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I 

INSTITUTIONAL MISSION AND CHANGE 

There is pervasive agreement in the literature on complex social 

organizations that institutional responses to a changing external envi

ronment induce strains in a system of formal organization and these 

strains, in turn, generate a thrust for system reorganization. Pre

cisely such a thrust is discernible in the faculty action of December 

10~ 1963 which adopted a recommendation of its Structure and Function 

Committee to "search for a divisional structure" in the College of Edu

cation reorganization. Nearly five years later, June 3, 1968 to be 

exact, a faculty meeting of the College of Education formalized an 

emerging consensus that the College has acquired an organic complexity 

which, in the interest of more effective integration, now requires its 

reorganization by means of divisional structuring. 

Eight divisions were defined by the faculty as a "best fit" at 

this stage of development for actualizing the diverse organizational 

goals which spring from the institutional mission of the College of 

Education. Conditions justifying a combination of college units into 

a division were spelled out in general terms and, as such conditions 

materialized, division-forming units were to move through formal College 

channels in obtaining a division status. One of the eight divisions 

which the faculty has defined encompasses those units which now consti

tute the Department of Educational Administration. 
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The Department of Educational Administration 

The Depattaeftt of !dueational Admdn1strat1on ls proeessually dif

ferentiated in the College of Education by its primary orientation to 

integrative tasks in school organization. Its preoccupation, therefore, 

is with preparation programs in administration from elementary school 

through higher education, empirical and theoretical studies of the ad

ministrative role and its process, and with the transmission of fresh 

knowledge and clinical insight to practitioners by means of continuing 

education activities and faculty service in the field. Three types of . 

units have evolved over the years in pursuit of these goals: a Depart

ment of Educational Administration, a Bureau of Field Studies and Surveys, 

and Educational Research and Development Councils. The good profession• 

al reputation·of these units is one measure of their contribution to 

mission fulfillment in the College of EducatiQn. 

For in resonance with the College of Education, the Department of 

Educational Administration has also responded institutionally to a chang• 

ing external environment. And because of this, like the macro organiza

tion of the College, its own formal structure is encountering strains 

of increasing intensity. Here, then, is the thrust which has moved the 

Department of Educational Administration to a state of readiness for a 

division structure, and for which structure it now asks approval from 

the College of Education Faculty. 

Program and Faculty Activities: Internal 

From the larger point of view, the Department's most significant 

response to a changing society can be characterized as a shift of emphasis 



-3-

in the preparation of school administrators. ~a shift from mere 

manaQement to institutional leadership. The raw-bone empiricism of 

yesteryears is no longer adequate as preparation for any level of 

school administration. To be sure, all Department programs continue to 

reflect the mechanistic aspect of school organization, an inescapable 

reality of all formal systems, but now the dominant orientation of 

these programs is to school organization as an implementing mechanism 

of a social institution. 

Perhaps the Doctor of Education program, first offered by the 

Department of Educational Administration in 1967-68, reflects most 

sharply this shift of emphasis. Candidates for the degree prescrip

tively take twelve hours in History and Philosophy of Education, 

twelve hours in Educational Psychology, and twenty-one hours in rele

vant academic disciplines. In short, this Ed. D. program mirrors an 

awareness in the Department of Educational Administration that effec

tiveness in modern-day school management is anchored in a capacity to 

view school organization as a composite of profiles which form the 

social system. 

But the cultivation of such insight necessitates a variety of 

intellectual, clinical, and investigative experiences pulled together 

in what Alfred North Whitehead has called the "seamless coat" of orga

nized instruction. The concept of a "seamless coat" in this context 

means to suggest that classroom instruction, clinical field experience, 

and organized investigation are variant phases in learning the art of 

institutional leadership, that their interdependence is critical in 

preparation programs for school administration. For out of the mutual 
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reinforcement of concept-building in the classroom, clinical observa

tion in the field, and venturesome investigation come the insights for 

institutional leadership. 

Here is the rub! The Department of Educational Administration has~ 

ad hoc~ evolved the component parts of a "seamless coat," but has not 

been able to optimize its programmatic advantages. The frustration 

stems directly from fragmented and unfulfilling structures in which 

these component parts now exist. A Division of Educational Administra

tion would be, in the judgment of its petitioning faculty group, a 

proper structure for joining these component parts into a "seamless 

coat." 

