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C W T E R  I 

INTRODUCTION 

The role of the elementary education consultant in 

Carroll County has not been defined since 1951 when the 

first supervisor to be employed by the County Board of Edu- 

cation wrote a thesis on initiating a supervisory program 

in Carroll County. In this study, the supervisor specified 

the types of activities and services she had rendered 

during her first year and suggested activities for con- 

tinuing the supervisory program. 1 

Many changes have taken place since that time. In 

1951 there were thirty-three public schools in the county, 

twenty-five of which were one room rural schools. A total 

of seventy-seven teachers were employed by the various 

school districts. Only one of the schools was considered 

large enough to warrant the services of an elementary 

school principal. 2 

Due to reorganization and the consolidation of dis- 

tricts there are four public elementary schools in the 

county in June, 1965. Seventy-five elementary teachers are 

lhlildred Middleton, "Initiating A Program of Ele- 
mentary Supervision in the Public Schools of Carroll County, 
Iowa" (unpublished Master's thesis, Drake University, Des 
Moines, Iowa, 1951), p. 7. 
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employed in these schools. Two of the schools now employ 

full-time elementary school principals and the other two 

schools employ part-time teaching principals. 

I. THE PROBLEM 

Statement -- of the problem, It was the purpose of 

this study (1) to analyze the duties of the county elementary 

education consultant; (2) to elicit the views of local super- 

intendents and principals in respect to this position; (3) 

to make comparisons of the results of this study with the 

conclusions reached by Heitland in her 1963 research; and (4 )  

to set up guidelines to promote more effective service by 

the Carroll County Elementary Education Consultant. 

Importance -- of the study. The supply of qualified 

supervisory personnel in Iowa has not kept up with the demand, 

In the spring of 1965, it was learned that very few graduate 

students were preparing themselves for service as elementary 

education consultants in the maJor colleges and universities 

in the  idw west.' Because of this, some county superintendents 

have been compelled to employ personnel who were not fully 

certified, on the condition that their training be diligently 

pursued so as to permit certification at the earliest possible 

date. 2 

l~tatement by George W. Hohl, personal interview, 

z~tatement by Victor 0. Draheim, personal interview. 
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In any position it is important that the role be 

clearly defined and this is especially true when the employee 

is receiving "on-the- jobn training. 

This study was of importance in that it will iden- 

tify the responsibilities and authority of the elementary 

education consultant in Carroll County and thus improve the 

effectiveness of the supervisory program. 

Limitations of the study. The scope of this study -- 
was limited to the general instructional supervision by the 

elementary education consultant to the four public school 

districts in the county that are entitled by law to receive 

direct services from the office of the county superintendent 

of schools. l These are: the Carroll Independent School 

District, the Coon Rapids Community School District, the 

Glidden-Ralston Community School District, and the Manning 

Community School District, 

11. DEFINITIONS OF TEWS USED 

Consultant, The term nconsultant" refers to a pro- 

fessionally trained person, without administrative authority, 

whose advice is sought in improving an educational program, 

the facilities offered, or methods of co-operation. Z 

'code of Iowa, Volume I (Des Moines: Wallace Home- 
stead ~ o r n G , T 9 W  p. 882. 

karter V. Good, Dictionar of Education second 
edi t ion. (New York: M c G r d o k c - n c . ,  1959), 



Supervisor. A supervisor is any school officer 

charged with responsibility for guiding and directing the 

work of other school employees. 1 

Co-ordinator. Any person responsible for the co- 

ordination of various phases of the educational program 

within a school or county may be called a co-ordinator. 2 

The terms "consultant," "supervisor," and "co- 

ordinator" are very similar in meaning and were used to re- 

fer to the same type of position throughout this study. 

Within the review of literature, the term "supervisor" is 

used more often, it having been in existence longer. Con- 

notations connected with the term nsupervisionn have caused 

it to be looked upon in an unfavorable light because of its 

early authoritarian role. Therefore, some writers, as well 

as many others in the field of education, prefer to use the 

term "consultant" or nco-ordinator." 

