 

In some instances county superintendents groups have been 

working cooperatively with other administrative groups to 

clarify and define their functions, improve their working rela 

tionships, and increase their opportunities for services to pupils, 

schools, and communities. 

Aside from these efforts of superintendents, and to some 

extent both cause and effect of their renewed f- ofessional 

concerns and enthusiasm, certain othe actions and achieve 

ments have resulted in stronger intermediate leadership. The 

establishment of the County School Service Fund in 1947 has 

” 
National Commission on the termediate Administrative Unit, op cit 
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made possible the provision of many new services to the?schools 
in each of the California counties. Since 1948 the Boards of 

Cooperative Educational Services developed in New York have 

peen extending many services to schools w hich otherwise would 

not be possible, 

Even without special financial assistance, however, inter 

mediate superintendents have in mny instances developed 

insight into their possibilities for Servings the schools in. their 

area. A number of examples of the service programs which 

have been developed ire included in ¢ hapters , 4, and : The 

variety of services provided gives some indication of the possible 

range of services which might be developed by many inter 

mediate units. In each of the intermediate areas where pro 

grams of service have been developed, the community schools 

are participating in their management and sharing in their 

benefits. 

THE COUNTY-UNIT TYPE OF ORGANIZATION 

[n a number of states the county has always been the basic 
unit for local rural governmeut. Although the early public 

schools in these states began as local neighborhood affairs just 

as in most other states, a more highly consolidated control on 

a county basis was developed. There are at present 12 states 
in which the county is the basic unit for school administration 

~Alabama, Florida, Georgia, Kentucky, Louisiana, Maryland, 

New Mexico, North Carolina, Tennessee, Utah, Virginia, and 

West Virginia. 

In addition to these 12 states there are a few instances where 

the county-unit district exists in other states. Most of these 

county districts have resulted from recent programs of district 

reorganization. In Idaho, for example, there are 14 newly 

reorganized districts which include all the territory of an entire 

county. Thus 14 of the 44 counties in Idaho have become 
county districts. In Minnesota there are two reorganized dis- 
tricts which are county districts and, at this writing, a third 

is under considerations A few others are found in Colorado, 

Illinois, Indiana, and Oregon. 

The county-wide type of organization is an important aspect 
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of the general theme of this yearbook—the interrelationships 

of intermediate units and community schools. The primary 

basis for special consideration of this type of organization is 

the fact that it 1s an exception to a general discussion. In 

those states where the county is the basic unit for the adminis 

tration of schools, there are no intermediate units.’ But this 

fact does not necessarily preclude relationships to community 
schools and the provision of educational services similar in 

many respects to those of intermediate units. These relation 

ships will be indicated. 

Nature of County-Unit Organization 

Just as for those states in which some type of intermediate 

unit exists, there are many variations among the county-unit 

organizations. An identification of these differences does not 

have particular significance to this discussion.”” Ir may be 

sufhcient to point out that, in general, there are two types of 

county-unit districts: (a) the entire county is a school district; 
or (b) the territory of the county outside independent districts, 

usually cities or other incorporated places of a specified size, 

constitutes a s¢hool district. 

The general nature of the county-unit type of organization 

can best be seen\ in terms of those aspects which distinguish 

them from other types of districts.” Cooper and Fitz water 

have recently ‘outlined certain characteristics common to all 

county-unit districts: 

1. The county-unit is centrally controlled by a single representative lay 

hoard There are no subordinate boards within its limits that have general 

administr itive power. 

have n iter diate type of organization In these states, Delaware and 

sdimiuinistrative and supervisory functions whic h are not provided by local 

units are furnished directly by the state education departments. 

a CONctise and compl t¢ general desc nption of the county-untt organization in each 

as well | discussion of the problems and advantages ot this type of organization, 

ooper, Shirley, and Pitzwater, ¢ harles O. County School Administration New York: 

ind Brothers, 1954 p. 173-208 

major differences between county-unit and intermediate unit organization are com 

Butterworth Julian F.. and Dawson, Howard A The Modern Rural School 

ork: MeGraw-Fill Book Co 19§2 p. 380-52 
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ye The board operates through A] superintendent who is the chiet educa 

tional ofhcer in the county-unit district. 

ai There is but one general school budget in the county unit 

4. Educational programs are maintained that extend through both clemen 

tary and secondary grades 

§. Administrative authorities of the county unit are directly responsible 

to the people in the local communities for the operation of the schools 

6. Lines of communication between the county-unit district and the state 

department of education are direct There is no intermediats idmunistea 

tive Organization. 

~ nye ' ' ‘ 
There are a number of local attendance areas within each county-unit 

district. 

8. The boundaries of the county-unit district coincide with or are ApPpronri 

mately the same as the boundaries of the civil county.” 

As indicated in the characteristics above, under the county- 

unit system each county has a board of education and a super- 

intendent of schools. It should be pointed out, however, that 

the administration of schools is not a function of the general 

county government. In most instances the county sc..ool 

systems are fiscally independent, i.e., not dependent on the 
county government for setting school tax rates or for the 

appropriation of funds. Usually, however, certain county ofh- 

cials are assigned duties in connection with the administration 

of the county schools. The county treasurer, for example, may 

be made the custodian of school funds and the county collector 

may be assigned the duty of collecting school taxes. 

The county-unit district is most like the local school district 

of other states in the sense that it is the unit for operating 

schools. Because these county districts usually operate a num- 

ber of both elementary schools and secondary schools, they are 

perhaps most comparable to an urban school system. In states 

where this type of organization has been established it has been 

quite successful, Since it 1s a relatively large unit for school 

administration, having a wide tax base and a relatively large 

number of pupils, the county-unit establishes conditions more 

favorable for equalizing educational opportunity in the area 

and for making effective use of educational resources. The 

experience of country units can generally be characterized in 

Cooper Shirley and Ficvwater, Charles O., op 
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terms of efhcient administration and better schools than might 

otherwise have been provided. 

But the county-unit type of organization cannot be regarded 

as a panacea for all educational problems. A few of the disad 

vantages should be recognized. Although certain of the dis- 
advantages indicated are not entirely unique to county-unit 

districts, they are often likely to be greater in degree. County 

districts are large and are usually made up of a number of 
separate and identifiable communities. When administration 

and control is removed to the larger unit, certain real problems 
must be considered. The “distance” between the people and 

the administration of school is increased and their relations 

to administration less personal. Means must be found for 
providing the citizens in local communities opportunities for 
accepting responsibility and for participating in the develop- 
ment of school policies. Without such opportunities, the asso- 

ciations of people to their schools are apt to be lessened. Safe- 

guards must be established against standardization and the 

inhibition of local creativity. Since the county is not a 
natural sociological unit, there are many instances under the 
county-unit system where the interests of a community area 
surrounding a village located near the county boundary are 

divided as regards schools. The selection of superintendents 

through political election, low salaries, low qualification require- 
ments, and other problems characteristic of many intermediate 

superintendents also exist in a few county-unit states. 

The few difficulties indicated and others which often develop 

can be overcome. Effective educational leadership has done 
sO in many instances. But some county-units experience a 

difficulty of a different nature. The general philosophy which 
undergirds the county-unit district is that the basic unit of 

school administration should be sufficiently large to provide all 
the administrative and instructional services needed for a com- 

prehensive program of education. In a number of instances 
the county is not large enough in terms of either population or 

resources to make this possible. Under such circumstances 
the need for combining two or more smaller counties into a 

single administrative unit for school purposes is indicated 
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County-Unit Relationship to Community Schools 

The very nature of the county-unit type district, by remov 

ing the control of schools outside of local communities to a 

larger admunistratrs e unit, lessens tO some ertent the mdi idual 

community's relationship to the educational organization. 
But this does not prevent the development of community 

schools as they have been described in an earlier section of 

this chapter. 

The purpose of every unit of educational organization is to 

make available, to the extent of its ability, a comprehensive 

program of educational opportunities. When the ability of any 
given unit is short of achieving this purpose, there is need for 

supplementing the program from some other source. The 
larger county district is often better able to provide the oppor- 

tunities specified in the preceding chapter than many other 
types of districts. 

‘Lhe individuality of local communities should be protected, 

however. Individual differences often tend to receive less 
attention in a large scale operation. But this result can be 
avoided; it is not inevitable. Community individuality can be 
preserved and strengthened if the educational program devel- 

oped relates the people in each of the communities to their 

own problems and concerns, if it contributes to community 

cohesion, and if through education it accomplishes a more satis- 

factory quality of community living. 

Establishing a general blueprint for developing community 

schools within county-unit districts is not possible. The nature 

of communities with their cross-currents of interests and activ- 
ities and their traditions and methods of working makes any 
such proposal inappropriate. Our plea is rather thar this type 
of organization be sensitive to the importance of community 

individuality. 

Certain procedures for carrying out this responsibility are 
obvious. For example, the elementary-school attendance units 

and the secondary-school attendance units should be organized 

around the natural sociological neighborhood and community 

areas. It may occasionally be both desirable and possible to 
include in such attendance units parts of adjacent districts 
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so that the natural community area is not artificially divided 

for school purposes. 

The educational program itself should be sufficiently flexible 
to take advantage of specific community resources and con 

cerns. Equalization should not result in standardization, With 

in the limits of the administrative organization, eaca commu- 

nity should be given a maximum of responsibility for the 

policies which determine the program of its own school. Indi- 

vidual community efforts above the level of the basic county 
program should be stimulated and encouraged. 

The characteristics of local communities within a county- 

unit type of organizacon are no different from those of local 

communities where schools are organized on a community dis- 

trict basis. They have the same kinds of resources, the same 

kinds of problems, and the same kinds of educational needs. 
If the community is an important unit of social organization 

in a state organized on 4 community unit basis, it is important 

in a county-unit state. The school in the community should 
exercise a similar influence upon community life. The differ- 

ences of the county-unit type of educational organization are 
real, however. The history of successful operation on the part 

of county-units is evidence that there is little probability that 

they either will or should be materially altered. Their responsi- 

bility to individual communities is the same as that of any type 

of school district; their difficulties are somewhat magnified. 

Among the presently operating county-unit districts are 

some which have made genuine attempts to develop “commu- 
nity schools” with a great deal of success. The extent to which 

these efforts have been successful appears to depend upon (a) 
leadership which understands the importance of community, 
and (b) the method of operation, i.c., whether educational 

services are provided for communities or whether a program 

of educational services is developed by the community with 

the assistance of the county organization. 

EMERGING PATTERNS AND RELATIONS 

The preceding sections of this chapter have described the 
development of administrative organization for education. 
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A system of schools, as a type of social organization, is dynamic, 

eve) changing In response CO the desires and needs of people and 

communities and of the administrative organization itself. 

Even now, these changes continue. 

It is somewhat dithcult for educators to stand outside their 

situation in hope that they might get a fuller perspective of 

education on the national scene, identify the changes, observe 

the trends, and come away with a better understanding of 

the problems which confront them. To add confusion to such 

an attempt are the many differences among schools and among 
states—in their patterns of organization, in their directions and 

rates of change, in their stazes of development, in their abili- 

ties to support education, and in their expectations from and 

understanding of the educational process. 

From such a position apart from the immediate problems 
and pressures which are demanding attention, a number of 

emerging patterns and relations might be observed. Some are 

much more clearly identifiable than others. Some are just in 

the beginning stages. 

A first observation is that the general quality of education 

is better than it has ever been. Teachers are better prepared. 

They know more about children and how children learn. They 

know more about teaching. How this quality will be further 
improved or even maintained in the face of increasing enroll- 

ments and a decreasing supply of teachers cannot yet be deter- 

mined. Inservice improvement programs for all types of school 

personnel are increasing and may hold considerable promise. 

The various groups of people who are actively involved in 

the educational program are working more closely together 

than ever before. The distance between “teachers” and “‘ad- 

ministrators” has been reduced; teachers participate more in 

the administrative process. Boards of education are becoming 

more concerned about good education and are looking farther 

beyond the “how” of administration to some of the “why.” 

More use is being made of advisory groups and study commit- 

tees. The role of such groups is becoming better defined and 

understood. 

There is a continuous program of school district reorganiza 
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tion which is changing the many small school districts existing 

in many states into community units able to provide a broader 

range of opportunities. They can be expected to continue for 

several years; programs are just beginning in some states, There 

is a growing recognition that most reorganized districts cannot 

become large enough to alone provide a comprehensive pro 

gram of educational opportunity. The trend toward larger 

and larger reorganizations may soon be checked in part. More 

attention may be given to the relation of the reorganized dis- 

trict to the natural sociological community and less to the 

number of pupils which can be included. Community dis- 
tricts are likely to depend more upon the intermediate unit 
to assist them in providing on a cooperative basis special per- 
sonnel and special progra ns which they can share. 

County-unit districts ire tending to provide greater oppor- 

tunities for individual community variation. County adminis- 

trators and boards are increasingly recognizing the need for 

conimunity committees and citizen identification to the com- 

munity schools. Educational programs are becoming more 

varied with the development of additional opportunities. The 
number of specialized services are increasing. Some of the 

smaller counties are beginning to have difficulty in providing 

the educational program demanded. 

Intermediate units are beginning to experience their greatest 

change in the more than 100 years of their existence. The 

changes developing can be expected to make at least as great 

a contribution to the educational program of small commu 

ities and rural areas as the development of school district re 

organization. Some aspects of this change are already evident. 
The professional level of intermediate administrators is being 

raised very rapidly. An enthusiasm for the potentialities of 
the intermediate unit has developed and is increasing its 

momentum. The emphasis upon clerical and inspecting duties 

is being replaced by a variety of efforts to provide a program 
of educational services. The intermediate unit is rapidly coming 
to be regarded as a “service center” for schools, a center which 

can coordinate specialized services which two or more schools 
can share, a center which can supplement the educational pro- 
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gram of community schools without encroaching upon their 

local autonomy. Although an understanding of this kind of 

relationship is not yet widespread, it is increasing rapidly. 

Many details are yet to be detined, but the possibilities are 

great. 

The relationships of community schools and intermediate 

units are changing as a result of the development of more ade 

quate community-unit districts and the changing concept of 

intermediate functions. Administrators of both types of units 

are working together more closely. Mutual understanding and 

confidence are on the increase. Also increasing are the evidence 

Of cooperation programs of educational services, adminis- 

tered by the intermediate unit to supplement the educational 

programs of community schools. Many examples of currently 

operating programs of this kind are included in Chapters 3, 4, 

and §. Some are well established, some just beginning to de- 
velop, and others as yet largely experimental. 



CHAPTER 3 

Services Focused on the 

Needs of Pupils 

HEN the Spartans were ordered to give up 5() children 

W.. hostages, they replied that they would rather relinquish 

twice as many grown men—so much faith did they place in 

their children. Over the years a “conscience toward children” 

and faith in the future have been the high marks of our 

American civilization. It is this faith that has stimulated the 

development of our system of public schools. It ts this faith 

that is responsible for our belief that a high level of education 

is necessary and desirable for everyone. 

But many communities are small and their abilities and re- 

sources to. provide a comprehensive program of educational 

opportunities are limited. Without supplemental assistance, 

these children and communities are deprived of many needed 

educational services. Where the desire to meet the existing 

needs for services has been sufficient to stimulate the industry, 

inventiveness, and leadership of the persons involved in the 

program of community education, they have cast about for 

means CO supplement their own efforts. In many mstances 

the intermediate unit has been willing and able to help. Pro 

grams of educational services have been developed through 

the cooperative efforts of the intermediate unit and the several 

{ MmmMunities and maller schools in its area. These programs are 

making available many opportunities which were previously 
impossible. 

In general, these programs of services have been developed 

to meet two types of needs. They have been established to 

meet needs which has C existed in the several communities for 

a long time but which have been neglected largely because 

the local communily schools have not been able Co provide 

the service needed. In addition, they have been established to 

66/57 
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meet new needs coming partially as out-growths of expanding 

Community school curricular offerings, Lhe educational as 

pirations of parents and school staff members have in some 

instances tended to Outstrip the resources of the local com 

munity school districts. The development of intermediate unit 

services has come about in response to these needs and as a result 

of the growing awareness on the part of both intermediate 

units and community schools of the possibilities of this means 

of supplementing the educational efforts of the local commun 

itv schools. 

Because many different types of educational service pro 

grams have been developed, an arbitrary classification has been 

established to facilitate a description of a few of the presently 

Operating programs. The purpose of this chapter is to identify 

and briefly describe programs of services which focus directly 

upon the needs of pupils. Other types of educational services 

—those directed primarily to helping teachers meet pupil needs 

and those related to administration—and descriptions of opera 
ting programs are included in succeeding chapters. Many of 

the programs included have much broader implications than 

the particular classification indicates or than the brief descrip 

tion included can convey. 

One of the significant characteristics of the programs de 

scribed is that they are all relatively new. Although many are 

already well established, others are in but their second and 

third year of operation. The realization that the programs of 
community schools can be greatly enhanced and their limita 

tions overcome when they cooperatively share in the support 

and benefits of specialized educational services administered 

by the intermediate unit is growing rapidly. Because many of 

the programs described are new, they are being evaluated and 

adapted so that the assistance given to the various community 

schools in an intermediate area can be made even more effec 

tive. There is considerable variation among the programs 

developed. The extent to which the services of intermediate 

units focus directly upon the needs of pupils, the types of 
services provided, the methods by which they are financed, and 

the other details of administration necessarily vary in accord 
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ance to the local conditions and circumstances within each 

intermediate unit ind the needs and demands of the several 

COMMUNITY schools im its intermediate area 

Among the services included in this chapter as primarily 

directed to the needs of pupils are the provision of library and 

resource materials, instruction im spec alized fields, health sery 

ICES, SPCK ial educational programs for different ty pes of excep 

tional children, and the range ot what May be consid red pupil 

personnel services guidance, testing, psychologic il services, 

and attendance supervision and accounting. The programs of 

Services desc ribed are almost CX lusively those ot intermediate 

unit-community school cooperation, but, in a few instances, 

the programs of county-unitt school districts are also described 

Although the 1dministrative structure for these programs dif 

fers, the services are developed tO serve the s¢ eral COM MuUunities 

iy the administrative area in much the sans way as those by 

intermediate units. 