Germane at this juncture are compiled data which point to a grow

ing enrollment in the Department of Educational Administration. The 

following table shows enrollment totals for the four years since the 

Department of Educational Administration was established--an increase 

of 47 percent. 

CLASS ENROLLMENT TOTALS FOR EDUCATIONAL ADMINISTRATION 

Year Fall Winter Sprinq Total 

1964-65 122 144 94 360 

1965-66 134 169 97 400 

1966-67 165 167 151 483 

1967-68 196 171 162 529 

1968-69 245 210 176 631 
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The substantial year-to-year enrollment increase which the fore

going table shows is not a product of chance. Among the hallmarks of a 

profession, hallmarks that set it apart from an occupation, is a social 

obligation to replenish itself by means of active recruitment, careful 

selection, and the socialization of new members to norms of the profes

sion. Accordingly, the Department has been an active recruiter of prom

ising talents for educational administration. A quarterly journal 

hdministrative Leadership --, printed materials, local and national con

fer~nces, informal person-to-person communication with practitioners in 

the field are representative of media thr•:ugh which the Department makes 

known its programs and sources of student support. 

One recrui ti~&g device, however, has sir.gular note'No.rthiness: the 

annual department lunc:v"-'On for potential rr::·crui ts. It is noteworthy 

because it spotli~;hts a valuE::d latent "pay-off" hom thG Depa!'tment 's 

extensive invol vt:n::Kmt w:i.th service to the field, contirm:.ng eC:ucation 

offerings, and its internship program. Principals and superintendents 

are asked to nominate candidates for advanced programs in school admin

istration. Nominees are then formally invited by the Department for 

lunch at the Camp'JS Club, at which time, and in an atmosphere of relaxed 

fellowship, advanced programs are discussed and free-flowing questions 

are encouraged. 

More than satisfy the Department's professional obligation for 

recruitment, vigorous recruitment enables the Department to set also 

high admission standards. It is estimated, for example, that the Depart

ment's average annual rejection rate of formal applications settles at 
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about the 50 percent level. Other marginal applicants are sometimes 

counseled to turn elsewhere at an even earlier stage. 

Once admitted to a program beyond the Master's degree, students 

without administrative experience are required to take a one-year admin

istrative internship in some school system. Likewise, all candidates 

for the Ed. D. degree are required to engage in either a supervised 

clinical experience or an internship. The internship program has ex

panded with increasing enrollment, so that two faculty members now 

devote fractions of their time to it. Nevertheless, even with high 

admission standards and the added requirement of an lnternship for 

those without administrative experience, the output of Ph. D's has 

kept apace with demands in the profession. From 1945-54, twenty Ph. D.'s 

were produced by educational administration faculty, forty-nine from 

1955-64, while in 1967-68 alone twenty students graduated with the high

est degree granted by the University of Minnesota. 

Closely associated with internship and clinical experience are so

called Special Programs under the direction of a designated faculty 

member. These are programs supported by federal grants -- NDEA and 

research fellowships. The Department has proposals for other such sup

ported programs in various stages of development. 

Faculty time is also given to certification endorsements. Here, 

again, is a "gate-keeping" obligation of the Department. Since 1967, 

institutional endorsement is required for Minnesota credentials in 

school administration. The Department of Educational Administration 

has been designated as the University's agent for the granting of such 

endorsements. Quite apart from faculty time this task requires, it is 
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indicative of the ad hocism which has incremented faculty loads since 

the inception of a Department of Educational Administration. 

Program and Faculty Activities: External 

In a like vein might be cited the professional service which the 

Department now renders to the Association for the Evaluation of the 

Elementary School -- or AEES. Here is an Association whose member

ship is drawn from North and South Dakota, Minnesota, Iowa, and Wis

consin. AEES turned to the Department of Educational Administration 

in 1967 for staff assistance. A congruence of professional interests, 

reciprocal benefits, and mutual esteem induced the Department to make 

a commitment to AEES. The relationship with AEES holds many potential 

advantages for the Department of Educational Administration. 

Beyond providing formal classroom instruction, the Department has 

heeded calls from the field for continuing education -- in-service. 

Each year the call is louder and the response fuller. During 1967-68, 

faculty in educational administration devoted forty-two days to con

tinuing education, in which 2,107 practitioners enrolled in seminars, 

institutes, and simulation laboratories. The same year, two off-campus 

classes were taught at Rochester and one at Stillwater. It is antici

pated that 1968-69 will see the Department even more extensively immersed 

in continuing education. 