I I I. PROCEDURE 

Statement - of procedure, The research of this pro- 

ject was carried out in the following steps: 

1. Educational and professional publications, theses, 

and other materials related to the work of con- 

sultants and supervisors were reviewed. 
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2, Conferences were held with six county elementary 

education consultants in western Iowa and with 

the elementary education consultant from the State 

Department of Public Instruction to ascertain 

promising practices which they have found to be 

especially helpful in the improvement of in- 

struct ion, 

3, A guide for an oral questionnaire was prepared, 

appointments made and a personal interview was 

held with the county superintendent of schools, 

each local school district superintendent, and 

each of the elementary principals of public 

schools in Carroll County. 

4.  Records were made of each interview and the data 

presented. 

5 ,  Conclusions were drawn from these data and the re- 

view of literature and comparisons were made with 

the conclusions reached in the 1963 research by 

Hei t land.  

6, Guidelines were set up in the form of a syllabus to 

aid present and future consultants in Carroll 

County, 



CHAPTER 11 

REVIEW OF LITERATURE, CONFERENCES 

The role which the elementary education consultant 

plays in the field of education is gaining in significance 

with the growing demands being made on our schools. Recent 

years have seen many changes occur in the concepts of super- 

vision, and therefore, in the practices used by the consul- 

tant. This chapter will explore current practices as re- 

vealed by the literature and by conferences with consultants 

serving in the field, 

I. HISTORY OF SUPERVISORY POSITIONS 

Supervision in American education had its beginning 

in the New England area early in the seventeenth century 

when groups of selectmen were given the responsibility of 

appointing teachers, inspecting the schools and examining 

the pupils in reading and writing as a check upon the work 

of the teacher. By 1789, the lawmakers of Massachusetts had 

passed a law requiring that all town and district schools be 

inspected at least twice a year by ministers, the selectmen, 

or school committees. A Massachusetts law, in 1826, re- 

quired that school committees supervise the teacherst methods 

of work and g ive  aid to those who were weak in any areas. 

Shortly thereafter, the classification of pupils and the 
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adoption of textbooks were added to their supervisory acti- 

vities. These practices soon spread to other colonies and 

as settlers moved westward they carried with them the edu- 

cational ideas to which they had become accustomed. 1 

The nineteenth century saw a rapid increase in the 

size of communities and thus in the growth of the schools. 

This necessitated the selection of more teachers and the 

appointment of one of these teachers as head master or 

principal. His primary responsibilities were the admini- 

stration of the school and the teaching of classes, with the 

function of supervision remaining in the hands of laymen. 2 

The inefficiency of the schools and the low esteem 

in which they were held during this period, were in marked 

contrast to the ideals and efforts that had sparked their 

beginnings. This caused a growing uneasiness and when the 

newly adopted Federal Constitution made no provision for 

public education, state school systems were developed and 

the position of state superintendent of schools was created. 

These superintendents worked without the personnel and 

financial facilities that would have enabled them to carry 

l ~ e o r ~ e  C. Kyte, - How to Supervise (New York: 
Houghton Mifflin Company, 19307, PP. 3-12. 

Houghton Vf f f l 
and Rudrrd Ko Bent, kchools ( ew York: 



on a program of supervision although this was supposed to 

be a part of their responsibility. 

When it was realized that the co-ordination of the 

entire state school effort could not be handled by a single 

state official, it was the natural thing to turn to the 

county offices for help and the position of county super- 

intendent of schools emerged. As the educational leader, 

the superintendent was to administer to and to supervise 

all the schools in his county. However, as towns and cities 

increased in size, boards of education saw the need for 

local school superintendents and men were hired for these 

positions with responsibility for school supervision and 

management, whi le the county superintendent continued the 

supervision of rural schools. Gradually the principals in 

the larger schools were relieved of their teaching duties 

and they became full-time administrators and supervisors. 1 

As schools continued to grow and the curriculum was 

expanded to include a number of subjects which the regular 

teachers were not adequately trained to teach, master teachers 

were hired to train and supervise the teachers in these 

areas. These teachers came to be known as special supervisors 

with the superintendents and principals retaining the responsi- 

bi lity for general supervision. However, as administrative 

l~arold Spears Irn rovin the Su ervision of In- 
struction ( ~ e w  YorR: b r M l ~ ; - ~ . -  E . 7 9 - 5 7 .  



duties began to require more of the time of these two 

officers, some of the larger city schools hired master 

teachers as general supervisors. 1 

At this time, county school superintendents were 

likewise becoming more deeply involved with administrative 

duties and rural school supervisors were added to some 

county staffs "in order to provide a type of help to rural 

teachers somewhat akin to that furnished city-school 

teachers. " In this manner the position of county ele- 

mentary education supervisor came into being. 