LIBRARY SERVICES 

Library ser IC IS adaptable to many kinds of local conditions, 

is a type of service which can easily serve large populations, 

and requires the attention of persons specially trained in library 

management. It is one of the services which involves a rela- 

tively large capital investment. An adequate library to serve 

pupils ind teachers (and the community in the absence of other 

facilities) is often beyond the ability of community schools to 

provide, Depending on the comprehensiveness of its mate 

rials, it can achieve excellence in either very large or very small 

situations. It is one of the services which many community 

schools share through the assistance of the intermediate unit. 

Chere are a large number of small rural schools in Osborne 

County (Kansas) and, because of the small enrollments and 

limited funds, a cooperative central library was started several 

years ago, more as a traveling reading library project. This 

phase of the central library has grown until today there are 

approximatels 10,000 books to supplement the individual 

school reading libraries. In order to enrich the reading pro 

gram, much attention is given to the selection of the books. 
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Teachers using the library may find reading materiat on various 

levels and types. Under proper guidance every child in every 

participating school will read stories classified as literature, 

Bible stories, stories Of Atomic energy and jel planes, biographies, 

poetry, tray el, science, stories of music by the masters, materials 

on art and artists, ind books on many other subjects. 

In addition to the reading materials, the central library also 
j , ' 

includes filmstrips and records which are chosen for the put pose 

ot enriching the curriculum of the participating schools. In 

order to facilitate this phase of the program in the smaller 

schools, the projection equipment, sereens, recorders, etc., are 

wWailable from the library and are checked out to the teachers 

ona short time basis. 

The program is administered and supervised by the county 
superintendent with the assistance of the office secretary. Each 

participating school is assessed a small amount each year for 

financing the program. County funds are used to purchase 
the necessary equipment. Since the library service has no addi 

tional staff, the method of checking materials “out and in” is 
a very simple number method with individual cards for each 
teacher. Teachers are encouraged to become familiar with the 
materials available through the library so that they can easily 

find those items which they may want to use.’ 

When the program of library services was beginning in 

Wayne County (North Carolina), one teacher from each 

elementary school and each high school agreed to serve as 
teacher-librarian. This group met at regular intervals with the 
library supervisor and were given instruction in teaching their 
pupils how to use the library facilities. Each in turn instructed 
the other teachers in their schools, and in this way at least 10 

lessons were taught to the pupils in all the schools the iirst year. 
Regular library periods were scheduled for each grade, begin 

ning with the first. 

To help the teachers with these periods, a committee com 
posed of the classroom teachers, the county superintendent, the 

county library supervisor, and the library adviser from the 
state education department developed a check list of library 
activities. This proved especially helpful in determining 

Contributed by LaVerne B. Arnold, superintendent, Osborne County Schools, Osborne, 

Kansas 
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whether or not a well-rounded library experience was being 

provided for the children in each school. It included items of 

specific instruction on the use of library materials, teachers’ in 

troduction ot books, pupils’ book reviews, tree reading periods, 

and research for library materials on classroom topics, as well as 

exchange of books. The library supervisor checked these lists 

each time she visited a school and in this way kept in close touch 

with the kind of library periods being held. Where there was 

a sign of weakness in any group's library program, the teacher 

of that particular group was given special help and supervision 

in broadening the scope of her work.” 

Since this beginning, the library program has in the five 

years of its operation made great strides, largely because of the 

enthusiasm and wholehearted support of all those involved. 

Central purchasing of books, materials, supplies, and equip 

ment through the county library supervisor's office has effected 

great savings All of the beoks are processed in the central 

ofhce and are ready for immediate circulation when taken to 

the schools. A thorough MN ataloguing of each of the high school 

libraries is now in process. A section on “Teaching the Use of 

the Library” has been developed and is included ©. the teacher's 

handbook. During the past three years “career” materials 

have been collected for all the high school libraries and files 

set up for them, and a filmstrip library has been established in 

the county office. A catalog of these filmstrips has been placed 

in all of the schools. 

The results of this program have given additional encourage 

ment to the entire county staff. At the present time all of 

the high schools in Wayne County, both white and Negro, are 

accredited, the library service, Of course, having contributed 

to the accreditation. Several libraries have been enlarged and 

others have been built to meet the growing needs, The average 

1s about ever books per child for the entire county.” 

Adequate and attractive school library quarters have been 

¢ since been adopted by other counties in 

i lf-addressed envelope 

North Carolina 

former supervisor 
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developed in all of the permanent school centers in Fulton 
County (Georgia), 34 elementary schools and seven high 

schools. Che clementary schools share the servicers of 2i libra 

rians who have been successful teachers and have at least the 

library science training necessary for state certification of 

teacher librarians The high schocs are served by nine full 

time professionally trained librarians. The service given in 
] 

these libraries ZO’S far beyond the acquisition, Organization, 

ind cire ulation of mate rials. It permeates the total S¢ how | pro 

gram ind its influence is felt not only in che classroom but also 

reflects the individual interests ' the children. Books and 

ocher mate rials ire selec ted coor atively by children, teachers, 

ind librarians. These materials are ordered through the central 

library office in order to secure maximum discounts. Printed 

catalog cards are purchased through the state cataloguing 

service and from other sources to free the librarians from time 

consuming routines, 

Working closely Loge ther, the librarians and the county co 

ordinator have recognized their responsibility for “orowth on 

the job” and have shared experiences and ideas. The librarians 

participate in all local school activities as members of the 

faculty They stimulate broader and better “reading for fun” 

through story hours, book reviews, the use of films and record 

ings, and individual reading guidance; they work closely with 

teacher by Suggesting and providing a variety of books and 

materials to extend and enrich the classroom work; they assist 

in remedial teaching of retarded readers; in many ways they 

help in interpreting the modern concept of library service to 

the local community; and thev cooperate with the public 

library and encourage the use of the Fulton County Book 

mobile service. 

The success of this part of the school program Cannot be 

measured by tt ndan¢ c ind cir ulation Stalistics The ippre 

ciation of the importance of this service in the total school 

program by children teachers, administrators. ind the com 

munities, is evidence of its success. Its growth and develop 

ment has come about through enthusiastic, sympathetic, and 

understanding teamwork Efforts are now being directed 
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toward better financial support, more professionally trained 

librarians, and broader use of library facilities and services.‘ 

The program of reorganiz7zion of school districts in 

McDonough County (Illinois; was reduced the total number 

of districts to seven. Prior to reorganization, a county elemen 

tary library project had been in operation with each of the 

common school districts participating. A large and useful 

library was built up and was used quite extensively by the 

many small schools since their resources were often quite 

limited. With reorganization, many districts were able to 

bring together the library materials and have a much better 

collection than had previously been possible. New books and 

library materials are pur¢ hased through the county superin 

tendent’s ofhce which also maintains a supplementary and 

reference library and employs a full-time librarian. 

An evaluation of special services in the county revealed that, 

while many audio-visual aids including maps, globes, pictures, 

and filmstrips were available in each of the community schools, 

there was a definite need for films. This service was not being 

provided by any of the local community schools, largely because 

of the high COSTS which films involve. Asa result ot the Cco- 

operation of the county superintendent and the administrators 
and boards of education of each of the school districts in the 

county, a Cooperative Film Library has been developed. Ad 

ministered by the county superintendent’s office, the library 

now has 156 films which are available for use as teaching aids 

in any classroom or for educational programs throughout the 

county at mothers’ clubs, PTA’s, or local community meet 

ings. And the library is still growing.” 

A similar program has been developed in Morgan County 

(Illinois). A county-wide film coordinator assists the teachers 

in each of the community school districts in the county in the 

selection and use of pictures, maps, tape recorders, filmstrips, 

and opaque projectors. At the present time 230 films are 

*Contributed by Mcfenkin, director ultor ounty School Li ries, Fulton 

Atlanta Cr,eorgia 

I Dixon assistant superintendent in charge of supervision, 

Macomb, [linois 
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available and the purchase of 70 more films is contemplated. 

A somewhat unique feature of this program 1s the possibility 

for teachers to improve their ability in the use of visual mate 

rials by enrolling in a visual-aids course which has been offered 

in the county for the past three years in cooperation with the 

Western Illinois State Teachers College.’ 

A library of over 5000 books has been developed in Russell 

County (Kansas) by the cooperative efforts of the schools in 

the county and the county superintendent's ofhece. Among the 

m iterials ivailable for the use Of teag hers and the pupils in the 

participating schools inl the County are supplementary reack rs, 

preprimers, reference books, fiction, classics, and filmstrips. A 

simple method of checking out books and materials and a 

catalog of the books have been des cloped. 

\lthough services often begin very simply ind progress seems 

it first to be very slow, they usually develop with remarkable 

rapidity, The program of library service in Kent County 

(Michigan) in 1935 was a WPA project and consisted of about 

200 donated books on Saw horses and planks and housed my a 

vacant room in the YMCA. Today the library is fully ac 

credited, has a building of its own, and has 12 full-time and 

1§ part-time staff members, 61,000 volumes, two bookmobiles 

ind 1 book truc¢ k, ind i2 branch libraries.” 

INSTRUCTION IN SPECIALIZED FIELDS 

Many of the smaller schools are unable to provide full-time 

instruction in spec ialized fields music, art, physical educ ation, 

homemaking, wriculture, and industrial education In many 

instances they are able to make instruction available to their 

pupils by sharing an itinerant or circuit teacher with other 

schools in their rea Schools which ire ible to provide full 

time instruction often find advantage in sharing teacher con 

sultants for certain ispects oF these curricular areas—-a reading 

wls, Grand Rapids 
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consultant to coordinate and assist teachers, a remedial teacher 

a music coordinator, or other specialist to work with individual 

children and teachers. 

As a result of a survey in Milwaukee Count Wisconsin 

37 school boards agreed to contribute to a COOPCrAlive MUSK 

program idministered by the intermediate superintendent 

ofhce. Nine special music teachers are employed At othe 

request of many parents and SOT chool board member ind 

with the approval ind support of most tea hers ina idmini 

trators, emphasis has been On Vin il ind rhythm itivil 

His 1s rapidly growing to include singing, rhythmic a 

instrumental music, listening, and « itive Work This veas 

41 of the 46 schools in the county are offering a program of 

formal musi Mystruction. Ac the Inception of th program, 

only one of the elementary school had a well developed msatru 

. , i i 
ment i proyram, This year 13 schools in the county are offer 

Ing instrumental instruction to thei pupils in addition to the 

vocal program ill through Cooperative action 

A cooperative program of music instruction has been de 

veloped in Waukesha County (Wisconsin). Any school in the 

county may join the music program. Music teachers are em 

ploved on a county-wide basis, and thes together with a sper ial 

committee of « lassroom teachers, de vi lop 1 gener il curr ulum 

plan for music at the beginning of each year. Plans are adjusted 

throughout the year to the immediate and changing need of 

each individual school and classroom, <A special music teacher 

supervisor visits a classroom once a week teache: the ( las and 

then disc usses follow up plans with the regul if teag her Musi 

instruction is correlated with other classroom activities to a 

large degree. A tape recorder, a phonograph, records, visual 

devices, and other equipment all become a part of the music 

program. One of the major advantages of the music plan is 

that many schools, especially the smaller ones, could not obtain 

special music instruction in any other way, Other advantage 

come through ome planning ind pure hase of equipment 
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A comprehensive program of music instruction | provided 

in the schools of Tuscarawas County (Ohio) on a cooperative 

basi: A music teacher supervisor and 13 additional musi 

teachers ire employed by the it rmediate uperintendent 

othce Many of these teachers teach in a number of school 
; | 

each week and as many as three different tea hers go to 1 single 

school to teach pupils in their particular field of pecialization 
| 

elk mentary vio il, chorus, ind VATIOUS ty px of instrumental 

“A | 

instruction W thin two years atter the musk program wa 

cst lished every ichool in thy COUNTY Was having music in 

truction lhe funds supporting the program are paid by the 

cooperating % hool di tricts and the county board ot educ ation. 

During the 16 years of it operation, this program of musi« 

services has tested a number of types of a tivities. For several 

years a county-wide band was organized. This group practiced 

throughout the ummer months and played it Various com 

munity gatherings in the county and at the county fair in the 

fall. Bands are now organized in each of the school districts 

ind on a regional basis. Each year music festivals are held 

which, beside: contributing 0 the cultural activity of the 

community, stimulate interest among parents and children in 

miusic instruction ( urrently the program maintains 11 bands 

and a number of choral groups 

Phe county iso employs an art supervisor and has idded a 

number of additional art instructors. Che program in art edu 

Cation 1s operated in much the sarne m inner as that for music. 

Art workshops for elementary teachers are held under the 

direction of the art supervisor. During the past t. Oo years the 

supervisor has also been able to provide extension classes for 

the tea hers in the country under the direction of a nearby col 

leve Although art instruction Was limited to the elementary 

grades in the early years of the program, an art elective is now 

»ruvided in each of the secondary « hools, and classes are grov 

ing in both enrollment and interest The art work produced 

by students is the main part of the loc al community schools’ 
/ 

exhibits at the county fair. 

‘Contributed by W. FI Laws, superintendent Tuscarawas County Schools, New Phil i 
adelphia, Oh 
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\n art supervisor and four other circuit art teachers work 

with the local community school units in Wayne County 

(Ohiw) The program, stemulated by a similar program in 

Medina Counts Ohio). includ irt instruction ‘n all of the 

elementary schools in the county as a part of the regular school I 4 

curricuium ind in the high schools is an elective course. Inter 

j e} 
st in art has increased rapidly, both on the part of pupils ind 

tcac het Bg 

In Wayne County (Michigan) assistance in physical educa 

tion programs and recreation services provided by the local 

community schools is given from the intermediate ofhce. | he 

program Consists of scheduling and assisting in the various 

inters< holastic athletic contests, supervising recreation activi 

ties in the smaller schools, and in providing listings and descrip 

tions of rec! ‘ational activities. Dhis program developed out 

of a need experienced during World War Il for a physical fit 

ness program [he regul ir program 1S financed entirely trom 

county funds, although funds from the local school districts 

assist in fimancing a recreation program during the summer 

’ 
months. 

A program of reading improvement in Bucks County 

(Pennsylvania) is now in its third year of operation. The 

specific activities of the reading consultant have grown out of 

the needs of the intermediate area and are, for the most part, 

directed toward the promotion of a balanced reading program 

and the prevention of disabilities. Some of the activities are 

concerned with the elimination of disabilities which already 

exist. The consultant works in the classroom at the request 

of a teacher who needs help with such problems as grouping 

children for reading, using materials, and directing learning 

activities. ¢ hildren not making desirable progress in reading 

despite normal mental ability are referred by the teachers to 

the consultant for resting. Recommendations are given to the 

teacher of each of these children regarding appropriate meth 

ods. materials, and levels of instruction necessary if improve- 

by Ralph Fly superintendent Wayne County Schools, Wooster, Ohio 

ed by Charles F. Brake, deputy supe rintendent, Wayne County Schools, Detroit 
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ment is to be made. The consultant serves as a resource pet 

son at teacher inservice meetings, for administrators, super 

Visors, guidance personnel, and reading teachers, He also 

teaches refresher courses and advanced courses in reading to 

imnterest d teachers 

The program of reading improvement includes a reading 

clinic for the examination of very serious d sabilities when more 

extensive diagnosis is necessary, Appropriate instruction during 

the Summe! ind regular school Year 1S provided for children 

who need special individualized help in reading due to extreme 

disabilities and personality complications, A systematic pro 

gram of vision and hearing sereening, an up-to date library ot 

professional materials for teachers, efforts to keep the public 

informed about the methods and progress of the program, in 

structional guides for teachers, and in abundance ot remedial 

materials for teacher use are all a part of the program. In only 

two years of operation, 10 additional persons are spending full 

time in reading improvement work in the local COMMUNITY 

schools in the county at both elementary and secondary levels.'' 

Vocational and technical instruction is provided in Augusta 

County (Virginia) at the Woodrow Wilson Technical School 

which has been in operation since 1947. The school operates 

on a 12-month basis, and courses require from six months to 

two years to complete The school is Open to pupils from 16 

to 60 vears of age who can profit from the tec hnical training 

offered. Classes are kept relatively small with each of the 24 

instructors having a maximum of 25 pupils, 

The offerings of the school have been expanded each year 

since its beginning and now pal lude courses in secretarial and 

general office work, small business management, radio and elec 

tronics, television, cosmetology, horology, laundry operation, 

auto mechanics, body and ferder repair, furniture repair and 

refinishing, upholstery, shoe repair, commercial sewing, barber 

ing, cooking and baking, and vocational crafts 
pee . ‘ 
This year the school has about 300 enrolled exclusive of some 

§() high school pupils who take some part of their advanced 

perintendent, Public Schools of Bucks County. 
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training here be fore completion of their regular high school 

curse 1 hie program 1s oper ited ind financed by the Augusta 

Ounty School Board Adults ibove the ize ot 20 years and six 

re requ red to pay Be sonable tuition High school 

who live in the county and who have not rea¢ hed this 

1 ine idmitted vithout turmtion ind their tuition ts provided 

from « sources by the school district 

PRVICTES POR THI 

(he nun ber 

iff) | pros ided 

WMOMS the 

ric 4 

bu tional ervice las been in OF; 

()’ Brien. Osceola, and Lyon ¢ 

1 he program upported hare 

imeclude he fol 
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Many children have more than one handicap and therefore 

receive more than one oft the spec ial Services. Last year more 

than 600 children receiy ed special services in this three county 

program 

A program of spec ial services similar to that described above 

is operated cooperatively among Benton, lowa, and Tama Coun 

ties (lowa). One of the outstanding features of these programs 

is the « ooperative efforts of the teachers, parents, doc tor, county 

superintende nt, psychologist, speech consultant, local commu 

nity board ot educ ition, County nurse, supervisor of Special 

education, and elementary supervisor for each individual case 

in need of the Spec ial service.’ 

The program olf spec ial educational services in Coos County 

(Oregon) 18 just in its second year of operation and only now 

beginning to develop Community school districts in this 

county may request assistance trom the intermediate unit 

When requested, the responsibility for obtaining and supe: 

Vieinyg teachers for home mstruction 45 assumed by the inter 

mediate office for children physically unable to attend school 

and who ire able to profit from instruction Individual chil 

dren who have speech or reading problems are also given 

assistance though this phase of the program is as yet quite 

limited Psychometric testing 1s provided, and this service 1s 

used occasionally by the Health and Juvenile Departments of 

the county. In general, the spec ial education services provided 

are consultative and supervisory with respect to the special 

problems in the community schools. Coordination is another 

mayor emphasis, space cooperation with many different agencies 

1 required to help the handicapped child proht as much AS 1S 

possible from his educational experiences.” 