Much of the same activity-acceleration has been the experience of 

the Department's other two component units. The Bureau of Field Studies 

and Surveys conducts some twenty school surveys each year, not counting 

state-wide Minnesota studies -- resulting in a now familiar "Domian Report" 
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--or comprehensive surveys,in other states. Such surveys are in pro

gress now in Missouri and South Dakota. Quite apart from clinical values 

that accrue to Department programs by means of these surveys, the Bureau 

of Field Studies and Surveys is a source of financial support for an 

average of seven students each year who are in residence for advanced 

degrees. 

Both the Educational Research and Development Council of the Twin 

Cities Metropolitan Area -- organized in 1962 -- and the Southern Minne

sota Educational Research and Development Council -- organized in 1967 

enable the Department of Educational Administration to render services to 

the field of still another kind. The former has as active members forty

two school districts in the metropolitan area; the latter has a member

ship of fifty-four school districts in Southern Minnesota. 

These Councils conduct in-depth studies for member school systems 

and organize continuing education programs for their administrative 

staff. Among the in-depth studies which have been undertaken by the Twin 

Cities Metropolitan Area Council are those which include staffing pat

terns, economic factors in school operations, contract administration, 

school board salary proposals, and more. 

Insofar as such in-depth studies constitute a form of action re

search, their intrinsic value for school administration is self-evident. 

But there are other, not so obvious, values for the Department that flow 

from these Educational Research and Development Councils. 

Perhaps most important, these Educational Research and Development 

Councils have reduced to a manageable formality the ubiquitous problem 

of "entry" in institutional research. It is one thing to design a good 
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piece of research, or contemplate the use of experimental and control 

groups, but "getting in" to do the research is something else again. 

Quite a number of students in the Department have gathered dissertation 

data, and have completed doctoral programs with dispatch, thanks to 

these Councils. 

Then there is the matter of student support once more. The Twin 

Cities Metropolitan Area Council has been sustaining students in ad

vanced degrees at an average of six a year. Altogether, the support 

capacity of the Department of Educational Administration will sustain 

some forty students in residence during 1968-69, and, of these, ten 

have been school superintendents. 

II 

THE DIVISION OF EDUCATIONAL ADMINISTRATION 

In accordance with guidelines provided by the Policy and Planning 

Committee, it is hereby proposed that the Department of Educational Ad

ministration, the Bureau of Field Studies and Surveys, the Educational 

Research and Development Council of the Twin Cities Metropolitan Area, 

Inc., and the Southern Minnesota Educational Research and Development 

Council be incorporated into a Division of Educational Administration 

within the College of Education. The instructional, research, and ser

vice functions of these organizational units are closely interrelated 

and, at the same time, are readily distinguished from those of other 

organizational units within the College. A division structure would 

facilitate the pursuit of common goals and, therefore, the fulfill

ment of institutional mission. 



-10-

A. Division Goals 

The proposed Division of Educational Administration is defined by 

the following goals and by the component organizational units for 

achieving them. 

1. The primary concern of the Division shall be the generation, 

development, and communication of knowledge relevant to the 

administration of educational institutions. 

2. The Division shall continuously develop and provide profes

sional training programs for persons seeking leadership posi

tions in the field of education. These programs shall lead 

to advanced degrees conferred by the Graduate School and meet 

administrative certification requirements of state departments 

of education. 

3. The Division shall initiate, sponsor, and support research 

and development activities which will enhance the body of 

knowledge and technique that comprises the field of school 

administration. The nature of the administrative process 

requires an interdisciplinary approach to the achievement 

of the research and development goal. Research and develop

ment activities shall be carried on jointly and separately 

in each unit of the Division. 

4. Service to practicing administrators and educational agen

cies shall be an important goal of the Division. Service 

shall include such diverse activities as in-service educa

tion, school surveys, operations research, clinical experi

ences, and other activities that bridge practice and the 

systematic study of the administrative process. 
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5. The Division shall itself serve as an administrative vehicle 

by wM.ch tangible and intangible resources can be allocated 

to the achievement of general and specific goals. The Divi-

sion shall be the mechanism for planning, budgeting, and com-

munication among its component sub-units, with other divisions, 

and with the College of Education. 