11. CHANGING CONCEPTS OF SUPERVISION 

A great many changes have taken place in the con- 

cepts of supervision since the early grammar school in- 

spections by selectmen in New England in the 1700's. The 

philosophy, the obJectives, the functions and techniques, 

and the outcomes bear little relationship to the early 

functfons of criticizing and advising the teacher. Of 

these practices, Hicks has said: 

The earliest forms of supervision practiced in 
American schools were characterized by inspection and 
subsequent appraisal based on preconceived and al- 
most completely uniform standards. There is little 
evidence that attention to the detection of faulty 
procedures of classroom teachers was accompanied by 
a parallel interest in offering assistance in the 

cit pp. -* 9 



improvement of the situation. The matter now appears 
even more serious as we realize that these super- 

, visory functions were often performed by administrators, 
or even laymen, wit! little or no professional back- 
ground or training. 

Early definitions of supervision were almost meaning- 

less as neither laws and board rules nor professional publi- 

cations contained anything but vague and general statements, 

such as, 

Supervision is taking the broad view, the general 
view, and seeing the back and middle grounds as well 
as the foreground with its details. . . . Supervision 
is the vision in the old and beautiful sense of seeing 
things invi~ible.~ 

Some of the early definitions, including this one 

n reported by Barr, The business of a supervisor is to cast 

a genial influence over his schools, but otherwise he is 

not to interfere with the are quite typical of the 

laissez-faire attitude and appear quite humorous until we 

realize that this theory of supervision is still in ex- 

istence far more widely than is thought. "Lazy and in- 

competent superintendents and supervisors excuse their in- 

ability and failure to give leadership by saying that their 

teachers are left 'free,' they are not to be 'imposed upon,I 

or 'directed.' A few even call this 'democratic' super- 

vision! It is nothing but good old laissez-faire!n4 

l~anne J. Hicks, Educational Su ervision in Principal 
and - Practice (New York: k onald Press-9~1, p. 3. 

2 ~ .  5. Barr, Wi 11 iam H. Burton, and Leo J. Brueckner, 
(New York: D. Appleton-Century Company, Inc., 

3~bid. - 4~bid., p. 6. 



Then, as so often happens in education, the pendu- 

lum began to swing to the other extreme and following the 

period when the laissez-faire attitude held sway, the 

philosophy of supervision changed and coercion predominated. 

This change was brought on mainly by the recognition that 

many teachers lacked the training they needed to teach the 

many subjects that were being added to the curriculum. 

There was also widespread concern over the generally low 

level of efficiency of some of the teachers. Dur i ng this 

period, teachers came to be looked upon as employees whose 

only responsibility was to carry out the directions of those 

in the upper levels of administration and supervision. 

Learning was considered to be a mechanical process and it 

was felt that if the teachers were told what to teach and 

how to teach, good education would be the result. Atti- 

tudes of superiority, omnipotence and condescension per- 

vaded much of the activity of supervision during this period. 

According to Barr, some of the weaknesses of coercive super- 

vision are: 

1. This concept assumes that there are known best 
methods of doing anything. These are in the 
possession of the supervisor and may be handed 
out to the teachers. It ignores the pre- 
carious, uncertain, and experimental aspects 
of life and of education. 

2. This concept is destructive of personality values, 
particularly of initiative and originality. Re- 
pressions, inhibitions, and even complexes may 
result. 



3 ,  The concept sets up a highly improper relation- 
ship between supervisor and teachers. Fear 
and distrust en er, Insincerity and d f s -  
honesty result, 1 

During the first qttarter of this century, wfien it 

became evident that the resnlts of the coercive method were 

not what had been hoped for, the philosophy of supervision 

began to change once mre, However, j u s t  as some admini- 

strators and supervfsors still adhere to the laissez-faire 

policy, others continue to adhere to policies of coercion. 