The program for providing special educational services for 

exceptional children in Marathon County (Wisconsin) is some 

what unioue from other operating programs in that it is sup 

pervisor for O'Brien, Osce 

Sigurd B. Walden, supervisor of special education for Benton, lowa, and 

ngo, lowa 

of special education, Coos County 
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ported entirely through county funds and without subsidy 

trom state or federal agencies [he program in operation 

since 1952 assists children with yroblems in speech, hearing 

Vision, mental ret irdation, and ocial and emotional maladyu f 

ments. One of the important ways in which the program 

functions 1s through the inservice improvement of teachers 

Che Cea hers trom the Various tay | COomMmnun'ty ¥4 hool iy the 

| 

county meet regularly on released time in small group 

ents are also invited into the group Dogether thes pian 

dec Ter on the problems they vA j ( K plore ( requenth 

these include how to help children problem 

} p t's 

cor Prom thy 

eral VU Pe rVISOrS under the direction f tiie 

problems ot children with hardy ip 

Phe wtual guidance of the Zroup 

cunt 

tendent Whi 4 ( kept in mind throughout all 

| 

iS tw ¢ tablish the teacher as a qu ilified consult it 

1 i 

parent and pupils having problem When te 
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| 
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| 
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| 
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' i 
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Marath 
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ance accounting system, the services of specialized counselors, 

ocial workers, 5 hool psye hologists, clinical psy hologists, psy 

chiatrists and other qualified technical and professional spe- 

Craisst oOmetimes necessary ire almost hs ; beyond the 

scope of the community school’s ability to provide. In many 

i} ances the intermediate unit 4 able to administer programs 

hy assist the community schools when cases requirinys such 

occur. 

An extensive study of the guidance needs in Westchester 

County (New York) has been made by a committee of com 

munity school administrators and the following conclusions 

reported: 

that every boy and girl of high-s r¢ should be inte 

esced in vetting the most out of his $< hool experience To do sO ! hould 

have at some time during his educational career in Grades 9 to 12 at least 

one thorough, objective, and 1s complete 1 possible appraisal of his vocational 

aptitude 5, interests, abilities, and pe rsonality “in some case there may be a 

need for a second, or even a third, such appraisal We believe, too 

many student ee left to their own resources will be unable to secure such 

' i - 
services. For many, this 1s financially impossible Thi ty pe of service Can 

| 
; : 

be handled in most instances far more effectively and economically in a 

Guidance Center.*'! 

As a result of this survey and recommendation and with the 

cooperation of the intermediate supdgintendent, a guidance 

center was established in the county. 

The staff of the guidance center consists of a director. a 

counselor, a psychologist, a psychometrist, \a secretary, and a 

clerk. Ten school systems participate in*the support and 

services of the center. Complete reports of the special testing 

ind counseling are forwarded to the local school guidance 

counselors who discuss the outcomes further with the student 

nc his parents, Following this, a COpy of the report, along 

with the testing profile and other related material, is placed 

in the h inds of the student and his parents by the local school 

counselor. The major purpose of the guidance center is to 

supplement the work of the local schools in providing guid 

Guidance Center Committee of the Northern West 

ory District, Westchester County, Chappaqua, New 
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ance services which they cannot provide for themselves.” 

Psy hological services are provided for any se hool district in 

one intermediate area in Suffolk County (New York) on re 

quest. ( hildren ire reterred by teachers, school nurses, prin 

cipals, parents, probation othcers, welfare workers, and 

physic ians, for such matters as academic retardation, emotional 

inst ibility ; objectionable behav ior problems, ind phy sical symp 

Loms coupled with psychologic disturbances. On referral, a 

background history is prepared for each child and the symp 

toms are noted and discussed with the person making the re 

terral. A variety of psychologic i] tests are administered as 

indicated by the disturbances manifested the test results are 

nterpre ted to tnose protessional persons who are in close con 

4% : { ] ‘ | “ 

tact with the child, ind methods or overcoming the disturbange c 

ree mmmended. lrequently the psychologist, following up on 

recommendations, requires the assistance of local agencies in 

the county. Wherever possible the utilization of all available 

facilities is empl yyed in helping the child to make a more satis 

factory adjustment to his particular Situation, 

During the past year the intermediate district employed 1 

team of psychologists, : social worker, and a psychiatrist to 

staff a child adjustment center as an added service to the 

children and the community schools in the area. The clinic 

functions primarily to assist the student in changing patterns 

of behavior so that he may better meet the demands of the 

school, whereas the psychologist working in the school, as 

described above, helps teachers and parents find the best means 

of conditioning the child.’ 

A mental hygiene service is provided in Kenosha County 

(Wisconsin) primarily for the diagnosis and treatment of 

emotional disturbances of children and their parents in in 

stances where such problems affect the school performance 

of the child. The total school population of the cownty is 

eligible for the service on request. However, only a small 

number of children and their parents require intensive service 

Contributed b ob 1, superir , First Supervisory District, We 

, Chappaqua, New York 

Contributed by Ruth § Pasternack and Leonard J Schwart ; hologists 

Supervisory District, Suff tk County. Patchogue, New York 
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"he program is administered by the county superintendent of 

schools and the services are provided by a psychiatric social 
worker and a psychologist. The program is financed entirely 
by the county.” 

[he need for a variety of guidance services was emphasized 

in a survey of the interests and needs of high-school graduates 

and nongraduates in Milwaukee County (Wisconsin). It was 
found, for example, that the percentage of graduates attend- 
ing college varies from 12 percent in the industrial areas to 92 

percent in the highly residential areas. A comprehensive pro- 
gram of guidance services has been developed for all the schools 
in the city and the county. Teaches, guidance counselors, and 
administrators counsel with pupils, parents, and community 
groups. The teaching and giving of vocational information 

iS a Continuous process within the classroom as well as in the 
guidance office. Speakers, panel discussions, excursions, and 
Career programs are scheduled throughout the year among the 

Various schools. 

Emphasis on the inservice education programs for teachers 

include the following observations and experiences: 

1. A sensitivity on the part of the teacher to the immediate needs of the 
child in his relationship with pupils and teachers. 

2. Sufficient understanding of, and familiarity with, modern guidance 

practices so that the teacher will be sensitive to the full guidance possibili- 

ties throughout a day’s contact with pupils. 

3. Some competency in the use and interpretation of tests and other 

evaluative materials 

4. Experiences and beginning skills in conducting individual conferences. 

5. A recognition of the possibilities of guidance through school activities, 

clubs, and such other groups of children or adults as may be appropriate. 

6. The experiences of participating in conferences which include pupils, 

parents, teachers, counselors, principal, and visiting teacher. 

7. Experiences in actually developing curricula in terms of the needs of 

individual pupils. 

8. A recognition of the distinction between such problems which may 

well be solved by the classroom and homeroom teacher, and those which 
should be referred to specialists. 

9. A knowledge of school and community resources to which a classroom 

teacher may turn for assistance 

* 

” Contributed by Margaret Diehl, superintendent, Kenosha County Schoois, Kenosha, 

’ 

A 

Wisconsin 
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10. The recognition of symptoms of good physical and mental health in 

youth and a familiarity with the general prin iples of mental hy giene 

11. The sympathetic understanding of the problems of social adjustment 

and orientation of children ind youth when entering anew %« hool 

') r ’ } i2. A recognition of the necd and opportunits f teaching, either for 

If , ] | | mally or incidentally, suc! ocational information and attitudes best suited 

to the various age levels. 

This set of guidance experiences was developed to serve as a 

checklist for teachers and as a basis for Zroup disc ussions. 

Guidance is the newest service provided cooperatively by the 

five reorganized school districts in one intermediate area in 

Lewis County (New York). This area is truly rural in that 

there is no village over 900 population and the K-12 enroll 

ment ranges from 200 to 450 pupils in the schools. A pro 

gram of guidance services designed to meet the vocational and 

educational needs af the young people in the schools has been 

developed. Prior to 1951 when this program went into effect 

each school had a part-time guidance person but in all but 

two cases these people were not trained in guidance. One of 

the most effective features of the program has been the inservice 

development of understanding of and skill in guidance services 

by the guidance people, teachers, and administrators This 

inservice program is carried on by a number of means. Once 

each two weeks the guidance director meets with the inter 

mediate superintendent, the community school administrators, 

and the elementzry supervisor. At least once every two weeks 

he meets with each school faculty. The five school counselors 

and the guidance director meet together at least once each 

month. Out of this series of meetings has developed a number 

of study programs and specific proyects and activities all con- 

tributing to the inservice improvement of the schoo! personnel 

involved. Programs of child study and other adult group 

activities are also a part of the program. Last year the PTA 

in one of the communities, for example, undertook a study of 

the “purpose of the schools.” 

H Hansor supervisor tty WaUuKe County Schools, Milwaukee, 

md Supervisory Dist 
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ihe administration of a testing program 15s provided for the 

schools in [roquois ( ounty (Illinois) All of the school dis 

tricts in the county participate to some extent in this program. 

Last year the prog. am included testing for mental maturity 

achievement, and reading ability at various grade levels 

As in many other arcas, the entorcement of attendance laws 

in Genesee County (Michigan) has progressed beyond the 

truant ofhcer stage. The matter of attendance of children 
in school often involves more than the question of misbehavior 

on the part of either parents or children Consideration of 

mental health, proper grade placement, economic factors, and 
family status and problems often become a part of the attend- 
ance behavior of children. A full-time attendance supervisor 
is provided to serve the 68 districts in this county, including 

the 22 districts maintaining a secondary program. Although 

each of the local schools maintains the attendance records and 

does preliminary work on attendance problems, difficult cases 
, aa 

are referred to the county attendance supervisor, 

In Dane County (Wisconsin) a similar attendance service 
15 provided In many instances it 1s found that the compulsory 

attendance law must be interpreted to parents, Plans for an 

educ ational program suited to the interests of children who 

are chron attendance problems are developed cooperatively 

with the elementary or high-school administrators. Efforts 

are made to discover the child’s interests and appropriate ad- 

justments in his school program are made whenever possible 
and desirable, 

The service of attendance or membership accounting is new 

this year in the program of Wayne County (Michigan) as a 

result of legislation in that state which requires the auditing 

of membership records of all school districts. Reports are 

received and checked and such spot checks as are necessary to 

determine the accuracy of the membership reporting are made. 

Assistance is given to the school districts in the country in set- 

Iroquois County Schools, Watseka, Illinois 

Khoo! Flint 

¢ director, Dane County 
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ting up pupil ACCOUNTING records ind in interpreting the regu 

lations ind directives of the state program 

Hf SERVICES 

The health of both pupils ind teachers has a great influence 

| | 
upon learning relivities Pupil health is Of such importance 

A | | } , | “eens | that attention needs to be given Co the careful screening an 

checking of pupils to assure their fitness for chool attendance 
| | 

ind tor participation in Various asped ts of the school program 

| | j } , 
In some areas, heal » are idequately provided by other 

, i , 
than chool wencies, DUEL IN MANY Ppriaces it 18 Necessary for the 

» hools to provide 4 ces needed | ven w he re idequate 

healtl \ » Are Val le, coordination ot the facilities ivail 

ible and the ds of the schools are essential. Many of th 

1) ler ch W Tlic h ire unal l¢ to provide or have the serVICes 

a nurse-teacher, a dental hygiene program, or even to have 
| | 

raiey tor, Nave been ible to get assistance from 

| 
1 i 

‘ 

the intermediate unit through . cooperative program) with 
1 i | ee 

schools in the area. Many health services can be admin 
{ | 

istered more effectively when the larger area 1s involved 

workshor for t¢ ichers held prior to the opening 

On school in Fulton County (Cseorgia) has been devoted to 2 

con ideration ot he ith problems and the health program, The 

total chool staff in the county was involved in this work hop 

ind they met three groups high chool teachers, elemen 

tary chool teacners ind other school employees such as 

| | { 
. { : 

lunchroom workers ind custodians Teachers disc ussed the 

use ot the health record card which is a part of the permanent 

is kept tor each child from his entrance in school 

yraduation. Phe dental stafl explained their preventa 

tive program and gave sugvestions as tO how the classroom 

teacher could prepare the children in her class for the dent il 

mobile A doctor discussed the preparation ind selection of 

pupils for the school physical examination, Hearing and 

vision surveys were explained and follow up procedures dis- 
| f . t 

cussed. Plans were made tor the best use of the time in each 
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school for the county health nurse. Ways in which the safety 
program could be improved were planned, A sanitary engi 

Nee! discussed standards of cleanliness with lunchroom workers 

ind cu todians hie supervisor mad pl Ins With lunchroon 

managers tO improve tne nutritional standard of the school 

lun hy which plays such in important part in the health ot the 

S¢ hoo] c hild, 

Chest x rays are given to every teacher as a part of the regu 

lar yearly program. ( omplete physical examinations are 

required every two years. The importance of a physically fit 
teacher is stressed in the health program of this COUNTY. The 

liberal sick leave benefits encourage each teacher to be in the 

classroom only when ready to do a good job In every Way 

A planning conterence for the teachers in Titt County 

(Georgia) at the beginning of the school year recognized 

health problems as among the most serious of those needing 

immediate attention. They agreed that for a program to be 
effective the following COpics should receive attention and study 

throvg.out the year: providing a healthful school environ- 
ment, providing for prevention and correction of physical 
defects planning a more effective program tor the control of 

communicable diseases planning a more effective recreation 

program for the school and communities, and improving the 

nutrition program. The teachers recognized the need for the 

health education program to be concerned with the whole life 

of the child, to give him learning experiences which would 

produce desirable changes in his personal, social, physical, and 

emotional health, and to give him an opportunity to think 

through and help solve problems. 

As an outgrowth of a state workshop, a county health coun- 

cil composed of the leaders of chaitmen of organizations in 

Meade County (Kansas) has been developed. Workshops have 
been held in which teachers and health workers have consid- 
ered the health problems common to the various schools and 

communities within the county. Thirty-six county IZCNCICS 

Contributed by Mary Brooks 

hools, Atlant (seorgia 

Contributs by France Ken 
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| iddition to ve Were represented 1 reese 

parent rnd choc] rdimin 

mectins in 

icp ue involved 

| 

Wy HiVINK ind 

oft their efforts. 1 comprel 

edi cation Ww, af Ve loped lor 

A pre-entrance pl 
| 

enter ¢ 1 COMMUNITY 

( Texas) ' me a revular c mitermediat 

( (Hp 

1 examined by 4 1at) 

whenever pr s ible required 

or other adult bring his recor 

munizations to the place of examMation wal PTA 

prayect help to mainta quarter's take charg 

ind measure the children 

the I . ¥ cord the child’ 

tration ina wevn i 

ri ilth nurses 

1 conte revarding t 

child d of other children in » family. 

child’: diet and cating habit 

teeth ire Cx imined and parents are idvi ed when d 

| ] 7 

i@ms are adiscove red Phe s hool phy cian examine 

ir when parents pre fer, provides a report form 

so that a record of 

i! condition will be 1V Nut ( di cuss the recom 

, ; ' 

mendations of the nutritionist and dox tors advise the parents a 

and means of arranging for any 

for 

nation by tne familys physician j 

1 

pry Wu « 

to way’ medical Care recom 

mended for the children. Immunization 

The -xamimnations ire th yrough 

ind boost r sh ts are 

Wdminis t¢ red WwW hen needed 

and the cooperation ind good will di veloped is valuable to both 

the parents and the schools. 

Meade, Kansas 

Schools Tackson 
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Another part of the health ervice program provided.for the 

schools in the ‘county has been the screening of children for 

hearing and vision defects. ( ses which indicate the possible 

need for medical care are reported to the parents for referral 
to phy $ic} ins." 

Phe program of pre-entrance physical examinations for 
1] 4 aap , 00! children in the 12 districts in Polk County ( Wisconsin) 

places a great deal of emphasis on nutrition ind educational 
i 

ana pas emotional readiness 18 well 1§ physic al readiness I ne 

county's public health nurée assists school staff members in 
¥ the program 

In Oakland County (Michigan) the intermediate superin 
tendent’s office and the community schools in the county co- 

operate with the county ...uith authorities in a program of 

general health s rvices Although the employ ment of nurses, 

their general’ assignment to areas of service. and the financing 
of the program of health services is administered by the public 
health authoritie: in the county, certain aspects of the health 

services are provided by school personne!—organizing pre- 
school physical examinations, hearing and vision testing and 

morning health checks of all children.” 

Many areas of the country are not so fortunate as to have 
well deve loped health services available for the schools, Health 

services for the five small reorganized school districts in sparsely 

populated Lewis County (New York) are being cooperatively 
provided through a program administered by the intermediate 
superintendent, The services of a school doctor, a dental hy- 
gienist, and a nurse-teacher are provided in this manner for the 

r } +4 
se parats chool: in the area. 

Dallas County Schools, Dallas, Texas 

Jent, Polk County Schools, Balsam Lake, Wisconsin 

superintendent, Oakland County Schools, Pontiac, 

superintendent, Second Supervisory District, Lewis 



CHAPTER 4 

Services To Help Teachers Meet the 

Needs of Pupils 

A GATHERING of children does not make a school. Neither 

do fine buildings, modern equipment, new textbooks, and 

other ty pes of materials. Ir is the teacher guiding growth, 

developing skills, planning for and arranging experiences, plant 

ing the seeds of higher hopes and endeavors—who changes an 

issembly of youth into an institution of living and learning. 

In the final analysis, the teacher is the school. 