B. Division Functions 

1. Teaching is a major function of the Division. It is a broad 

function governed by current needs of practicing administra-

tors and emerging problems in the field of general adminis-

tration. The primary responsibility for the teaching func-

tion lies with the Department. The scope, nature, and empha-

sis of functions and activities in the Department sub-unit 

of the Division are listed below: 

aQ development of professional training programs and course 
offerings 

b. recruitment of students 
c. admission of students 
d. schedule facilities and allocate staff for on-going degree 

programs 
e. attract funded special programs, schedule facilities, and 

allocate staff for their successful completion 
f. internship program operation 
g. clinical experiences of students in Ed. Do programs 
h. advising students 
i. certification endorsements 
j. in-service education 
k. provide administrative services to support the Association 

for the Evaluation of the Elementary School (AEES) 

2. Research and development is a major function of the Division 

of Educational Administration. This function cannot be iden-

tified exclusively with any one of the. organizational sub-units 
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because it is really common to all. However, outside the De-

partment, the Educational Research and Development Councils 

are most frequently identified with this function. The fol-

lowing list of ERDC activities also indicates their interac-

tion with the other organization sub-units in the fulfillment 

of other functions: 

a. 
b. 
c. 

d. 

e. 

f. 

g. 

The 

engage in action research 
train students in the methodology of action research 
provide clinical laboratory experiences for students in 
the Ed. D. program 
identify research opportunities for doctoral dissertations 
for the Ph. D. and filed projects for the Ed. D. 
recruit promising talents in member school districts for 
advanced programs 
initiate the diffusion of fresh knowledge and insight to 
member school districts by means of publications and con
tinuing education programs 
and generate support for students in advanced programs. 

service function of the Division is also shared among the 

organizational sub-units. The component most frequently iden-

tified with the service function is the Bureau of Field Studies 

and Surveys. The scope, nature, and emphasis of the activities 

in the Bureau are indicated in the following list: 

a. organize and conduct school surveys 
b. train in survey and service methodology 
c. develop new survey and data processing techniques 
d. constitute a data source for state-wide survey information 
e. serve as a clinical laboratory for students in the Ed. D. 

program 
f. generate support for students in advanced programs 

4. The specific functions that the Division structure itself can 

perform stem from the fulfillment of a coordinate role. The 

Division structure will consist of a Division Head working with 

the faculty and administrators of organizational subunits. The 
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nature, scope, and emphasis in the functions of the Division 

structure, working in concert with the sub-units, are speci-

fied below: 

a. initiate and coordinate long-range planning for the Divi
sion 

b. coordinate budget-preparation procedures among its units 
c. assume primary responsibility for the procurement of per

sonnel and other resources for units of the Division 
d. attend to the external relations of the Division -

within the College of Education, the Graduate School, 
other administrative units of the University, and the 
community-at-large 

e. arrange for civil service 

c. Division Struc~ 

Organizational mechanisms for carrying out key functions of the 

proposed Division of Educational Administration include provi-

sions for a Division Head, a Department Chairman, an Executive 

Secretary for each Educational Research and Development Council, 

a Director of the Bureau of Field Studies and Surveys, an Admin-

istrative Committee and a Policy and Planning Committee, and a 

Division Graduate Studies Committee. 

1. The Division Head shall: 

a. act as chief administrative officer of the Division and 
work with the organizational sub-units in long-range 
planning, budget coordination~ personnel management~ 
civil service support, and external relations in keeping 
with the policies of the Division and the College of 
Education. 

b. coordinate, recommend, and transmit to the Dean's office 
all sub-unit requests for resources~ including new fac
ulty and civil service positions, faculty salaries, 
budget, space, and facilities in accordance with long
range divisional plans 

c. allocate resources to the separately budgeted organiza
tional sub-units in accordance with the Division budget 
as approved by the Dean 
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d. review and transmit, with recommendation for action to 
the Dean's office, research and development proposals 
which are to be submitted to other administrative of
ficials or agencies for considerationg This includes 
requests for faculty leaves, sabbaticals, and other 
off-campus opportunities 

e. serve as chairman of the Administrative Committee 
f. schedule, plan the agenda, and preside at divisional 

faculty meetings 
g, ensure representation of the Division in establishing 

and developing its relationships with other educa
tional units 9 organizations and agencies, both within 
and outside the University 

h. coordinate all othe= matters arising from departments 
and units which require referral 

i. he shall be appointed by the Dean of the College of 
Education in accordance with existing College faculty 
personnel policies 