The trend has been, during the past fffty years, toward a 

more democratic philosophy of training and guidance, 

fn 1922, Burton presented one of the first statements 

of a more modern concept of supervisfon when he described it 

as being concerned with: 

1, The improvement of the teaching act, 
2, The improvement of teachers in service. 
3. The selection and organization of subject-matter, 
4. Testing and measuring. 
5, The rating of teachers. 2 

In 1923, Fannie Dunn advanced the idea that: 

Instructional supervision, therefore, has the large 
purpose of improving the quality of instruction, pri- 
marily by promoting the professional growth of all 
teachers, and secondarily and temporarily by correcting 
deficiencies of preliminary preparation for teaching by 
the training of teachers in servicee3 

Z ~ . ~ .  Burton, Su ervision and the Im rovement of 
Teachin (New York: D ~ C ~ u ~ C ~ . ~ 1 9 2 2  1 d. 

=~arr Burton, and Brueckner, 9. c&., 11, citing 
Fannle Dunn,  hat is Instructional Supervision?'* Proceedings 
of the National Educational Association, Vol. 61, 1923, 763, 



The most modern concept of supervision associates 

it with the improvement of instruction. This is made ob- 

vious by the following twentieth century definitions quoted 

from leading writers on the nature of supervision. 

The aim of supervision is the improvement of 
teaching. 1 

Supervision is the foundation upon which all pro- 
grams for the improvement of teaching must be builtat 

Supervision is a service activit that exists to 
help teachers do their jobs better. ?5 

To supervise means to co-ordinate, stimulate, and 
direct the growth of teachers.4 

Supervision is a planned program for the improvement 
of- instruction.5 

Virtually all who propose definitions assume the 
primary purpose of supervision to be the improvement of 
learning through intelligent study, evaluation, and 
modifications of the conditions affecting the learning 
situation.6 

Summing it up briefly, Hicks defined supervision as 

Nprofessional guidance - and assistance gciven when -- and where 

it is needed.'? -- 
'~urton, . a s  Pp. 9-10. 

Z~arr, Burton, and Brueckner, 2. GO, PO 1. 

J~imball Wiles. Su ervision for Better Schools, second 
edition (New York: ~ r e n - ~ ~ m ,  p. lo. 

5~arold P. Adams and Frank G. Dickey, Basic Principles 
of Supervision (New York: American Book ~om~any,953), p. 5, - 
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Barr saw such a changing philosophy as having tre- 

mendous effect on supervision in three basic respects: 

First, education is increasingly conceived as a basic 
social force concerned with the development of human 
personality and of a stable democratic social order. . . . Supervision becomes a fundamental aspect of edu- 
cation and not the unthinking enforcement of techniques 
and courses of study. 

Second, the necessary techniques of education and of 
supervision cannot be selected until remote purposes 
have been clearly understood. 

Third, cooperation among all agencies of society which 
d e a l h  childhood and with youth, with their protection 
and education is inescapable. Supervision needs to be- 
come coextensive with, or at least intimately related to 
the total setting for learning.l 

111. NEED FOR SUPERVISORY SERVICES 3 
Some people outside education circles, and some 

teachers also, have wondered whether there is a need for 

supervisory services in our schools today. Others feel that 

the need for a sound program of supervision has become more 

evident as schools have increased in size and as the curri- 

culum has become more complex. 

Though educational organizations are pressing for 

higher requirements in teacher education and col leges have 

raised a number of their standards, many teachers begin 

their professional duties with incomplete preparation. 

Moroney felt it is a vital task of administrators to 

l~arr, Burton, and Brueckner, 2. s., p. 8. 



see that the young teacher is given supervision and assistance 

to develop self-confidence, security, and contentment in his 

new position. He stated: 

We would never think of handing an inexperienced in- 
tern his set of instruments along with a book of di- 
rections and then ushering him off to the operating room 
to perform surgery without the close supervision and 
assistance of competent doctors who have proved their 
skill, Neither should we dare rely on the daily trial 
and error of the classroom to shape a beginner into a 
proficient teacher. All this boils down to an ines- 
capable conclusion that a program of supervision for the 
beginning teacher is essential for every schoole1 

Adequate supervision, with careful assistance and 

suggestions will help beginning teachers to develop de- 

sirable teaching methods and procedures. 