[he preceding chapter has identified and de.cribed briefly a 

row Operating programs ot educ tional scrvices, developed CO- 

oper itively by the several community schools in a county or 

similar area with the issistance ind coordination of the inter- 

mediate administrative unit. The emphasis in that chapter is 

UPON services provided directly to the pupils. Many of the 

Services which ire shared by the community schools in an 

ntermediate irea are of a type which more indirectly benefit 

the pupils, 8, through the teachers. It 1 the purpose here 

to call attention to such services, although it should again be 

ernphasized that very few of the programs described are exclu- 

ively W ithin the bounds of this emphaiis. The somewhat arbi 

| j { : 
classifications have been established only to facilitate 

good tea her vl ide the growth of the child, sO 

ess of educational administration provide oppor 

teacher growth and for improving instructional 

Most school systems are not sufficiently large to 

adequ rtely proy ide the needed services from their own resources, 

can by Mm ide iV tilable through the development of spe- 

resources on a larger area basis. Special consultants and 

instructional materials issistance for teachers are examples of 

» Ae h service 

© 
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IMPROVING INSIRUC TION THROUGH SUPERVISION 

The first significant educ itional service provided to teachers 

and to the small $¢ hools by thr intermediate unit Was instrius 

tional Supervision, Praditionally the COUnLY oF rural irca super 

intendent performed this supervisor service wimeelf Phe 

supervisory service provided was often an mspection of the 

school or classroom motivated by 1 rf val requirement that the 

schools be visited” one or more times during each year. In such 

INSTANCES, little attention could be viven to ac tually helping 1 

teacher with the problems of instruction: in many instance 

the superintendent Was not competent to give genuine assist 

ance. Where the need for improving instruction was recog 

nized, the value of the supervisory service was otten ere itly 

increased by the Cl iployment ofa compctent assistant helping 

teacher, or supervisor who was a signed responsibility for the 

improvement of instruction 

Instruc tional supervision whic ht ikes on i itimul iting, fac ili 

tating, coordinating, and evaluating character is a common 

service provided by most intermediate units in areas where 

there are still many small schools In those mstance where 

the individual community 4 hool districts are ible to provide 

adequate general supervision of instruction, the nature of the 

Services which intermediate unit: provide 1s frequently broade: 

in scope Here it may be directed to all phases of the school 

system and include teac hers, idministrators, and parents in the 

over al] improvement of educ ion Complementing uch 

services are those oft spec ial coordinators and tcac her ( onsultant: 

who are expert in certain distinct fields where teachers Ire 

quently need specialized assistance, suc h 16, for example, read 

ing consultants or curriculum coordinators 

Although not 2 populous rea, the educ itional needs of the 

schools in Brown County (South Dakota) offer many chal 

lenges. Supervision of instruction is provided for the small 

schools by the intermediate unit not through the ex penditure 

of large sums of money but through enerpy, ilertness, ind 

vision. Assistance is given to teachers as classroom problems 

are identified, and when desirable, specialists ind consultants 
f t 

are brought in from outside the county Curriculum commit 
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tees and other groups of teacher mect frequently to discuss 

} ] 
and to pl in Ways of solving them Bul mstruction i probl Vs 

at Vt loped ror 
= 

letins and othe: ( Of publications are 

other if} oF tt coordi 

\ t et in the ind tne proj cl poli 14 

a 

in acqu mntiny 

material I hie 

irried 

ded tor 

not employing uperintendent: 

, , , { 
ste e) dist! ct It should 

7 uperintenden 

1 «yt | 
O00 chnia7en enrolled ne-third of the more than 30 

j 1 

Chool County ()regon ii} schools 

in’ these 

been idded 

ist teachers 

rhe f 

( oords 

able to 

{ (Tt Wi aint Cad 

obs 

14 BRrOUp ror 1 Li 

| teachers 

erved in other j (} « \ 

. — 
| wir efforts neip 

building 

ind AMON: County 

in tructional problem ittention 

dn nmistrate in h county 

ial fields 

teachers | Dringing 
‘ ' , ' , 

t the local communit' cChnool ] 

Nnool supe rintendent, \ curing 
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i 
! | and by coordin iting the county school program with the total 

State proyvram. 

bor th past thre irs, Rowan County (North Carolina) 

has had three general supervisors Of instruction. These super 

visors serve in the Capacity of helping teacher and are on call 

to any of the 25 school centers in the county, Phey c<rve a 

consultants for the specific problems of individual teachers or 
Rroups of teachers, assist im introducing and familiarizing 

tea hers with new materials of instruction, and ive help in 

planning the programs Of instruction Che Y OTrpgani7/e Work 

shops in which teachers participate and learn through Cx pe 

rience Phe Yy assist in orienting new ind beginning teachers, 

in admini tering and interpreting the results of the testing 

program, in hel ping teachers ev aluate their work, and in diag 

NOSINE the needs of each teacher's situation Their activities 
1 ! 

ire umed toward u ing tne full potentialities of every person 

connected with the s and in enc Ouraging teac hers to create 

md do for thermns« ly C 

The three upervi ‘4 ire well trained ind experienced 

(onc ha [ training in health ind phy 1¢ i! edu 
| 1 

Cation, mathematics ind Octal tudies A econd i$ a specialist 
| 1 | t 

cariy childhood edu M1on with empha J on curriculum 

velopment p f { rit I hc i erved 1 

peciall {in orvanization id 

reports ! ICT e 

ton j 
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problems, the demands for supervision are great. Teachers need 

help ind very often the specialized help iS Hot Wailable in the 

| 
bev di COMMuUuNnIty chool ystem, Participation in the super 

' 
oor ervice iy tl w many school district r" Douglas County 

(Nebraska), for ex imple, ison a voluntary basi Although 

enthusiasm on the part of local school superintendents Was 

omew hat re erved when the programy Was begun, it de re loped 

rapidly } ‘y saw the results of the program contribute to 

the improvement otf instruction in their local schools. Periodi 

cally thi program 1% eV tluated and suggestions made for im 

provement The 104 i choo! dt tricts have asked for more 

upervisor ind for other 's of ex panded service. from the 

intermediate ofthe There is general recognition that the cost 

pecialized CrVICES prohibit their being provided by the 

| | |. t} I er ge Tho « ‘ vy eery ¥e h we bee it SC noo NHeMselves 1 14 upervisory services have Ti | 

«panded ind in idditior to veneral sUpeErVvision, they include 

on edu tion tor retarded ch@dren, music edu 

ind audio-visual materials 

tem of education which at 

program of opportunith 

} CW { lassroom tear her 

ind temperament to 

for spe salists in education 
| | ! 

t mean that the classroom 
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Services To Facilitate the 
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DU¢ TION AL PROGRAMS 

ly have opportunities for activat 
and community groups and 

problems 
1 

lating the educa- 

in the 

mav make the 
| _ 

wWiional resources, Co 

k cl init work closely and 
| “ ] . — | . : continuous! educational Personnel and lay groups of 

upon to assist in any phase of the ; 

ae | IS Necessary so that common under 
can be identified and problems 

can be reached There are 
hese goals can be accomplished. 

-Ation programs tor teachers. 

ot education, and other 

development 

blic publicat 

Of Cooperative 

1 services, 4 ber of illuser eS, and services. A number: Of illustrations of , ; 
| “nh Invoive coordination ot the local conimunity 

na sel en “4 “tp ricts Nave previousiyv Deen reported. 
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dissemin won 

pre POS, 

ganization, 
; 
; ot educating the publi 

assure a favorable vote, but to develop an adequate underst 
the tull meanins of the improved program. Although 

school districts, the intermediate unit, 

the responsibility o 

intermediate unit Has a kev Importance. 

state education department is necessarily too far removed 
be sensitive to the peculiar local problems and issues; at 
same time, the smaller local districts are seldom able to vie 
the proposal in terms of its over-all effect on the educari: 
opportunities tor the boys and girls in the total area involved 

Examples of the services performed by intermediate units 
In programs otf reorganization could be cited in almost every 
area where reorganization bay caken place. These programs 
have also affected the other kinds of educational services made 
available by intermediate units to the newly formed cormmunits 
school distniets. A report from McDonough County (1 

the changing emphasis. In that countv—as in 
counties in the state—the reorganization of school 

districts has been a major educational concern for several vears. 
\s a resutt, many changes have occurred in the oTxanization 
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’ j ; ‘ 
vt the school program and in the curricular opportunities pro 

; ; ' i 1 ! 

vided the pups tn the various schools in the county. Pupils 

now attend school in more concentrated groups where they 

profit trom participation in an enriched curriculum which 
’ 1 

ludes, among many other ads intages, a hot ] lunch program, 

eal and instrumental music, physical education, transporta 

tion, and special education programs. Instead of reducing the 

responsibilities of the intermediate ofhee, reorganization has in 

reality increased them. Improving educational opportunities 

tor the pupils in community schools is rapidly coming into 

focus through strengthening and increasing the intermediate 

unit services which can be made available for the schools 

Emphasis is now mainly upon the development of cooperative 

educational services ind eCivilies Among the Services which 

have been developed and in which the reorganized community 

school districts share is a large cooperative film library. 

his chapter has ittempted to indicate some of the different 

types of administrative services and coordination that the in 

termediate unit can provide tor local community schools ind 

school districts Any examination of the kinds of leadership 

ind services which 

provide retlects { 

many intermediate units are beginning tO 

he emerging character of the intermediate 

superintendency in 1 dynamic and changing sociery The 

" hanging demands tor educational services have caused « hanges 

in idminestrative responsibilities Instead of mere} CXCTCIISINE 

legal vuthority for educational control, efforts are being in 

creasingly directed toward those activities which will enable 

the lox il COMMUNITY school districts to continuously improve 

educational programs 



CHAPTER 6 

The Search for Direction— 

A Review of Current Studies 

til outlook for better education in the Veal ahead is en 

couraging. Individuals, organized groups, institutions, and 

have been increasing their efforts to examine educa 

tional Organization, tO yustify iS eXistence and Its demands, 

ind to develop appreciation and comprehension of its ends and 

Its means When uncertainty, unrest, and dissatisfaction Rive 

nd experimentation, the outlook is indeed en 

couraging 

his chapte: tempts to review some of the recent studies 

and projects which have bearing on the community school and 

the trite rimy diate unit The studies included are only a small 

part of those related to the two concepts with which this year 

book is concerned. The purpose is mainly to give some indica 

tion of the extent and nature of current studies, not to report 

1 detailed summary or synthesis 

Attention is directed primarily upon indications of trends, 

recommendations, and conclusions rather than to the specific 

data or empirical generalization which support them In 

stances only a portion of the complete study is re 

ported. It should be emphasized, therefore, that reference be 

made to original studies and reports if there is a desire to 

follow-up the suggestions and conclusions reported or implied 

in) this review 

ADMINISTRATIVE STRUCTURE AND PRAMPEWORK 

Behind the question of how to provide the best educational 

program obt unable tor children ind COMMUNITICS and behind 

such problems as bond issues, budgets, and boundaries lie con 

ssitutional provisions, statutes, court decisions, ind state edu 

on department policies They provide the framework 
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within which schools operate. They determine the relation 

ships ot educational administrative units to the state. They 
establish the degree to whica responsibility for education is 

shared. 

] 1° 

A few areas related to administratiy ett unework Ww hich hav e 

ree eived particular tention and some ot the recent studies and 

tindings related to them are reported. 

we Ie } . 
r % Ocd NY POMM Distri rs 

A result of changing economic and social conditions has 

been a distinct trend toward developing larger local units of 

school administration, The problems associated with the very 

many small districts have been recognized for many years and 

reorganization programs have made considerable progress in 

a number OT States. Especially within the past decade has the 

move to reorganize local school districts become widespread. 

The "National Commission on School District Reorganiza 

tion, in one of its earliest reports, called attention to the in- 

etfectiveness and Ww istefulness ot the Many small school districts. 

The tollowing facts were outlined: 

Most f our people peciili ur rural boys and girls need broader 

education ( 

thousands of school districts education offered is not good 

sponsibility for giving suitable education 

borders 

sound American practice to give citizer 1 Opportunity to share 
P ' , , 3 : 

itv for education through local school districts; but 

1 duty to see that school icts are satisfactory and to 

Are not 
: : 

oniv when 

» provide education comprehensive enou t 

the rea served 

, , , 
They rit heient and economical school administration 

Chev e¢ t:vens an active share in shaping the policies of schools 

serving their communities.” 

In its final report this Commission again called attention to 
| . et 

the number of sé hool districts in terms of too many and too 
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small.” Pointing out specihe inadequacies and deficiencies 

ina large proportion of the eCNISTING districts, desirable charac 

teristics of attendance centers and administrative units were 

outlined on a basis of the enrollment required to support an 

program otf educational services The report con 

hat CoO perform the SETVICe?S essential im a Satisfactory 

administrative unit, the enrollment should be at 

¢ 1200 pupils and, if possible, as many as 10,000, Follow 

a recommendation oft procedures W hich might be followed 

ny state CoO implement the desirable reorganization of s¢ hool 

a detailed report ot reorganization programs in a 

selected States Was included 

determine certain characteristics of recently 

reorganized districts, hitzwater, in a study conducted by the 

U.S. Otice of Education, surveved 552 districts in 8 selected 

States Most of the districts included in the study were re- 

organized in 1947 or later. The sample for which usable data 

were reported revealed that more than 90 percent of the orig- 

inal districts included in these reorganiZ actions had previously 

made no provision for education above the elementary level. 

At the time the reorganized districts were formed, one-third 

had not been operating any school. The area included in these 

newly reorganized districts showed wide variation, although 

three-fourths continued to be less than 144 square miles. The 

study reported that 40 percent of these reorganized districts 

had territory in more than one county, showing little regard 

for county boundary lines. Less than 2 percent had areas 

that covered an entire county. Although a small number of 

the reorganized districts included in the sample were in densely 

populated metropolitan suburbs, most had largely a rural area 

which surrounded and included a trading center such as a 

illage Or small City In some instances the districts had more 

than one such center. Only slightly more than 7 percent ot 

1 District Report ot 

1, ¢ Depart 

Othee of 

Wiast 

yovernment Printing Oflee, 19515 49 
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ts tor which usable data was available, however, 

; a population center of YO00 oF larger The median 

nt of the new districts was 626 pupils. One-fourth 

nrollments of ‘r than 380 pupils while an equal 

| ' 1 | ‘ 

nt Of local school cist ric reorganization 1s shown ‘ 
& 

/ 
; 
: survey of il] types of wool districts.’ The total 

number t school districts for specine vears since 1932 are as 
| 

follows 

66,472 

al number ot districts has been reduced to 

21-year period included in this study, most 

eduction has occurred since 1948 The number of 

operating one-teacher schools has been reduced from 148,711 

in 1930 to 75,105 by 1948 and to 48,814 during the 1952-53 

school year. The study reported that more than 1000 reorgan 

ized districts were formed during the school year 1952-53. 

Despite the great extent of reorganization revealed by this 

study, there is little evidence to indicate that the movement 

has as yet run its course. The evidence is actually to the con 

trary During the school year 1952-53 there were 11,113 

independent school administrative units which did not operate 

a school of any kind. An additional 40,172 districts operated 

schools tor elementary pupils only and depended entirely upon 

other distri fs tO pros ide education tor their secondary pupils. 

There are still many school districts and many of them are still 

unnecessarily small. 

In some states, programs for the reorganization of local 

school districts are just beginning. The following report from 

Kansas is by no means atypical of the sicuation which can be 

found in a number of states: 

At one intersection in Doniphan County there are three high schools 

i radius ot three miles These three plus inother high school are so 

Sfatu hools a chool Districts 

ral bducatior thor di on Asso 
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One aspect of educational structure which is beginning to 

receive much thoughtful consideration is the intermediate 
administrative unit. The major stimulus is easily understood. 
Che interrelationships of autonomous local school districts, 
intermediate units, and the state education department are 

such that any major changes which take place at one point in 

the structure compel adjustments at the others. The reorgan- 

ization of local administrative units indicated in the preceding 

section of this chapter has been accompanied with very little 

change in the intermediate superintendency. 

The same social and economic forces—with the accom- 

panying increase in the demands made of education—which 

have been responsible for the reorganization of local units have 

also affected the intermediate units. But without substantial 

adjustment, the intermediat: administrative unit is generally 

operating at a low level of effectiveness in meeting these in 

creased and changing demands. In most instances the struc- 

tural design tay the intermediate unit continues to be for a 

system of schools which, except for a few very sparsely popu 

lated areas, is largely obsolete or may already have disappeared. 

One of the first studies of the intermediate unit and prob- 

Kansas State Depar it Tus mn , rool 2; September 19535 
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ably the most comprehensive yet undertaken was made in New 
York.” The study began with a pilot project in a single county 

in which about half of the local school districts had been re- 
organized into central school districts. Enrollment in these re- 

organized districts (elementary and secondary combined) 

ranged trom 175 pupils in the smallest school to 660 in the 

largest.’ Many deficiencies were reported. It was discovered 

that a much larger proportion of those who enrolled in the 

smaller rural high schools dropped out before graduation than 

was the case in the larger rural high schools and the one city 

school system in the county. While the city schools provided 
speech correction work, lip reading instruction, special work 

for the mentally slow, sight conservation, and special work for 

the physically handicapped, only 8 percent of the handicapped 

children in the rural sections of the county received special in- 
struction. Vocational opportunities, guidance counseling, and 

health services were also extremely meager in the rural high 

schools. One of the early reports of this pilot project reported 
the following conclusions after comparing the rural and city 

programs: 

; 1 - 
1. Rural children have less educational opportunity 

2. There are whole segments of educational needs that are not being met § 
! 

rural communities 

3. Many of the educational opportunities now available in rural com 

munities are being provided on a very uneconomical basis. 