2. The Department Chairman shall: 

a. assume adrninistruti ve responsibility for imple::Jc,nting de
partmental functions as they are stated in Sec·don B 1 (on 
page 11) , a - k 

b. initiate periodic program evaluation 
c. advise in programs of staff development 
d. make annual recommendations to the Division Head for 

proliiOtions, salary increments, and budget requssts 
e. he shall be appointed by the Dean of the College of 

Education in accordance with existing College faculty 
personnel policies 

3. The Executive Secretaries of the Educational Research and 

Development Councils shall: 

a. serve as executive officer to the governing board 
representing the participating districts 

b. asstane administrative responc-::. i.bili ty for impler:1enting 
council functions as they relate to the long-rruige 
pl2ns of the Division 

c. executive secretaries shall be appointed by the Dean 
of the College of Education in accordance with existing 
College faculty personnel policies, and upon recommendation 
of the Board of Directors of the re~.pective councils 

4. The Director of the Bureau of Field Studies and Surveys shall: 

a. assume primary responsibility for the negotiation of 
survey and consultation contracts 

b. assume administrative responsibility for tbe performance 
of cor.t:racts 
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c. he shall be appointed by tte Ds·an of the College of 
Education in accordance with existing College faculty 
personnel policies. 

5. The permanent Policy and Planning Committee, consisting 

of three elected faculty members~ one each from the ranks 

of assistant, associate, and full professorships, and two 

full-time graduate students in the Division shall: 

a. serve as a continuous policy and planning agency for the 
Division 

b. review and recommend to the Division faculty the estab
lishment of special facilities, centers~ or clinics to 
carry out the mission of the Division and its organiza
tional sub-units 

6. The permanent Administrative Committee consisting of the 

Division Head, the Department Chairman, the Executive 

Secretaries of the Educational Research and Development 

Councils, and the Director of the Bureau of Field Stud-

ies and Surveys shall: 

a. coordinate the several programs of the Division 
b. advise the Division Head regarding the allocation 

of resources, including new faculty and civil ser
vice positions, budget, space and facilities 

7. A Graduate Studies Committee appointed by the Department 

Chairman shall: 

a. make recommendations on all applications for admission 
b. review all graduate programs, Ed. D. projects, and 

Ph. D. thesis proposals 
c. make recommendations on all petitions and other re

quired student personnel actions as requested by the 
Department Chairman 

8. Mechanisms for external relations shall be; 

a. the Executive Secretary of an Educational Research and 
Development Council holding membership in the Division 
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and Councilo The benefits of this association with 
school districts are of great value to the Division. 

b. Also, whenever possible the services and resources of 
the General Extension Division will be utilized in of
fering in-service education programs 

D. f.?cul t,x~berstLi.E, 

The faculty of the Division of Educational Administration shall 

consist of the Division Head, the Chairman, Director 9 or Execu-

tive Secretary of the organizational sub-units, professors, as-

sociate professors, assistant professors, research associates, 

research fellows, instructors and lecturers reco~mended for ap-

pointment by the Dean in accordance with the personnel policy 

of the College and in consultation with the Head of the Divi-

sion and the administrators of the organizational sub-units 

directly concernE~d. Members of the voting faculty of the Divi-

sion shall consist of all faculty members with the rank of as-

sistant professor and above assigned to organizational sub-units 

of the Division who have at least twenty (20) percent of their 

salary budgeted in an organizational sub-unit of the Division. 

Faculty personnel from other divisions and colleges may serve 

in advisory capacities to organizational sub-units or Division-

appointed committees. 

E. Procedures for Organizational Change 

Proposals for the establishment of new organizational sub-units 

or for other major changes in the organization of the Division 
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shall be referred to the faculty of the Division throvgh the 

Policy and Planning Committee. This Committee may recommend 

changes to the faculty of the Division at a regular or special 

meeting, provided that the proposal and the recommendation be 

made to the voting faculty of the Division in writing at least 

30 days prior to the date that action is to be taken. Before 

changes are implemented, proposals approved by the Division 

must be brought to the College faculty for their consideration 

and approval in accordance with the provisions of the College 

Constitutions. 
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