Continuing changes in educational practices increase 

the need for in-service education of all teachers. According 

to Ayer: 

It has long been recognized in the United States of 
America that teachers, even highly experienced ones, 
need the benefit of professional leadership and 
assistance toward the improvement of their teaching 
skills. The function of supervision is the improvemen 
of teaching. Improved teaching will improve learning. 4 

IV. PRINCIPLES OF SUPERVISION 

The attitude of the supervisor and his ability to 

l~ames C. Moroney, "Helping the Beginning Teacher, R 
The - Clearing House, XXXVIII, No. 6 (February, 1964), 360, 

2~red C. Ayer, Fundamentals of Instructional Su er- 
vision (New York: Harper and tirothe= Publishers, l9& 
p. xiii. 



develop wholesome and constructive attitudes in co-workers 

are important factors in determining the effectiveness of 

supervision. 

One of the first essentials of supervision is the 

development of a sound educational philosophy because one's 

beliefs both generate and guide his subsequent actions. 

'The knowledge of what a person believes is a fairly ade- 

quate base for predicting how he will behave," stated Hicks, 1 

Likewise the manner in which one behaves is a sure indication 

of what he believes. 

Ayer suggested that the supervisor make use of these 

ten master guiding principles in developing a substantial 

basic philosophy for carrying on the improvement of in- 

struction: (1 ) cooperat ion, ( 2 )  leadership, (3) considerate- 

ness, (4 )  creativity, (5) integration, (6) community 

orientation, ( 7 )  planning, ( 8 )  flexibility, (9) objectivity, 

(10) evaluation. 2 

Adams and Dickey gave the warning that though the 

supervisor must have her own philosophy well thou~ht out, 

she must not impose it upon those with whom she works. 

The teachers themselves must have an integral part 
in working out their philosophy, for only to the extent 
that they actively participate in formulating their 



beliefs will they make them meaningful in their work 
with pupi 1s. 1 

It is hoped that the supervisor and those with whom 

she works will cooperatively set up a philosophy of edu- 

cation for their school as there is always a relationship 

between the philosophy of an individual or group and the 

goals which they consider to be important. 

V. PURPOSES OF SUPERVISION 

Supervision has no meaning until it has purpose, 
The whole process of supervision is unjustified and 
wasteful unless it has a particular, wrthy task to 
perform. A supervisory program of activity which is 
not guided by recognized purposes is not likely to 
contribute very much to the general effectiveness of 
education.2 

The supervisory program must have purposes and it 

is vital that all persons involved in the program recognize 

these purposes. 

"A first step in the improvement of the schoolls 

program," reported Wiles, "is the establishment of c o m n  

purposes." He felt that that is a first step in the im- 

provement of the school's program and that it is a basic 

reason for the supervisory program to exist, Little change 

can take place until the staff agrees on the purposes they 

are seeking and the supervisor has a role to play in helping 

l~dams and Dickey, z. cite, PO 40. 

'~icks, 9. G., pp. 31-32. 



the staff to come to a common agreementel 

Some of the  prfmary purposes, as proposed by Hicks 

E, To extend the vision of the teachers and learners, 
2, To create desire for fmprovement, 
3, To w i f y  the efforts of persons responsible fur 

the formulatfon and operation of the school 
program, 

4, To Increase productivity, 
5 ,  To serve the purpose of evaluating results, 2 

 h he basic fmctfon of supervision is to improve the 

learning situation for ~hildren.~ To do this the supervisor 

will generally be workfng fn at least four major areas: 

human relations, ctrrrfculum planning, facilitating changes, 

and e~aluation.~ 

Human relations, Perhaps the most difficult and yet 

the most rewarding work of the supervisor comes in the field 3 
of human relations. She knows that many efforts in education 

have moved slowly or even failed because of the inability of 

groups to work harmoniously together for the good of the 

program and the welfare of the individual teacher. 

4~eba M. Burnham and Martha L, King, Supervision in 
Act ion (Washington, D,C. : Association for Supervision a n F  
Curriculum Development, 19611, p. 44. 