4. In view of existing conditions, a careful study ts needed to determine 

whether or not a new type of intermediate unit ts desirable and, if so, to 

indicate what should be its function, size, and organization.® 

The larger study of the entire state was continued with major 
attention being given to (a) the tentative laying out of pro- 
posed intermediate districts, (b) the possibilities of area schools 

tor special purposes, (c) the possibility of including in the 

f t i York Stat Tt 

udy financed by che state, carried on through sponsor 

vil on Rural Fducation under the general supervision of the 

Fducation Department, and with the cooperation of advisory 

stron of District Superintendents, the State Associa 

rcil of Cityw and Village Superintendents 

We Giving Them the Opportunity 
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; of + ‘ . 

intermediate districts the “independent” school systems of 
| 1] i 
larger Villages, (ad the financing of the intermediate districts, 

and (e¢) suggestions as to means of extending educational facil 

ities in areas not yet ready to accept the new type of inter 
: 

mediate district organization proposed 

One of the unique approaches of the New York study was 

its attempt to determine the size and boundaries of the pro 

posed intermediate districts The socio-economic theory of 

local school districts—that local districts should be defined by 

the area within which peor!s cooperate for social and economic 

purposes, i.e., the natural sociological community—was used 

as a guide Similar techniques were applied to determine the 

‘tertiary’ community —a larger socio-economic area made up 

of a cluster of communities surrounding a small city or large 

village The result of the application of such techniques was 

the Suxrgestion that to take the place ot the 18] Supervisory 

districts then cxIStING, 6) intermediate districts should be 

created The boundaries ot the proposed Areas showed little 

over-all relationship to politic il boundaries. In 16 out of the 

6§ intermediate areas proposed, the boundaries corresponded 

roughly to those ot the county; m seven areas they corre 

sponded roughly to the existing supervisory districts. Even 

without the inclusion ot the “independent” village school 

systems, these proposed intermediate districts had at the time 

of the study a median enrollment of 5551 pupils 

Legislation permitting the establishment of intermediate dis 

tricts of the type proposed by the study was passed in 1948 

ind modified to provide additional state support in 1953," 

Che law provides for the appointment of an intermediate dis 

trict board of education by an intermediate district council 

The intermediate district council, made up of all the trustees 

and school board members in the area, would serve as a liaison 

group bet ween the intermediate district board and the con 

stituent local school districts. ‘The responsibilities of the inter 

medi ite distric ts were limited in the bast law to certain speci 
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hed services—provision of industrial education, the education 

of handicapped children, adult education, and the administra 

tion of attend ince and transportation Provision was also made 

for the transfer of other functions to the intermediate district 

when they could be performed more effectively and econom 

ically than by the constituent districts. 

A study directed by McLure included an intensive observa 

tion of a few county intermediate units in {linots where local 

districts had been reorganize d The purpose of the study was 

to identify certain assumptions and hyp heses regarding 

changes in the nature of the t le ot the intermediate super 

intendent Also included was a preliminary test of two 

propositions: (a) some type ot intermediate administrative unit 

is needed tO proy ide Spee ialized Services and leadership, (b) the 

intermediatk Lintit has 1 unique function of leadership to per 

form even attest the reorganization ot local districts. The con- 

clusions reached were regarded as tentative because of certain 

limitations of the study but were regarded As sufhic iently 

marked to warrant further study and verification. Among 

he tentative conclusions were several which pointed out that 

lox 1 district reorganization had created a distinct need for 

the modification ot the formal (legal) structure of the inter 

mediate office In rddition to needed changes in the pattern 

of administrative functions, attention was called to a number 

ot changes in the pattern of communication and in the inter- 

personal relationships between the intermediate office and the 

personnel of local districts—fears of encroac hment, uncertainty 

is to who should be doing what, and other psvchological diffi 

culties. The opinions of a representative sample of superin- 

tendents in all ty pes of positions in [ilinots suggested a number 

of other conclusions including the following: 

rdministrative unit 4s needed to provide 

can be idministered best ind at most 

ministrative units 

Most appropriate area tne inter 

too mall ind in others it 

1 unit 

uuty Suberinten deme y 

Mimeo. ) 
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An attempt to determine the functions most appropriate to 

the intermediate unit in Washington was the purpose of a 

study carried on by Loree. Surveying all types of school 

districts in terms of the services being provided by the interme- 

diate unit, the need for additional services, and the relationship 

of the intermediate unit to the additional services desired, the 

report concluded: 

It the office ot the county intermediate ) superintendent is to fulfill che 

sponsibilities placed upon it by the state; if it is to provide the educational 

services which are needed by the school districts as reported in this study; 

if it is co play its part as it responds to and participates in the expanding role 

ot education, then the othee of the county superintendent must be re shaped 

ind reoriented to the emerging needs in educ ation. 

One of the significant findings of this study in Washington 

was a much more substantial expression of need for inter- 

mediate unit services on the part of the larger districts than 

was the case for the smaller districts. 

A study of the intermediate superintendency in Indiana by 
Pound included a similar attempt to determine the functions 

and services being performed by the intermediate districts in 

that state and, to the extent possible, (a) the functions and 

services that should be provided, (b) the personne! necessary 

to perform these functions and services adequately, (c) the 

budget required for financing the intermediate district, and 

{d) the school population needed to provide the required 

budget at a reasonable cost."* A number of structural handi- 

caps were reported. The relationship of the intermediate unit 

to county government was such that, although the entire 

county was called upon to heip support the county office, cer- 

tain school districts in the county received only occasional 

intermediate unit services. A number of the counties had 

limited pupil populations which resulted in much higher costs 

than counties with larger populations. The study concluded 

that if intermediate districts were increased in size to a mini 

mum of 3000 resident pupils, and preferably to from 4000 to 

Washington? Mount 

Superintendency in Indiana 

Typewritten) 
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SOOO, needed Services TO local school administrative units could 

be proy ided more ettectiv ely and CCONOTTIIN ally | his criterion 

for the desirable size of intermediate units would entail the 

combin ion Of COUNTIES IN some instances 

Ingraham’s sti of the intermediate superintendency in 

f alifornia reported the need ror 4 redefinition ot their role in 

, the rapidly expanding program of education in that state."' A 

series Of structured interviews revealed a variety of practices 

which exist in spite of a single code of law ippli ible to all of 

Calitornia’s 58 counties. These differences which have resulted 

in certain inequalities oft educational Opportunity among the 

counties Were attributed largely to the individuality of the 

county superintendent ot schools and the environment within 

which he operated, Further variations of practice were attrib 

uted to ignorance of the law, interpretation of the law, dis 

regard of the law, and combinations of these three factors. 

Che study reported that the replies to questions of the struc 

tured mMNterview expressed | ditterent ind emerking Concept of 

the intermediate superintendent in California Phe develop 

ing emphasis is on professional training, competence, ind leader 

ship, and the development of county wide pProweramns of edu 

cut ional Service 

An analvsis of the factors which have resulted in changes 

in the structure of the intermediate unit in Idaho was made 

by Clem."” Reporting the adoption by the Idaho legislature in 

1947 of most of the recommendations of a state-wide survey in 

1945, the study indicated a period of transition that brought 

about Many changes in the State Phis Was coupled with the 

reorganization of many of the sm il] lon il S4 I ol districts. 

Considerable unrest and confusion resulted In 14 Idaho 

counties, tor example, the entire COUNTY Was reorganized mto 

1 county-unit district There was a duplication of superin 

tendencies OVE! the Same area. In such CiIrcumslances either 

another function was found for the COUNTY superintendent or 
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he W AS dismissed and the district superintendent became both 

county and district superintendent The study reports a num 

ber of tactors including (a 1 lack of adequate interpretation 

ot the 1947 statute creating county boards of education, 

(b the dithcult interretats s of intert rat units and re 

organized districts, and (4 the remoy i oft certain educational 

services previously rendered by the intermediate units as re 

sponsible Toor the ituation which resulted in the abolishment 

y | ‘ ft 

in 1983 of the intermediate Structure in all Trlty reorganized 

counties, 

The Texas County Superintendents Asm ciation through a 

survey of its membesship indicated that in some instances the 

county was not suthcie: tly adequate is an cffective intermediate 

unit and in such instan ‘es should be replaced by another and 
| 

larger one Sparsity o. population was the primary factor 

A workshop tor county superintendents in Oregon in 1952 

reported a number of conclusions regarding the Structure of 

the office."* They recognizec that the status of the intermediate 

superintendent in that state had been altered considerably as 

i result ot loc al district reor raniZation They concluded that 

they must look increasingly to the State legislature for the 

strengthening of the office 

A study ot the intermediate superintendency in New York, 

undertaken jointly by the State Association of District Super 

inte dents, the State Education Department, and the CPEA 

Middle Atlantic Region, included among its conclusions the 

existence of a continued need for an intermediate administra 

tive unit in that state and made a number of specific recom 

mendations tor its structure: 

i i 

intermediat listrict must take account of social 

j 
reauty of 1 community is of nore mp wtaner 
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| | } 
\lso included in the report Were specific suggestions tor organ 

vation, tor tunctions and duties, for hnancing, ind tor de 
| 

velopment 

\ seminar tor intermediate superintendents held at Syracuse 

(New York) in 1952 endeavored to clarify the emerging func 

tions and char wWeteristics of the superintendency ind their im 

plications for changing the administrative framework within 

which they work i Chis group concluded that five to 

ranized districts of moderate size (not defined) wou 

stitute an intermediate district of desi ible si7e Phe further 

concluded that the Compelencs ot individual intermediate 

superintendents Was a wreater factor 1n the development of 

etlective intermediate units than the structure of their office 

Recognizing that Varying conditions in different parts of the 

country would cause somewhat different patterns of inter 

mediate units to be developed, the 1950 Yearbook of the De 

partment of Rural Education, NEA, desertbed severs! general 

guides for the organizational structure 

stablished to 

of the educational 

educational ervice 

ducation should have taxin 

duc tional pProuramn ta supplement 



As indicated in most of the studies cited, the inteenmiediate 

unit has been greatly iffected by the increasing reorganizacjon 

ot low al school districts \ hil this has brought about a nee d 

for the reorientation of intermediate functions, the structural 

changes required have not yet come about fo any appreciable 

extent The results are strains in the interpersonal relations 

betw een intermediate and loc al district personnel, curtailment 

of certain functions in some states, and a high degree of stimu 

lation on the part of groups of intermediate superintendents 

CO CAAMING ther status and functions and recommend changes 

tor strengthening their position CO serve education. mate rela 

tionships between local school district organization and the 

structure of the intermediate unit are still in need oft careful 

study and clarification. 

Financins the I ducational Program 

Financial planning in terms of both ummediate and long 

range educational needs is ing reasingly necessary. Fiscal policy 

must be clear-cut and understood. Many of the old “rules-of 

thumb” are no longer applicable. All public service institu 

tions, including the public schools, must be sensitive to the 

relationship bet ween the level of expenditures and the quality 

ot their services. 

When the Public Education Finance Committee of the Na 

tional Citizens Commission for the Public Schools began in 

1950 to plan materials on finance appsor sate for lay under 



148 COMMUNITY SCHIOOL AND INTERMEDIATE UNTI 

standing, it became apparent that a summary of research find 

ines afr d of significant experiences was needed. The National 

Conterence of Professors of Educational Administration under 

took this project through 1 special COMMIT’ A few general 

conclusions included in the report ot this committee are indi 

cated here: 

j , 
ood publi chool re essentia ‘ torily functioning demo 

form of vovernment my that Mayor icy decisions must be made by 

| i) who tnust be 1 ( W 4 val i ear f to make sound 

| 
erous finaneral st Or lon will not sure satisfactory 

chools yood choo! ire not likely to by provided unless rdequat financial 

Lappe is 1 sured 

’ hinancial UpPpPoOrl is rot likely to be satisfactory unless (a) the people 

who yyuist upport th chools believe in the edug itional proxyram ind par 

ticipate im its formulation, ind (b) the entire program educational and 

} 
MNANC LAL, 1s based on the best evidence ind soundest concepts vailabl and 

i con tantly improved 1s the need ina opportunity for such improvement 

becornn ipparent 

Implications and recommendations for financing the educa 

tional program have been Ih luded in the reports ofa number 

of studies. The National Commission on School District Re 

Organization reported: 

The state should either provide ill the funds necessary to pay the cost of a 

iusfactory minoimum educational program or it should guarantee funds to 

supplement local resources to the extent necessary to maintain such a pro 

gram Some states have found it expedient to combine these two types ot 

hnancing 

Pointing out that many communities, especially in rural areas, 

do not have the financial resources necessary tO maintain an 

idequate program of educational opportunities, the Commis 

sion called for state support for schools on an equalization 

basis, .e., in inverse proportion to the local community’s 

ability to support a desirable educational program. 

Phe differences which exist among states and among com 
i : 

munities within any state in their ability to support education 

Problems and tones in Public School Finance 

onterence of Prof ors of Educational Adminis 
: : : ' , 

College, Columbia University 1952 
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Ire wreat. In review ing some of the Implications ot educational 

finance at the close of 1953, Morphet called attention to this 

situation: 

ites are Approx nately three tim i ible, ona per capita basis, 

upport education and other vovernmental services as others The differ 

mony districts in ability to Support schools in the small district states 

everal hundred to one; « in the large district states they are seven 

or more to one 

In his study of recently reorganized school districts, Fitz 

water discovered this wide range in the local ability of school 

districts to finance their educational program. Using the 

valuation of real property as a measure of tocal ability, and 

making allowances tor varying assessment practices, he re 

ported wide differences in per pupil valuations among both the 

districts and states included in the study. The median per 

pupil valuation in Hlinois, for example, was “more than eleven 

times greater than Minnesota's median, four times greater than 

the medians in Michigan and Missouri, and nearly three and 

one-half times that of New York.” The range of per pupil 

valuations amony the reorganized districts in the eight states 

included in the study were even greater. Of the 116 districts 

in} Hlinois for which data were reported, the ratio between the 

most and least able districts was 10 to 1. Differences were even 

in others oft the States, 

In addition to ability to support a program of education, 

one of the significant considerations ts cost. Costs vary widely. 

In rural areas where the transportation of pupils is required, 

a cost is added which communities not providing transporta 

tion do not have. For districts providing transportation, costs 

vary considerably depending upon the density of population, 

the type ot roads, and many other factors. One oft the studies 

which takes into account the necessary extra costs resulting 

from sparse population was made by Mclure.” He developed 
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a “sparsity correction factor” which was adopted and included 
in the recommendation of the Intermediate District Study in 

New York.”’ 

An analysis of financial ability for the support of education 
has recently been completed by Wakefield.” Selecting eight 

counties in four states which ranged from high-percentage 

rural to high-percentage urban, he related economic potential 

(as measured by the size ot the labor torce) to educational need 

(as measured by the school-age population). He found an 
inverse relationship between the size of the labor force and the 

school-age population (ages 5-17 inclusive) in the counties 

studied, i.e., when one is larger the other is smaller. The report 

also indicated a significant ratio for the size of the labor force 

to the degree of rurality with lower ratios in rural counties and 

states, ie., as the degree of rurality increased, the number of 

children also increased, but the size of the labor force de- 

creased—fewer persons working to support an educational 

program for more children. 

In his study of intermediate units in Indiana, Pound found 

wide cost differences and indicated population as one of the 

important factors.” He reported that counties with limited 

resident pupil populations spend three times as much per resi- 

dent pupil as do other counties with a larger pupil transporta- 

tion. 

Factors other than population often cause cost differentials. 

Inefficient districts and schools tend to result ina system which 

is relatively expensive. The study in Tompkins County (New 

York) reported excessive costs due to small classes." In spite 

of the fact that approximately half of the county had been 
‘ P | . 

reorganized, more than 25 percent of all classes in the rural 

high schools in the county had at the time of the study enroll- 

ments of fewer than 10 pupils. The report concluded that 

Morrison, J. Cayce, and others, op. cit 

wat Unpublished Study Columbus, Ohio: the Author, School-Com 

udy. Ohio State University, 1954 

on Rural Pducation 
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“some plan must be found to reduce the number of small classes 

or there is grave danger that some courses will be discontinued 

because of high cost.” 

While the reorganization of school districts often permits 

some reduction of high costs due to small classes, it does not 

offer a panacea for financial problems. Most reorganized school 

districts depend upon a system of pupil transportation and the 

cost of this service is in addition to the costs of the other 

aspects of the educational program. Often they depend upon 

the provision of new school-plant facilities. Fitzwater reported 

that 72.3 percent of the reorganized districts included in his 

study had either constructed new school buildings or had re- 

modeled Or enlarged one Or more of the existing school build- 

ings. The National Commission on School District Reorgan- 

ivation, in recommending that each state should establish 

budget provisions for the transportation service and assist its 

local units either in new building programs or in servicing the 

debt necessary to finance such programs, recommended: 

In providing funds for the general program or for transportation and 

buildings, the state should be sure that its method wl Apportionment does 

not place i penalty upon the reorganization of local school units. Not only 

should the State ivoid penalizing changes in school district structure; it 

should endeavor to place premiums and rewards upen proper reorganiza- 

tion 

The changing times create additional problems in finance 

which are becoming more clearly recognized. In his review of 

certain continuing financial problems, Morphet pointed out 

that in some communities the number of children to be edu- 

cated is increasing more rapidly than the resources of the com- 
munity. This fact is particularly true in communities where 

new housing des clopments have caused substantial population 

growth while as yet only limited business and industrial de- 

velopment has taken place. In addition, he reports, the de- 

mands for other BON ernmental services and the Costs for such 

Reorganized School Districts, Othee of Fdu 
ind Welfare, Bulletin 1995. No, 4. Wash 
Government Printing Othee, 195% p. $0 

ind 
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services are still INereasinyg, Phe competition for tax funds 

is likely to become more serious and to continue so for some 

time. 

Obtainine Need d Li vislation 

Although most examinations of educational structure have 

indicated some inadequacies and have recommended changes in 

the legal framework within which community schools and 

intermediate units function, specific legislative programs or 

the establishment of principles to guide legislative development 

have seldom been included. In only a few instances has legisla- 

tive action been proposed as an outgrowth of a particular study 

or project. The single case reported here 18 illustrative. 

Phroughout the Intermediate District Study in New York 

a strong conviction was held by all those participating that, if 

and when the final conclusions were suggested to the state legis- 

lature for enactment into law, they would insist that the accept 

ance of such legislation for use in anv given community should 

be entirely on an optional basis. This recommendation for 

bermissive legislation was included in the tinal report of the 

study"! and incorporated into the legislation adopted.” The 

law provides considerable freedom of action on the part of each 

new intermediate district established as regards providing edu- 

cational services. The intermediate district board may contract 

for any or all services with a nearby city or village; it may 

contract with one or more of the constituent districts for any 

or all Services; or it may establish an area school or schools. 

The flexibility provided in the law was developed from the find 

ings of a particular part of the total study that probably no 
7 - : ° 86 

Onc method at providing Services would always be preferred.® 

A study completed by Wakefield explored the possibilities of 

developing broad understanding of the emerging concept of 

the intermediate unit through adapting the medium of mass 

communication known as picture continuity—a technique tor 

“Morrison, J ce, and other op, cil 

Method ft Implementing the Educational Program in Different Inter 

Intermediate Dastrict in New YorkR Stat Special Studu Bulletin 

York State Education Department, 1948. p. 43-78 



CURRENT STUDIES 153 

presenting ideas through a series of reiated pictures.”’ The de- 

velopment of general understanding will, of course, be neces- 

sary for really effective operation. Legislative understanding 

will be necessary for appropriate modifications of the inter- 

mediate unit structure. 