For a brief period of time, leaders in education 

placed procedure before personality and ignored the per- 

sonal factor of good human relations. It was soon dis- 

covered, however, that though knowledge of proper pro- 

cedures is important, it is second in importance to the 

desire to do a good job. "Enthusiasm, initiative, and in- 

genuity are now prominent as essentials to teaching," said 

spearsel Without the human touch by administrators and 

supervisors these essentials are usually missing. 

Bradford and Lippett suggested that the following 

understandings must be accepted and made an integral part 

of one's thinking if a proper human relations attitude is 

to be developed: 

a. One must become sensitive to the needs of indi- 
viduals. 

b. One must lead the staff in such a way that the 
group members become sensitive to one another and be- 
come aware of their responsibilities to one another. 

c. One must allow the individual to share in the 
setting of group goals wherever his own situation is 
affected, 

d. He must encourage individual expressions of 
opinion and feeling in a permissive, informal atmos- 
phere. 

em He must recognize that the consensus method of 
decision-making makes the individual feel his responsi- 
bility for making contrlb~tions.~ 

lspears, z. G., p. 95. 

Z~eland P. Bradford and Gordon L. Llppitt, "The 
Counts in Effective Group Relations," National Education 
Association Journal, XLIII (November 19541, 486-4FS7, 
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Three of the basic social drives of individuals can 

be met by such mature human relations attitudes. They are 

a sense of belonging, a sense of achievement, and a sense of 

recognition. 1 

The supervisor knows that all people have greater 

potential than they use and a function of the supervisory 

program is to help teachers release these potentials so 

that they might better utilize their skills and abilities. 

The development of good human relations will do much to re- 

lease these potentials. 

Curriculum planning. Curriculum planning should be 

done by the joint effort of those involved. Only by close 

cooperation, with emphasis on group participation, can a - 
satisfactory and a satisfying curricular program be de- 0 

0 

C - 
veloped. 

# 

> 
Because she is better able to spend both time and 9 

effort on instructional matters, the supervisor should bring 

to the study situation specialized skills and knowledge 

relative to curriculum and curriculum change.2 However, she 

must guard against "taking over" the planning of the curri- 

culum. She must be flexible and as willing to have the 

group accept the suggestions of others as her own. 

l~bid., p. 437. 

Z~urnham and King, x. G., p.  5 8 .  



The supervisor should give stimulation, assistance, 

and cooperation in the field of research and experimentation 

relating to teaching procedures or problems of individuals 

or groups of pupils. 1 

Facilitating changes. 

One of the major responsibilities of school super- 
visors is to stimulate changes and to develop acceptance 
of the idea that continued change is inevitable and 
can be highly desirable.2 

Continuity is essential in many phases of the edu- 

cational program, but need for change is also most evident. 

Change for the sake of change is very undesirable, but con- 

tinuing with outdated methods and materials because it is 

pleasant to cling to familiar procedures is likewise un- 

desirable. 

Swearingen pointed out that though changes in 

materials of instruction and patterns of organization often 

bring anxiety to teachers, the consultant can do a great deal 

to facilitate the effort to change. 

When a supervisor helps teachers become familiar 
with new media, arranges in-service education oppor- 
tunities for them, and helps them see new pro osals 
not as great burdens or "one more thing to do' but 
as new vehicles or means for reaching desired goals, 

1 Ibid 
YB * 

L ~ e n  M. Harris, Su ervisor Behavior in Education 
(Englewood Cliffs, New ~ M n t i c e  ~afl,~nc., IQ~s), 
pa 18. 



he frees teachers to work in a resourceful, imaginative 
way: i.e., creatively. 1 

Spicer, however, cautioned that making changes in- 

volves a degree of risk and requires extra energy. He 

suggested that, "an individual is more likely to initiate 

change and to carry through change if he knows that others 

whom he respects, are supporting him with their interest, 

good wishes, and often material aid."' 

Clearly one of the functions of supervision is to 

encourage change and to provide the support for expediting 

such changes. Shared planning with the teaching staff is 

a key factor in carrying out this function. 

Evaluation. Fundamental to wise planning for im- 

provement is an accurate appraisal of the existing program. 

Just as in most of the areas of modern education, 

the function of evaluating should rest upon the shoulders 

of those involved. This would, of course, include super- 

vision. However, Burnham and King pointed out that: 

Supervisory participation in evaluation in this 
sense does not imply rating; it implies cooperative 
development of goals sought in the instructional 
progran and agreement regarding criteria for judging 
the accomplishment of these goals.3 

l~ildred E. Swearin en, Su ervision of Instruction: 
Foundat ions and Dimensions QBostG%TIjTa;;d Bacon, Inc ., 
1962), p. 62. 

2~dward H. Spicer, Human Problems and Technological 
Change (New York: Russell ~ o u n d a t i o n ~ 9 5 2 ) ,  p. 13. 

'Elurnham and King, OJ. a., p. 59. 



VII. TECHNIQUES OF SUPERVISION 

Keeping up to date with new developments in the 

field of education is one of our most com~ellina necessities. - - . - - - - - - - - .~ - - - -- -d 

1? One of the hallmarks of a true professional, whatever 

profession, is a never-ceasing zeal to learn," stated 

Curtin. 1 

his 

A large part of the work of the elementary education 

consultant comes in helping the staff, as well as herself, 

to grow in understanding and skills by engaging in the pro- 

fessional activities of the in-service program of the 

The success of any in-service program is, to a large 

degree, dependent upon the leadership of a trained staff, 

yet its strength lies in the fact that it is centered around 

the needs of cooperative, participating staff members. 

In-service training, as a part of the supervisory 

program, is carried on in many ways, but there are certain 

elements which characterize an effective in-service edu- 

cation program. Gordon suggested that strong leadership 

seeks to maintain the following conditions: 

Creates an atmos~here of warmth and acce~tance. 

d U l l I 8 5 3  b* k U 1  L A l l y  Al:lpA u i A I I x ,  "16 GuptZbvL~2ul~pF 
struction (New York: Prentice- all T c . ,  1 53 
142. 
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Generates feelings of acceptance and value of the 
individual by authority figures as well as by peers. 

Involves entire group in self-selected aspects of 
common problems. 

Orients new members. 

Values differences of individuals, thus encouraging 
each to develop his unique skills and abilities. 

Shares all plans for change and new development. 

Encourages interaction with other individuals and 
groups .I 

Many techniques of supervision are employed in our 

schools today as the consultant seeks to assist the staff 

in finding solutions to felt needs. Melchoir, however, 

gave the warning, "If a supervisor always awaited a need 

felt by teachers, there would in many instances be no super- 

vision." Therefore one of the unique and subtle responsi- 

bilities of all consultants is to ascertain the real needs 

and then create the felt need on the part of those whom he 

seeks to serve.2 

Some of the more basic techniques of supervision 

are discussed below. 

Individual conferences. One of the most highly rated 

l2elda J. Gordon, "Elements of Effective In-Service 
Education, It Educational Leadership, XV, No. 5 (~ebruar~, 
1958), 274-2750 

'~illiam T. Melchoir, Instructional Supervision 
(Boston: D.C. Heath and Company, 19501, p. 39. 



of supervisory techniques is the individual conference. It 

may take many forms. It may be a brief, casual meeting that 

occurs in the hallway or on the school ground, or it may be 

a carefully planned meeting that will take an hour or rn0re.l 

The following statement by Melchoir gave indication 

of the value of the individual conference: 

Individual conferences rank high--frequently at the 
top--in teachers1 evaluation of supervisory devices, 
The reason is self-evident. Here teachers and super- 
visors meet face to face and alone to discuss a per- 
sonal professional problem. But not all the problems 
raised are those that the teacher first felt a need 
for discussing, for today a supervisor initiates an 
interview for the purpose of getting a teacher's 
opinion on the supervisor's problem. . . . The indi- 
vidual conference should be a part of the planned 
program of total supervision. No teachers, even those 
who are considered the most competent are overlooked, 
and the less competent do not feel that $hey alone 
are the subjects of personal interviews. 

Bartky spoke of the value of the casual type of con- 

ference when he said: 

Casua l meetings between teachers and supervisors, 
both in and out of school, offer excellent opportunities 
for supervision. The supervisor must accept the fact 
that he is on duty at all times, for supervision takes 
place not only in the classroom but at social  ath he rings, 
in the corridor, on the stairs at the lunch table, and 
on the way to and from school. 3 

l~dwln Paul Lamoreau, "Supervisory Techniques Em- 
ployed by San Joaquin County Consultants in Elementary Edu- 
cation" (unpublished Master 's thesis, College of the Pacif icy 
Stockton, California, 1958), 74. 