Changes in the administrative structure is ultimately the re- 

sponsibility of the state legislature. Whether school organiza- 

tion is revised through mandate or through permissive legisla- 

tion often reflects the basic philosophy of future operation. 

The degree to which the legislature participates in developing 

changes which will provide community schools and interme- 

diate units adequate to meet present and developing educational 

needs might also have some long range significance. The 

frequent tendency of legislators not to separate support and 

control of education handicaps educational improvement in the 

area where it counts most——the local community. 

IMPROVING THE CURRICULUM AND INSTRUCTION 

An adequate program of education in rural areas must serve 
a wide range of needs. It must reach those in remote and 

isolated areas as well as those in larger towns and villages. It 
must serve equally well those who will spend their lives in the 

communities in which they were born and those who must seek 

occupational opportunity in cities or other areas. 

Extensive research in the way children grow and develop 

and in the way they learn has given many teachers and school 
administrators the task of gaining new knowledge and greater 

understanding. More and more school systems have tried to 

establish programs that really’ help children learn to live better. 
The number of clinics, workshops, institutes, and other types 

of inservice improvement programs is increasing. Teaching 

generally is of higher quality than it has ever been. 

Some of the findings of a few recent studies which deal with 

more adequate curricular offerings and better teaching methods 

are reported briefly in this summary. The particular studies 

Wakefield. bloward lun Picture Continuity To Diffuse Ideas about a Major Func 

tion of the Intermediate Superinten lency Doctor's thesis New York Teachers College, 

Columbia University, 1953 (Typewritten) 
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ind the areas included are limited to those which have a definite 

relationship to the development of community schools and 
intermediate units and their interrelations. Only these aspects 

of the studies are identified. 

Better Teachers and Teaching 

The teacher is to a large extent the key to the quality of 

education. Good schools have good teachers; they cannot be 
good if teachers are inferior. There is some evidence to indicate 

that good community schools and effective intermediate units 

can through their cooperative efforts improve both the com- 
petence of their teachers and their service to their community. 

One of the measures of performance is the teacher’s degree of 

satisfaction with the job. A recent study by Grimm in Illinois 
surveyed the opinions of a number of teachers in 30 Illinois 
counties.”” All of the teachers included had formerly taught in 

One-room or small village schools and were at the time of the 

study employed in community unit districts. The median total 
years of teaching experience of the teachers surveyed was 23. 

Considerable advantage in favor of the community unit was 

shown in terms of better salary opportunities, more helpful 
supervision, and opportunity for professional advancement and 
growth. Although the teachers indicated new problems such 
as transportation, crowded classes, and difficulties in communi- 

cation and public relations, they also reported (in their opinion) 

better curricular offerings, better school buildings and environ- 

ment, and much more adequate instructional supplies and 

equipment. The teaching of fundamental subjects (reading, 
writing, arithmetic, spelling, language) was believed by 76 per- 

cent to be better in the community unit districts than had 

been the case in the smaller schools. 

In his study of reorganized school districts, Fitzwater re- 

ported that the college preparation of teachers employed in 
the area before and after reorganization was one of the most 

widespread of all the educational changes revealed in the entire 

“Grimm, Lester R ‘Teachers Prefer Community Units.” Ulinois Education 41: $6-57; 

October 1952 
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study.” (It might be assumed that this resulted from higher 
standards for employment.) Of the districts reporting, 88.2 

percent had a teaching staff with a higher level of college 

preparation than that held by the teachers employed by the old 

districts at the time of reorganization, This increase in the 

amount of college preparation of teachers in the reorganized 

districts was shown in each of the eight states included in the 

study. 

An evaluation of an inservice education program provided 

by the intermediate unit in Douglas County (Nebraska) is 

somewhat unique from most studies of its kind in that many 

of the rural elementary teachers participating in the program 

had little college preparation, and were generally young teachers 

with limited teaching experience.” The program evaluated 

had been operating for six vears and included a variety of 

activities: teachers meetings, study groups, institutes, and work- 

shops; college credit classes; classroom visitation by a helping 

teacher: individual conferences; demonstration teaching; and 

professional materials and bulletins. Teachers met together 

frequently in both small and large groups. One of the signifi- 

cant findings was that the particular inservice activities re- 

garded most helpful by younger teachers differed somewhat 
from those considered most helpful by more experienced 
teachers. Teacher rating of the effectiveness of the different 

types of activities also varied with the number of years of col- 

lege preparation. 

Substantial percentages of all teachers reported improvement 

in each of the nine major areas covered by the program. The 
teachers’ appraisal of the program revealed most value when 

they understood the purposes to be achieved. The study con- 

cluded that teacher improvement was in direct proportion to 

the interest and enthusiasm of the administrators and super- 

VISOFS. 

A study in Pennsylvania reported by Prestwood concluded 
that the school administrator should encourage his staff to grow 

” Ficvwater, C. O h cil 

Sollenberger, Lucill Evaluation of In-Service Education of Douglas County Master's 

thesis Omaha, Nebr University of Omaha, 19513 (Typewritten) 
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protessionally by setting an excellent example." He must find 
time to improve his own professional competence. 

Ey panding and Improving the Curriculum 

Che limitations of educational programs provided in many 

rural schools tends to place the children of these districts at a 

serious disadvantage. Numerous studies and school surveys 

have pointed up specific services needed but not provided. 

Some of the implications of these curricular shortcomings are 

included in the reports of studies in earlier sections of this 

chapter. 

Che study made in Tompkins County (New York) called 

attention to the fact that the rural high schools in that county 

offered so few programs of a vocational nature that rural youth 

had lictle opportunity to become familiar with a variety of 

vocational fields.” Comparing these rural schools with the 

one city school system in the county, the study reported that 

60 percent of the pupils who enroll in the four smallest rural 
high schools in the area leave school before graduation, 37 per- 

cent in the four largest rural high schools, and 33 percent in 

the city schools. The study concluded that the desire of youth 
to stay in school is influenced by the school’s ability to meet 

VOC athe nal needs. 

A comprehensive study of those who drop out of school be- 

fore graduation has recently been completed in Kentucky and 

a number of curricular implications reported.” The early 

school leavers included in the study were reanested to indicate 

changes in their local school program which might have pro- 

longed their enrollment in the secondary school. While the 

reason most frequently given for leaving school was “Preferred 

work to school,” the two changes most frequently suggested 

were the provision of work experience and the desire for spe- 

cific vocational instruction. Business subjects (which included 

f the District Superintendent of Schools in’ Pennsyl 

lea ' ( lhe ( lumbia tlm rsity 

Rural Education, op. cit 

| Jvarers im Kentucky Bulletin « he Bureau of 

ition, University of Kentucky 9 78 p. 
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typing, shorthand, bookkeeping, office machines, accounting, 

and salesmanship) were listed by 45 percent as the subject or 

type of training most needed or desired since leaving school and 

which Were not obtainable while they were enrolled. 

Another study reported by Miller pointed out that business 

subjects were listed by more than 9000 Virginia graduates and 

early school leavers and more than 1500 business and industrial 

employers as the leading response in what they considered the 

“fundamentals” of public secondary education."' Included 

among the recommendations of the Kentucky study were the 

following: 

1. Local school systems should provide the services of one full-time trainer 

counselor to each $00 pupils 

>. The school curriculum should be diversified in order to provide expe 

riences that meet the general ind special needs, interests, ind abilities of 

ll pupils 
5. The xtracurricular program should be extended to provide 

experiences tor vl] pupils 

4 \ work experience program related to the needs ot the pupil, business 

and the lon i COMMUNILY should b« organized mn those communities in which 

such a program is feasible. 

Most of the reorganized school districts included in the study 

by Fitzwater had either added new courses and instructional 

services or had definite plans to do so." Analyzing the courses 

added in terms of enrollment, the study reports that the range 
of courses added by schools in the different size-groups did not 

vary as greatly as might have been expected. Except for 

specialized shop courses and diversified occupations programs 
reported by some of the larger districts, courses in all of the 

subject fields included were reported by one or more smaller 

districts. The most common additions by the smaller dis- 

tricts, however, were in the fields of homemaking and indus- 

trial arts as compared to the larger districts where courses or 

complete programs were added in other subject fields such as 

commercial or business, physical education, driver education, 

music, and art. 

Virginia.” School Life 44:94; 
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The use of community resources in the curricular program 
ag “. 46 was explored by a group of county superintendents in Ohio. 

They recommended that (a) lay persons should be encouraged 

to lend time and talents to advising on phases of the school 

program, and (b) efforts should be made to integrate the edu- 

cational program with the established institutions in the com- 

munities—helping to build community schools. Similar recom 

mendations grew out of a study in Pennsylvania as school super- 

intendents considered how community resources might be used 

not only to enrich the educational program itself but also to 

promote citizens’ interest in their schools.’ Emphasizing the 
interrelationship of school and community, the study described 

how objectives of improved relations might be reached through 

such activities as work experience prograrns, Creative programs 

of adult education, and followup and placement services. 

F\ panding Educational Services 

Part of the emphasis of the studies reported in this section 

is on particular educational services, but attention is also given 

to! how these services might be provided. 

Numerous studies, surveys, and empirical observations have 

pointed up the smallness of most schools and the limitations 

of their resources. The increasing complexity of our technical 

civilization has created new social problems (migratory work- 

ers, mobility, occupational specialization, etc.) and has accented 

others which previously had not been considered sufficiently 

serious to warrant organized attention (unemployables, delin- 

quents, etc.). Schools have undertaken the meeting of certain 

of these problems, but many small schools are very inadequate 
for the task. Even after consolidations and reorganizations, 

many community schools are not equipped to provide special 

educational services for handicapped children where these are 

needed, adequate school health services, guidance and counsel- 

ing, psychological and psychiatric services, vocational educa- 

st, Joseph § 1 Study of the Firt Obi County Superintendents’ Workshop. Master's 

Columbus, Ohio: Ohio State University, 19 (Typewritten) 

"Haring, Roy J The Role of 1 Superinten lent in the Interrelationship of School 

und Community New York: Bureau of Publications, Teachers College, Columbia Univer- 
64 $? p 
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tion, adult education, and the many other services needed for 

a comprehensive program of education. A number of recent 

studies have sought to determine how these services might be 

provided, particularly in smaller communities and rural areas. 

Several of the studies reported in the section on Reorganiza 

tion of Intermediate Units include conclusions and recom- 

mendations regarding the provision of particular services. The 
law passed by the New York Legislature in 1948, an outgrowth 

of the Intermediate District Study and permitting the reorgan 

ization of intermediate units, indicated that certain specified 

services could and should be provided to constituent school 

districts—the education of handicapped children, industrial 
education, adult education, supervision, the administration of 

attendance, and the administration of transportation.” A later 

study of the District Superintendency in New York describes 

five functions of the intermediate unit—aday tation, general 

consultant, coordination, special cooperative services, and ad 

ministrative procedures.” The function of “special coopera 

tive services” is defined specifically as curricular related services 
which enrich local community school programs. Since the 

philosophy of service was dominant throughout the study, the 

other functions are also primarily xirvices——both to com 

munities and community schools. 

In Pennsylvania during 1952-53 18 area meetings were held 

at which lay and professional persons exchanged views about 

the intermediate unit—its potentialities, its values, the existing 

needs, and ways of working to strengthen it. From these dis 

cussions, a series of pamphlets was developed to describe actual 

and needed services and suggest ways for implementing and 

improving programs. The titles of the first four pamphlets 

in this series indicate the concerns: 

1. Providing Improved Educational Opportunities for Rural and Sub 

urban Children and Physically and Mentally Handicapped Children Through 

County Boards of Schoo! Directors 

2, Has the Time Come for a Further Reorganization of the County 

Superintendency in. Pennsylvania? 

“TLaus of New York op. cit 

*BRucll, W. RR. chairman, op. cit 
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Consultant and for the Corrective Spr 

monty Superintendents’ Offices 

The four states ot the Pacifie Northwest (Idaho, Montana, 

Oregon, \ ashington) have joined ettorts in looking at the 

broader problems of prov iding services. The following recom 

mendations tor a proposed action program grew out of work 

shop deliberations in Oregon: 
; te 

[he establishment of a county ervice fund or i Verage daily at 

dan V bass ymmewhat after the P ttern of the pres tlifornia County 

bund 

The enactment of COOPET ATIVE very 1Ce legislate n, permitting local di 

0 upport led ervi ; cooperatively 

litional rs earch ind study mito the effectivenes of phases ot the 

cry is proxram 

In West Virginia, a rather extensive study of the county- 

unit is underway and current progress reports show that certain 

of the service functions appear to be more effective on a 

county-wide basis."' The study also directs attention to the 

school-community concept and to the importance of public 

interest in, and understanding of, education. Reports have not 

yet indicated attempts to reconcile these conflicting factors 

local interest and wider Operation, 

In many states, groups and state associations of county and 

intermediate superintendents have been exploring the pos- 

sibilities of providing needed educational services to their con 

stituent Community schools services which cannot be pro 

vided economically or effectively by the communities alone. 

Some of these efforts are as yet not more than informal inquiry, 

however enthusiastically undertaken. Some are organized 

studies, The findings of the studies which have been made 

indicate that the intermediate superintendency is in stare of 

transition. Many of its newer operations are only beginning 

to emerge. It is somewnat difhcult to characterize, a fact 

which may, in large part, explain the great interest the office 

is generating. Both in 1952 and 1953 the programs of the 

Marshall College, 1952 
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national conference of the Division of County and Rural Area 

Superintendents of the Department of Rural Education, NEA, 

have been devoted to developing an understanding of the 

changing role of the intermediate unit. The primary emphasis 

of these conference programs, of the various state studies, and 

of the less formal! explorations is that of assisting local com 

munity schools by making available those educational services 

which otherwise are not likely to be provided. Much progress 

has been made during the past few years. More and more 

intermediate superintendents are finding ways to develop the 

educational services desired by constituent districts, despite the 

often severe limitations in resources and personnel and the im 

pediments of the legal structure within which they function.” 

In all regions where the intermediate unit exists, superintend 

ents are building on the patterns which exist, developing what 

they have. This is significant; the various patterns of develop 

ment are increasinely providing experience which can give 

guidance to further achievement. 

Studies which might be helpful in establishing desirable stand- 

ards for each of the various educational services which should 

be available for every school are yet to be undert-ken. Expe 

rience in providing many of the possible services 1s very limited, 

and reports of this limited experience are not generally avail 

able Only recently have studies been undertaken which con 

sider the intermediate unit as a possible source of services to 

community schools. This relationship might be illustrated by 

citing a few recent studies which concern a partic ular educa 

tional Service. 

One of the educational services which seems to huid great 

promise for the future of rural schools is chat of instructional 

SUPCs visiON, A study by Vuannatter re emphasizes tne belief 

that to be most valuable, provision must be made to furnish 

and administer supervisory services (a) at a level close to the 

teachers on the job, (b) in keeping with the needs of the area 

served, and (¢) in a manner designed especially for the par- 

namber of examples of current programs of educational services are included in 
: ££. end’ 9 The Texas County Superintendents’ Association is now collecting 

ful incermediat*-level practices carried on in 30 different states, and will 

sules later in 1954 
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tic ular COMMUNITY To measure the adequacy of direct su 

pervision for t¢ ichers, the study involved a nation wide Survey 

which included an appr isal of the number of supervisors em 

ployed as well as the corre ponding oumber of. teachers and 

4 hools for w hic ly cle h W Als responst’dle. Dat 1 were see ured for 

428 (71.2 percent oi ll) county or other intermediate units 

having rural areas. Only 38.6 percent employed persons could 

definitely be classified AS instruc tional supervisors available to 

rural teachers In some cases their help was likewise given to 

nonrural schools Intcermediat units providing supervisory 

ervice had an average of 2.1 ervisors, although 61.4 per 

cent had none. Regional dit.erences were reported both in 

terms of the provision of supervision and in the number of 

teachers for whom a supervisor had responsibility. The Jeanes 

Teachers, for example, have by administrative policy been con 

sidered too heavily burdened when the count of teachers supe! 

vised went above the 40 mark: 30 has been held to be a more 

satisfactory number In 40 states the study reported that a 

typical elementary -school supervisor s load was 84.7 teachers 

in 27.5 schools. The study indicated (a) the need to determine 

the objectives of rural supervision in terms of meeting com 

munity needs, and (b) the mportance of intermediate unit 

leadership as the key to progress in the promotion and success 

of rural supervision. 

wi study by Farley included an evaluation of the supervisory 

services available to rural elementary 4 hools in Nebraska ” 

Nebraska had 6268 school districts in 1953. The study re 

ported that rural elementary teachers in Nebraska are permit 

ted to secure regular teac hing certificates without any college 

training and that individuals serving as elementary supervisors 

in rural areas are required to have at least two years of college 

education, Supervisory services must, therefore, give consid 

eration to raising the professional status of both teachers and 

supervisors Pointing out that instructional supervision could 

1 Study of the Organization and Administration of the Super 
Rural Teachers in the United States Doctor's thesis. New 

dumbia University, 1952 

Study of Rural Supervisory Services for Elementary Schools in 

ed Program for Improvement of Supervision Dector’s thesis 

Nebraska, 1953 
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be more adequately provided if consideration were given to 

reorganization of responsibilities, reorganization of school dis 

tricts, and provisions for cooperative ICtIVITICS with teacher 

education MNStiItUlions, thi study concluded that some Ne 

braska counties were too large to provide adequate supervision 

under prevailing conditions while others were too small to en- 

courage and maintain a well-planned supervisory program. A 

suggested program for rural schools was developed as a part 

of the study. 

Che findings of this study in Nebraska are closely associated 

with that of Sollenbs rye previously reported,” The latter 

was confined to an appraisal of the inservice education pro- 

gram of one Nebraska county (Douglas County). 

The absence of definitive studies concerning the provision 

ot specific educational services makes necessary the wide range 

of experimentation evident in. the experiences reported in 

Chapters 3, 4 and 5. This experimentation 1s desirable. How 

ever, it will be important that studies be undertaken to deter- 

mine the desirable nature and scope of each of the particular 

services needed and to establish desirable standards to guide 

in the provision of programs. Attention must also be given 

to how these educational services can be provided. Since the 

needs of children and communities exist regardless of the ad- 

ministrative organization of the schools, programs of educa- 

tional services to small communities and rural areas will to a 

large extent depend upon an effective means of providing 

them. Encouraging, indeed, is the increasing experience. 

IMPROVING EDUCATIONAL LEADERSHIP 

Educational leadership involves many people; it frequently 

shifts from individual to individual. It involves pupils, 

parents, teachers, administrators, members of boards of edu- 

cation and of state education departments, and many others. 

In particular, it involves those who have some responsibility 
for carrying out the functions of the educational program. 

This summary has been limited to focus upon administra- 
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tive leadership only. Many findings of the studies reported 

have application to leadership im its broadest scnse, however. 

The basis upon which the studies reported were selected as 

illustrative of thi area has been that the quality of adminis 

trative leadership in education is not so much determined by 

the or ganizational structure as it is by its sensitivity to chang 

Ing needs, its ability to bring about social change, and its re 

lations to both the community and the profession asa whole. 

Thy Leadership bane fion 

The functions of educational administration have been 

given a great deal of attention in recent years in almost every 

section of the country and by Various groups on a national 

basis. Much of this attention has followed a pattern of studies 

ot the present duties of administrators in an effort to discover 

clues as to proper functions and responsibilities the “proper” 

ones often presumed to be those the majority are performing, 

though ina number of instances projections of “what ought 

to be” have been considered. One of the ever present func- 

tions. however difficult it has been to identify, has been that 

of leadership. 

Che dependence of any state sy°tem of education upon de 

centralized leadership has long been recognized, As was 

stated by the National Council of Chief State School Officers, 

state leadership, however good, can accomplish little unless 

there is a chain of leadership reaching into every community 

ind every classroom.” 

Defining leadership as an interplay among persons in such 

1 way that common direction is given to their efforts, the 

National Conference of Professors of Educational Admin 

istration unde rtook a study of the im plic ations of leadership 

in the preparation of school administrators.’ 

An analysis of the elements of what is termed “democratic 

leadership,” with particular emphasis upon the rural educa 

i Office: Annual Meeting of the ouncil held 

nal Administration Educational Leaders 

the Second Work Conference Madison, 

Columbia University 1948 ie 
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tional leader, was made by Butterworth and Dawson. Dhey 

reported the problems ot educational leader hip im a com 

munity as follow ia £24 3 know what cduc iwion can do to 

. o | | ] | 

improve the quatity of living, (b Li isualize the pecine 

elements in a program that will enable a school to do what it 

ought, tc} to seek thi contribution from as many as possible 

ot the thought ful me mbers of the Community mn dex iding upon 

1 wise Course Of action, and (d) to yet the community as a 

whole to accept the course Of action that Cems Most promis 

Ing ind to participate mn making it effective 

| his process ot demvc ratte leader hip with spec jal refi rence 

tO COUNTY superintendents was discussed in the 1950 Yearbook 

of the Department of Rural Education.” <A’ great deal of 

emphasis Was given in this report to the process and the need 

for administrators to understand the functioning of groups. 

It was indicated that basic to good group dynamics is com 

munication which precedes, is a part of, and follows group 

whion The report concluded that the superintendent who 

fills this role of educational leader works with pupils and 

parents, teachers and trustees, committees and communities. 

He helps these ZroOups evolve the organizational devices that 

will make possible the effective and efficient solution of prob 

lems. His leadership brings about better education for chil 

dren and youth, better understanding of and participation in 

the educational program by citizens of the community, and 

better morale 

A recent study in Pennsylvania attempted to discover the 

nature of the job of administrators in communities with popu 

lations over 5000. This study, like many others based upon 

empirical observation, was carricd on by a series of intervis- 

itations among the school systems. The teams of observers 

were made up of superintendents, principals, teachers, school 

nd Dawson, Howard A * Modern Rural 

1982 Chapter 18 

“‘Democrati eadershyy nm ‘ County 

United Stati Ye rT r ‘ hington ( 

nal Pducatwor boscnciat 50, Chapte t 5.100 



166 COMMUNITY SCHIOOI AND INTERMEDIATE UNIT board members, and citizens, The report of the study which identifies problems and issues Confronting school administra tors in the many aspects of administration and reports suc- cessful Practices also ing ludes a number of specific suggestions regarding leadership responsibilities 
Most studies of educational leadership have recognized dis tinctions between the ase ribed or positional role and the real or actual role of the administrator. The study by Ingraham Of the Present practites of COUNTY superintendents in ¢ alifor- nia with relation tO their legal role (as de fined by the educa tion code of that state) reported wide variations.” He at tributes this development of differing Practices, in spite of the single code of law ipplic ible to all COUNTICS, In large part to the leadership ability and individual Philosophy ot county superintendents. 

Chis distinction between ascribed and actual roles IS per- haps most evident in studies of the functions and duties of intermediate administrators For many this Position is re garded as an “office” and this has importance, prestige, politi cal y ilue, and Professional standing. Even in such Instances, however. the idministr itor often lacks power to discharge the responsibilities ase ribed tO him Vhis Was quite clearly indi cated by Pound in hj. study of the county superintendency in Indiana.” He reported that in that state the county super- intendent has few powers although many responsibilities are delegated tO or expected of him, He must therefore rely al most entirely upon his Powers of persuasion to satisfactorily discharge thes responsibilities Except for his ‘authority as an appeal igent in adjudic iting matters between constituent districts and their citizens and as a liaison officer for the State Department of Public Instruc tion, he has no real power over the ofhicers and s« hools in the lon al administrative units in his ounty. Nevertheless. the study concludes that, in spite of this difficult idministrative and Supervisory position, county superintendents through their efforts to supplement and en- rich the educ ational Programs of schools are emerging to a position of real educ ational leadership. 

graham Roland | op. cit 
Pound, ¢ larence A Op. cit 
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The Study of the District Superintendency in New York, 
in identifying five distinct functions of the intermediate super- 

intendent, reported the leadership function as an important 

part of each function.” The need for leadership was par- 
ticularly evident in the function termed “adaptation’’—assist- 

ing people to bring about changes and improvements in their 

schools. The study pointed out the relationship of educa- 

tional administration and the people in the community. It 

concluded that the process of continuously developing and 

stimulating ideas is far more effective and constructive in its 

results than Wailing until there is need to instigate discussions 

that have to muster public opinion. A second function hav- 

ing many leadership implications was that of “coordination.” 

The design for the study was limited to an analysis of the 
functions of intermediate superintendents, and the function 

of coordination was limited to activities between the state 

education department and local school districts. Leadership is 

also needed to coordinate (a) the efforts of the many groups 
and agencies in a Community with those of the schools, and 

(b) the efforts of groups within a school system toward com 

mon objectives. Leadership aspects were also present in each 

of the other functions outlined general supervision, special 

Cooperative services, and administrative procedures. 

A workshop group of county superintendents in Montana 

compiled a detailed list of specific duties and responsibilities 

which their report related to curriculum, business, administra 

tion, and auxiliary services.”* They included the leadership 

function of coordination by listing among their activities (a) 

coordinating the rural and urban elements within the county, 

and (b) coordinating the school program with other agencies, 

both public and private loc al, State, and federal. 

A different approach to educational leadership has been 

made by a study which attempted a “3-D” analysis of what was 
26% 

termed the “superintendency of education.’ Three groups 

Ld 
Davies, Daniel } CPEA Reports to the Profession on—A Developing Concept of the 

Superintendency o ‘ New York: Bureau of Publications, Teachers College, Colum 

bia University 
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ot rel ited elements im luded in this analy Sis the job, the man 

in the job, and the social setting in which both the job and 

the man must function were described and their interrela- 

tionships thus indicated. The study developed each of these 

elements in relation to the three dimensions—the nature of 

the tasks to be performed, the process through which they 

might be accomplished, and the relationship of time Of sé 

quence Although reaction to this approach i not yet avail- 

able, it iS a UnIque approach to administrative leadership in 

the ense that it 4 neither wholly ibstract nor descriptive. Its 

objective appears to be a development and definition of con 

cepts without the need for isolating them or removing them 

from their context. 

Selection and Oualifie ation of Administrators 

The ultimate success of any program regardless of admin 

istrative structure, is dependent upon the professional staff 

employed to Carry out it functions. Che quality and eff- 

cieney of the work will be equiy alent to the total of skilled 

performance of the staff Without trained and competent 

personne! the program Cannot hope to reach the objectives 

desired. The importance of competency on the part of the 

y4 hool idmunistrator is immediately obvious. 

[he purpose here is to report a few recent studies which 

have been concerned with the qualifications of administrators 

ind the method u ed in their selection. It should be pointed 

out that the studies included concern both the administrators 

of community schools ind intermediate units, although this 

creates some difheulty in reporting as regards the method of 

selection-—almost all community school administrators are ap 

pointed by boards of education but very frequently interme 

diate administrators are elected by some form of popular vote. 

The elective method of selection often, ilthough by no means 

ilways, has a direct relationship to the level of qualifications 

that can be expected. 

A study in Alabama included the problem of selection and 

concluded that the appointive method usually results in a better 
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school iystem than thi ele tive method ’ Among the reasons 

reported were: 

An even more recent vey of conditions in Florida re 

i a7 

ported CONCUSSION similar to those of the Alabama study. 

In thi mstanes quality ition requirement: under the ele Live 

system were reported d virtually nonexistent, 

Che recommendation most commonly reported from studies 

of the : is of administrators of both community schools 

and intermediate units ind in examination of their qualifi 1 

tions lars tenure ind method of selection ha: been for the 

gener il upper iding yy requirement In one instance the con 

Wa read hed that the Competence ot individual super 

tiv quality ot the edu itional program more 

| 

ural framework within which they function 

efforts have been made to upgrade the cer 

tification equirement for intermediate uperintendents In 

1 few instance t} ha been don Inger tham 5 study ify ( ili 

fornia emphasized the fact that county superintendents in 
| | | 

that ire required to hold the highe { credentia} offered 

by } ‘ it nad that the U ( ircmenet ce pit thy cles tive } 

on ills tr ined id 

Hitz an Lic ited that 
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legislative action would be necessary to raise the standards of 
70 

the ofthe oft the county uperintendent in Minnesota 

\ survey of the requirements for qualification, the method 

of sele tion, and the term of office of county or other rural 

irea superintendents was rzported in the 1950 Yearbook of 

the Department of Rural Education."’ Although the level of 

requirements ranged widely, both in the mount of profes 

sional preparation and the number of years of experience in 

educ ition the Zener il level was m irkedly high r than had been 

reported in earlier studies.” 

A rather detailed urvey of the qualifi tions, salary, selec 

tion und tenure of office of county supe rintendent in Indiana 

im luded ny thr study bys Pound He reported that 80 

90 county superintendents during 1951-52 had 

inced degree Their median innual salary had been 

increased from 1933 to 1952 substantially more than could be 

expected because of changing economic conditions, although 

thes receive only about half the mount of the expense of 

necessary travel. According to the judgments of incum 

ounty uperintendent partisan politics was considered 

in important factor in the se lection ind retention of country 

uperintendents in Indiana. The median years of tenure for all 

county superint ndent however, was found to be 8 and their 

mediat years of ervice im educ ition was 30 The primary 

ven as to why county uperimnte ndents leave their posi 

is “change im county board of educ iticn politics.’ 

Phe tudy con ud d that in training, experience, ind tenure 

of office, counts uperints ndent » Compare i iorably with other 

chool administrators in Indiana There was also sufficient evi 

ce to cone lude that COUNTY boards of educ ition do not t ike 

Ve mn filling 1 Vacancy in their uperintendenc¢ y 

Minne 
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County boards, it Was reported, do not act as units in seeking 

ipplic ints to fill vacancies when they occur Instead, either 

individual board members initiate action or action Is initiated 

| y pro pective ipplic int \\ ith in lis dual board members 

A number of professional groups have recently indicated 

: great deal of concern regarding the supply ind demand, 

qualiti ition certincation ind tenure of chool idminis 

trator: In many tates the supply ot person: holding idmin 

istrator’s credentials is many times the number of Positions 

This situation ippears to have at ne ncy to cause the applic l 

tions of many more « indidat } when 1 vacancy occul’&s than a 

board ot education Can por \ consider ind to shorten the 

tenure of administrators 

At its last meeting, the National Conference of Professors 

ot Padus itional Admini tration est iblished a pecial committee 

to organize a Cooperative study ot the nature ind effect of 

tate requirement fot the selection preparation, ind induc 

tion of school administrators. '- Recommendations regard 

desit ib] qualifie ition ind certincation requirements tor 

types of school administrators can be expected 

The evidence eems to indicate that educational leadership, 

at least to the extent that it can be me asured by the amount of 

professional preparation and experience required of adminis 

trators, has been improving But competency cannot be 

measured in these terms alone. Wholesome personality, non 

judgmental ind objec tive ittitudes ibout human behavior, and 

1 incere concern for the best educ imion obtainable all are 

is important to good performances as are the actual profes 

onal tr uning and acquisition of tested techniques in carrying 

the specif ob There 16S SOTTHE evidence that institutions 

preparing idministrators will mcrea ingly provide for these 

conside rations in their programs ot protes ional preparation 

Inservice Improvement of Administrators 

The idministrative leadership which will be available to 

| 

erve both cCOomMmmMuNnity schools ind intermediate units in the 
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years immediately ahead must, to a large extent, come from 

those who are now in these or comparable positions and those 

who are now preparing for such position Like workers at 

iny job or prote sionals mn what ver th if pra tice tea hers 

ind school idministr tors improve thy if abilities through cx 

perience Phis 1s generally recognized ind 1% reflected int the 

desire ol school boards to employ persons with experience 

whenever possible But be« au the cx perience of any one in 

dividual can include only l small part of the ranyze of possible 

experiences, and be« 1us the body ot educ itional underst ind 

ings 1S SO great that programs of preparation which cover two 

four. SIX, SCVCN, Or even more Years Can im lude only i limited 

mount, more ind more ittention hat been given in recent 

years to organized programs of prov ional improvement for 

persons who are employed, who are “on the job.” Usually 

referred fo as inservice program thi nature of specify wtivi 

ties varies from the very informal to additional prote: ional 

preparation of the most formal ty 

Mur h ot thi in Vice improve : 2 wari edu itional 

idmini trators is « irried on thre nh conte V¢ linvye work 

shop ind other ty pe OT work yrou es ire ner isingly 

evident on a county, state regional " onal ba i" Many 

ire ponsored ind conducted } Tf ( sional oOcimtions or 

ubgroups of thos issociation ’ of cours be im 

possible to identify all such aetiviti f part ilar signifi 

cane fo thy ir ! Vv ith whic hy t} ! hye cle oted how 

| distinct types ¥ The first 

west i the AVnnual onvention of thie Amer 

School Administrators.’ Although this 

convention meets on a regional basis every third year under 

present Operating policy i 4 primarily i national mecting 

Another important group which meets on a national basis is 

the National Conference of County and Rural Area Superin 

tendent: \ reported el ewhere j th chapter thi group 
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six to eight weeks involved in a regular summer program, there 
is an increasing tendency for institutions to organize work 

shops and clini $ for a two, three, or four weck period. This 

response on the part of imstitutions to changing demands 1S 

indeed encouraging 

A study ot + he county superintendency in New Jersey made 

i notable contribution to the idea of inservice growth.” It 

recommended the establishment of a program of internship 
for idministrators prior to the tim hey assume the responsibil 

ity of an intermediate uperintendent The internship, now 

pre iding if ipidly in other reas of public edu ition, 1s of value 

to the changing concept of the intermediate unit If interns 

could be issigned to the most outstanding intermediate or 

ganizations, this type of activity would multiply the influence 

of sound intermediate administration and give a stronger im 

petus to the kinds of uNniquene which characterize the inter 

mi fiate uperintendens \ 

A work hop group of ¢ Ihio County uperintendent: re ported 

mber of recommendation ill of which indicated encour 

Among them are some which are distinctly 

mprovement: 

n the 

county 

National ( onterencs of Pro 

tration ha been concerned with 

onal de velopment of ichool idminis 

preparing a report 

promising imservice prac 
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\ series of organized investigations of various related ispects 

of idmini trative if J lership have be en ¢ irried on ina manner 

involving both uperintendents of schools and university 

roup | ; group have been Con idering concept ind 

functior job of UpPe7 ite ndent , recruitment and selec 

tion of qualified per onnel for training in educ itional idmin 

istration; ba ‘ protes ional preparation oft « indidates in chool 

1 {mini tration continued professional at ve lopment of super 

intendents; structure, organization, and cost programs of pre 

yal «inser ‘ education fort chool executives Prog 

| t report from T “profe ional educ ition development | } 

il] undoubtedly have an impact on programs for de 

oping administrative leadership in education Although 

Ww reports are considered to be only tentative, they represent 

1 simultaneou ipproag h to many aspects of developing admin 

istrative competence A report by Neagley points out the 

need for local school systems, state education departments, and 

prot ional schools to assume some joint responsibility for a 

provram of recruitment ind selection of school idministra 

Among the numerous research projects suggested in 

report l al ry to provide evidence on certain hypoth 

indi ited in cxamination th suggestion that the 

patterns form the s from which leadership 

of college preparation programs for school ad 

report by Fisk indicates an increased a tivity in 

the ippras i} of curricular offerings and requirements and in 

idapt ition ~ program make them better suited to the 

Another report explores in considerable 

of thi idapt wions i whic h Ss veral universities have 

tablished experimental programs—an internship in 
' 

idmini tration 

ram: in Fduca 

Columbia 
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Still another aspect re lated to the development Of programs 

hor improved administrative competence is Fe ported by Bald 

win. In ce eribing a variety of ways by which on the job 

rdministrator Can improve in their abstitics to meet obliga 

tions and re ponsibilities more adequately, thi report indicates 

that there has been “lots of motion but not much direction,” 

Among the conclusions of the study is the need for an over all 

agency to plan ind « ordinate mservice improvement pro 

grams for administratogs in cach state. Suggesting that state 

education departments ire best equipped and In a Most “tra 

fegic position to do this, a program which might be imple 

mented is outlined 

While the cope of this series of studies includes a wide range 

of concerns related to educational leadership, and their recom- 

mendations and conclusions have broad implications, there are 

two further conclusions evident which are not included in 

iny of the reports: (a) the process of exploration involving 

both university professors and superintendents: of schools has 
brought about an increased and wholesome understanding and 

appreciation by each professional group for the other, and (b) 
the efforts of university professors and superintendents of 

SC hools to ex plore professional development have amounted to 

1 significant program for the inservice improvement of all 

those from both groups who have participated.”’ 

CONCLUSION 

Within the past few years, the activities of educators, either 

is individuals or in groups, have increasingly included an ex- 

amination of the educ ational process and the means Dy which 

it might be facilitated. Many of the conclusions which have 

resulted are as yet tentative. Some must continue to be so, 

Ince the conditions and circumstances to which they relate arc 

constant ly changing. 

wl Administ 

reported in relation t 

fucatior al Adn nistration 

same mutual benefits 
j . 2 eral 
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The studies reported in this chapter vary considerably in 

scope and purpose. They have been related to but three major 
areas of concern to community schools and intermediate units. 

A comprehensive review has not been attempted. The pur 

pose has been only to identify the extent of Current activity, 

and the studies included are illustrative rather than definitive 

of these efforts. 

Individual studies must necessarily be limited in order to 

insure thoroughness and validity. Each suggests additional 

studies needed. But the total of past, present, and future 

efforts has cumulative value to educational knowledge and un- 

derstanding. There are many problems remaining to be 

solved. Our greatest hope lies in our continued search for 

direction. 



CHAPTER 7 

Adapting Intermediate Units To 

Meet Community School Needs 

HORE 1 substantial basis for the assumption that commu- 

i yoke schools have needs they cannot meet. It is increasingly 

apparent that a comprehensive program of educational oppor 

tunities for every Community will depend upon the develop 

ment of adequate intermediate units. 

The needs of any community school are the needs of the 

people and the community. Among them is the need to safe 

guard the values of community life. Educational administra- 

tion, like any other public function, should give strength to 

the community. By combining their efforts, the community 

school and the intermediate unit can provide the needed pro- 
gram of educational opportunities without destroying or inter- 

fering with individual community autonomy. 

Accomplishment of this objective will require the continued 

development of strong community schools, more functional 

intermediate units which can provide the necessary leadership 

and services, and a state education department capable of 
giving aid in the development of an adequate educational pro- 
gram for every community and every school. It requires that 
all three—the community school, the intermediate unit, and 
tle state education department- -make up a well integrated 

«tate system of schools. It requires that all three have the 

same general objectives. But even assuming this development, 

there are many real problems. 
On what basis might specific functions be allocated? What 

services can and should the intermediate unit undertake? 

What services should community schools provide? What 

should be the basis for determining who does what? 

What kind of educational structure does an adequate inter- 
mediate unit require?) How can the intermediate unit be 

financed? What kind of leadership is needed? 

, 79 / 179 
: L f- 
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Providing a comprehensive program of educational oppor 

tunities in most communities will depend upon finding Satis 

factory answers to questions such as those raised above. The 

inswers are not obvious; probably no one has a single iswer. 

But the questions must be asked and answers found Che 
P ‘a ‘” 1 

implic tions of a tew of these questions will be considered. 

HOW CAN A PROPER ALLOCATION OF FUN TIONS BE 

DETERMINED? 

Without functions which it can perform more appropri 

ately than any other, no unit ol educational administrative 

organization has a legitimate basis for existence, The illoca 

tion of specific functions depends upon desirable standards of 

performance and the development of desirable relationships 

and responsibilities. This is applic able to all types of organiza 

tion, but it is especially important that it be characteristic of 

public enterprise. 

Different Types of Organizational Patterns 

Several types of organization, parallel to some extent to the 

idministration of schools, are found in other areas of public 

administration. Since the central responsibility for education 

rests with the state, a brief consideration of the need and 

basis for allocating functions for different state governmental 

activities may have pertinence to this discussion. 

State government is usually departmentalized for effective 

operation. Departments perform their specific functions 

through a one-unit, two-unit, or three-unit type of organiza- 

tion. The type established by any particular department de- 

pends primarily upon its purpose, the nature of its activities, 

and the need and desirability for functions and responsibilities 

to be decentralized. 

Some departments of state government are illustrative of the 

one-unit type of organization. Their administration rests 

entirely with a central departmerit which is accountable to 

only one constituency—the people of the state at large. The 

state treasury department, the secretary of state’s office, the 
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} 
‘ 
i itings Gepartinent, and 

nNonal or are brane} w! hb function independently 

other. Phe organ is often such that the area constitu 

ul uall Countic have Con iderabl r¢ ponsibility ind 

ol for financing and operation, Within the framework 

ite polic ik ind upervision, these more local Bence 

1 great deal of autonomy is CWoO-uNIt type OF Orgal 

7AtION 45 frequent! characteristic of welfare administration 

port authorities, dt nage Luthorities park \uthorities tate 

colleges and universitic and Various other type ot specialized 

! ! | 4 

State mistitutions prisons, schools tor the blind, mental 

mstitucions, hospitals and sanitariums, ete. In a few 

the public schools function within this two-unit typ 

Organization, 

In most states, the majority of functions of government 

performed under a three-unit type of organization. The 

three levels of administration are usually the st ite, the county, 

and the local incorporated village, town, or Cily. The state 

provides general over-all policies and supervision. The locali 

ties are the operating units and, although their functions are 

established and regulated by state statutes, they usually have a 

large degree of responsibility and control. Ine county (or 

other intermediate level in the organizational Structure) per 

forms coordinating, supervisory, and facilitating functions as 

well as providing a channel of communication between the 

state and lox il levels. Education, law enforcement, courts, the 

maintenance of streets and roads, health and sanitation, and 

building and zoning are examples of functions which in most 

states come within the three-unit type of organization 

The three-unit type of organization 1s also common in other 

kinds of large scale operation. Most federal government agen- 

cies are so organized. Most large business organizations operate 

through a central office, regional offices, and branch offices or 

plants. The three-unit type of organization is also character- 
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istic Of most large scale membership organizations—lodges, 

unions, and professional associations. The National Education 

Association, for example, is a federation of national, state, and 

local associations. 

[he public schools in Most states, like many other types ot 

both public and private activities, are operated within a three 

unit type of organizational struct::-e—state, intermediate, and 

local. Functions are decentralized as much as possible. This 

type of organization is a bulwark against the arbitrary exer 

cise of centralized power as well si a facility for adaptation to 

local conditions and circumstances. 

The Allocation of Functions 

When any kind of public aCtivily 15 decentralized, particu 

larly in instances where local constituencies are involved, there 
is always a question as to which functions should be retained 

in the central office and which should be allocated to the 

intermediate and local units. Best tradition and practice have 

provided a principle for the allocation of these functions which 

will apply to the advantage of educational organization. 

A function should be allocated to that unit closest to the 
people where it can be carried out with completeness, equity, and 

efficiency. 

The application of this principle requires that each function 

to be performed should be considered first with relation to the 

unit closest to the people. In other words, functions should be 
allocated from the bottom up, not from the top down. From 

time to time the functions of all units should be tested against 

this principle so that changing conditions will be reflected in 

an up-to-date administrative organization. In most state sys- 

tems of schools such a reallocation of functions is needed. 

Functions of the Intermediate Unit 

The principle of keeping functions close to the control of 

local communities emphasizes that the +ole of the intermediate 
unit should be that of assisting the locakegommunity schools 

—_ . ae ‘ 
in developing their own programs. The tntermediate unit 
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should not undertake any functions which communily schools 

can perform, wiuless it can definitely perform them with greater 

“completeness, equity, and efficiency.” Functions performed 

by the intermediate unit should be turned over to community 

schools if or as soon as these schools become able to Carry 

them out with comparable effectiveness. 

; 
Devcloping Understanding 

Phe efforts of community schools, intermediate units, and 

the state educ wion departm« nt should be complementary By 

serving as a coordinating agency for the several community 

schools in its area, the intermediate unit can supplement the 

educational! CTVICES provided by each community but only 

as needed to assure each an educational! program adequate in 

terms of the highest standards. This relationship would need 

to depend upon leadership for its effectiveness. 

The development of a functional intermediate administra- 

tive unit calls for a general understanding of its possibilities. 

"y needed is understanding on the part of educa- But especi? 

tional officials in each of the three units of organization 

lo« al, iniermediate, and state. Much of the difficulty encoun- 

tered in efforts to strengthen the intermediate unit arises from 

a lack of understanding as tO a proper allocation of functions. 

Part of the present misunderstanding also arises from an inade- 

quate concept ofa comprehensive educational program and 

what is required to get it. Both by law and by consensus an 

understanding of functions should be established. 

Acce plance of the concept of service rather than authority 

would aid greatly in strengthening and developing the inter- 

mediate unit. This concept may be illustrated in the field of 

instructional supervision: When a supervisor goes into a schec!, 

he is subject to the administrative responsibility of the local 

pring ipal. This practice is based upon concepts of service, leader- 

ship, democratic procedures, and professional integrity. 

WHAT SERVICES SHOULD THE INTERMEDIATE UNIT PROVIDE? 

Traditionally, the intermediate superintendent has provided 

clerical services The intermediate unit has been an adminis- 
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trative means for ac complishing certain routine duties directly 

related to the needs of the state education department the 

collection of information, the communication of state dire« 

tives, and the distribution CA tate fund: Thi e functions 

have had little stimul iting ¢ ffect upon the deve lopment of edu 

cational programs in lo« il COM MUNITICS But even in this 

atmosphere of “clerical efficiency,” there were some interme 

diate superintend nis who sen ed the possibilities oT their oth ec 

By putting their efforts to the developm«e nt of services for the 

schools in their irca, they were able to make direct contribu 

tions to the educ ational opportunities provided, 

The Situation today in many states is ver' similar interme 

diate units performing large ly clerical functions « OCKISTINA with 

other intermediate units providing programs of educ tional 

service The organizational structure within whic h many of 

these programs have been des cloped has often been an obstacle 

which had to be overcome In every instance where out 

| | standing programs of vevvice have de veloped, the intermeiate 

unit has had the highes. type of protes ional leadership 

Also a part of the Situation today 1S the Zrowing awareness 

of the possibilities of richer programs than have ever before 

been provided by S¢ hools in the maller COMMUNITICS and rural 

1S. Ini reasing technological requirements are giving indus- 

hopetully at the trengths ind resource’ that 

young rural people can contribute to the labor pool, Pecog 

nition of industrial dependence upon the rural labor surplu 

ind Of the potential buying power ot the rur 1] population | 

wr 1 1 | i 

mcreasineg. The facts that rur il children make up a large part 
. ; i 1 | | 

of eacn generation that the public health probdiems in rural! 
: , ' 

an be removed through che application of scientific 

knowledge, that the level of rural living is improving very 

rapidly, that the areas of populauon growth are outside the 

urban centers—all have great promise to out national well 

being. Their effects are widespread. In a day of high mobility 

of population, rural resources can be capitalized upon to giv 

our nation even greater strength. But, especially because ol 

} the mobility of population, rural deficiencies must become t 

concern of everyone. 
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Improvements have » made through the reorganization 
P , 

ot many mall di trict mto community school units [he 

imcrease { resources of the reorganized d stric. ind the financi i 

| { j 
equalization po ible throuwn a broader tax yAS¢ have WONnNE a 

! 
} Mina oO iony W to improve Cine CuK 

rural areas. However, it 1s apparent that 
1 1 

tion 16 NOL Enougi ind the limitations of reorgantz 

OT l comprenensive 

munity ii \ initial eager 

were the first 

otner community scnools 

late unit understood ind Was willing and 

1 
include many examples where 

Or service 

ome intermediate units are indeed CNnCoOUraving 

De done T hig icational needs ofr com 
, ' 

munities ! tii Ipptlic ition OF cs irch, common sense, 

r | | j } 
ind rf ider Hip to tne de velopment of tunctional intermediate 

1] 
ser v¢ ail community chool: whic 

tance. 

Intermediate Unil Seri 

—_ ‘ ; , , 
[he SCTVICct which should De provided in every community 

‘ ‘ , ‘ " 
regardle § oF it i7Ze or location, are those which constitute a 

. ' oye 
comprehensive program of educational opportunities, Tenta 

' , 
ions OF what hould be ing luded are out 

, . aves 
he first « hapter of thi: y¢ irbook. [he pecification 

1 
( ispect oO! educ tional opportunity 

common to communities 

However, these general specifications must be translated in 

rvic¢ Th needed program ( Crvice 

the joint concern of the community chool, the interme i ite 

and the state ¢ duc ition de partm nt. | ORE the r they shoul / 

service provided ind the services needed, how the 

needed services might De obtained, ind whic! services 

bye st De POY ? by the community 

intermedi ire unit 
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A basis for det rmining those services which should be pro 

vided by the community school and those which should be 

provided , intermediate unit 3 found in the principle 

set forth ie preceding section regarding the allocation of 

functions. Every community should accept respon ibility for 

providing tho Cc element: oT the program that can be provided 

efhciently through its own facilities and financial structure, 

Because communities vary widely in their specific needs and in 

their abilities to meet them, it should be ex pected that the serv 

Ices provided by different intermediate units will vary. These 

Variations might in fact be considerable. Even within a given 

intermediate unit, the specific services m4y vary somewhat 

| 
among the community schools. 

Certain types of needs are more general to all community 

schools These schools are continually fa ed with problems 

which require more than the local resources can provide in the 

way of specialized personnel and information. Some of the 

Sper ific types of service in this area are: research, school build 

Ing planning, legal services, business services, and services for 

the training or inservice improvement « f people employed by 

the community school in limited numbers. It is an unusual 

school administrator who has not at times needed assistance Or 

wished for relief from the Situation where he 1S expected to be an 

expert intr insportation, ¢ ifeteria man igement, building main- 

tenance, budgeting, accounting purchasing, insurance, reor 

wanization, personnel selection and management, and the many 

other administrative functions. Each is an area of specializa- 

tion in itself. The search for information concerning the 

multiplic ity of problems faced daily by the community school 

idministrator frequently prevents him from giving more than 

Cursory attention to the details of the educational program. 

In many of the pec ialized administrative areas he can get little 

help in the local community ; he must look toward the inter- 

mediate unit for assistance. 

Fortunate is the handicapped child who lives in a commu- 

nity school district that provides special services for children 

who have his particular handicap. On the other hand, there 
' ' ' 

are mary communities where the epileptic, the partially 
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sighted, or the crippled have been exen pted from formal 

instruction bec ause there are no tac shite for them Sometime: 

it would require only leadership to pet the community to 

recognize the need for services to such childre n" ind to make 

the cooperative effort necessary to provide th facil’ ties In 

other communitie the resources are too scant for the com 

munity to provide the instructional facilities nec \ In 

either case, the intermediate unit could assist, 

In areas where CrVvViCce’s ‘e already being rendered by Cxist 

Ings NONnSE hool wencies, it 1% extrem ly doubtful that the inter 

mediate unit should attempt to displace or duplicate their 

services. Coordination is the service that might better be pro 

vided In st ites where in excellent public health servilde 15 

already operating, for example, the intermediate unit shpuld 

assist in coordinating these service with the program of the 

public school. In states where the groundwork has alre idy 

been laid for a mental health program the intermediate unit 

should discover ways by which the school might cooperate 

with the wency responsible to make the program more effective 

The range of pecific services which might be provided by 

intermediate unit 15 virtually inlimited Just i simp 

sting of,the services which different intermediate units are 

now providing demonstrates some of the possibilities: 

Adult education 

Audio-visual library 

Equipment, films, 
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School lunch services 

(ordination 

Supervision 

hers 
| | 
NUMEMARKING 

coordinators 

mnce con sult init 

1 | / 

some oF the above services are a part of 

the regular program of the community schools. In other in 

( the community school: must share them if the y 

I] 1\ ri] ible 

tL ye Seruice To By Provided 

performed by intermediate unit: 
| 1.*? | . 

tatutory requirement Although these services 
afew - 

ktent among the states, they might be indicated 
11 

following general functions: 
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Che development of programs of educational services will 
! 

depend ty a sarge extent upon adequau communication be 

tween the intermediate unit and the community schools as 

| 
| ; well iy aAMONnY thi COMMUNILY chools When the need for in 

educational service 1s identified by a community school, the 

issystance of the intermediate unit might be considered, Che 

intermediate unit may be better equipped in term(s of finances, 

personne! ind other resources to deal with the partic ular 

problem In some instances the intermediate unit may be the 

first to identify the need. When this is the case, it will be 

ify for the leadership ot the intermediate unit to assist 
”~ 

per onnel of the community school in becoming iwaure off 

need as well as in exploring ways and means for mecting it. 

does not follow that the intermediate unit should provide 

ce The community school should provide all services 

jat it Can provide with equal or more effectiveness. 

It has been emphasized that the specific services which the 

intermediate unit should make available to the community 

schools in its area wil . They depend upon the character 

of the particular intermedi: te unit and the needs ot the con 

tituent community $ hools, 

HOW SHOULD THE INTERMEDIATI . ORGANIZED TO 

PROVIDE SERVICES? 

There are many services needed in the operation of a good 

educ itional program tl it most loc i communities Cannot pro 

af from thei Own resources Some of the se services Can be 

id are being provide { by intermediat units. Cuestions may 

¢ raised, | WCVC! relating f Cn type of intermediate unit } 
1 i 11 { 

organization which wiil be capable of providing services in the 

est pos ible manner What is an effective organization for 

| | 1 

upplementary services to tne ¢ ommunity schools? 

ire needed? 

, 
regarding the organization of intermediate 

having to do with (; the size of the 

ntermediate unit ) tne admini tration 

the variation y% ind scope of 
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; ' a a 
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te unit exists there 

‘gress toward developing ; re purposeful organi- 
some states this progress has as vet been made onl; 

d INSTSANCESS, ‘here the leadership has been especially 

to community needs, however, programs otf service to 
he community schools have been developed. A few have been 

ted in previci lapters. grams have 
loped within a structur >h has imposed many 
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CONCLUSION 
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