3 ~ o h n  A. Bartkey, Supervision as Human Relations 
(Boston: D.C. Heath and Company, 1953), p. 151. 
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The individual conference promotes a better under- 

standing between the teacher and the supervisor. Con- 

ferences may be of help before teaching, after classroom 

visits by the supervisor, or to assist a teacher with her 

particular problem, specifically. 1 

According to Adams and Dickey, the individual con- 

ference is one of the most important means of supervision 

because of the opportunity it offers the supervisor to work 

individually with the teacher on his own problems. In the 

conference the supervisor and the teacher learn to know each 

other as persons and to understand themselves as individuals. 

It provides opportunity for the supervisor and the teacher 

to help each other as they concentrate upon problems of in- B I 
struction that are of mutual concern. The conference should I - - 
be given precedence over many other supervisory activities .. - 

h 

and duties. If a teacher requests a conference, the super- 

visor should make every effort to schedule it as soon as 

possible. 2 

~ ~ t e 3  felt that the conference can provide the 

teacher with the help she needs to become skillful in self- 

analysis, self-appraisal and self-improvements. It enables 

the teacher and the supervisor to define clearly the subject 

11bid. - 
Z~darns and Dickey, 2. c&., p.  29. 

S~eorcje C. Kyte, The Princi al at Work, revised 
cditidn (New York: Ginn a d 1 9 5 2 ~ .  322. 



under discussion, to reach a mutual agreement on edu- 

cational viewpoints, to develop together a solution of the 

difficulties discussed, to recognize the high standards of 

professional success, and to agree on the improvement to be 

undertaken. It is the one supervisory technique which per- 

mits thorough discussion and complete understanding. The 

points included in the conference should be the specific 

needs of the teacher and of her pupils. Through the use 

of this supervisory means, thorough discussion is possible 

unti 1 desirable conclusions have been reached. l 

Wiles believed that much of the work of the super- 

visor is done in person-to-person interviews. Planning a 

program, evaluating a lesson, interpreting a policy, con- 

sidering a request, and considering a proposal are samples 

of the constant use that is made of the interview by the 

supervisor. 2 

Certainly there is much general agreement that the 

individual conference should be given an important place in 

the supervisory program. 

Curtin suggested some objectives which might be con- 

sidered in planning for individual conferences: 

I. Self-directed improvement. 
2. To capitalize on strengths. 
3.  To aid in analysis of the learning situations. 



4. To administer criticism. 
5. To plan for classroom observations. 
6. To evaluate instructional procedures. 
7. To set goals for instructional improvement. 1 

Classroom observations, One of the supervisory 

techniques which is looked upon with much favor by some 

educators and disdained by others is that of classroom ob- 

servation. "There is no substitute for classroom obser- 

vation," stated Curtin, "for only by this means can super- 

visors gain the firsthand knowledge and experience necessary 

to participate in improvement programs. n2 

Hicks felt that, 

Since the home base of the teacher's primary acti- 
vity is the classroom, it is what happens in the class- 
room that gives the supervisor the basis for analyzing, 
evaluating, and improving the effectiveness of the 
teacher. Though modern supervision has employed many 
forms of group activity in its processes, there is 
still a practical need for classroom visitation by the 
supervisor. . . . It provides an opportunity for him 
to identify the needs of the teacher, to discover 
points of strength and weakness, to sense possible 
means for motivating the teacher, and to judge first- 
hand the quality of human relations found in the 
classroom.3 

Swearingen, however, believed that through the use 

of other supervisory techniques the consultant can become 

well acquainted with the problems at hand and avoid the 

artif iclality of classroom observatlon.4 



Whereas many supervisors have no doubt overworked 

classroom visitation as a supervisory technique and in many 

programs visitation seems to have been stressed out of pro- 

portion to its importance and usefulness, Adams and Dickey 

saw it as one of the most useful means of supervision. 

Through observation and actual contact with the 
situation, the supervisor is enabled to analyze the 
various factors affecting the teaching-learning situ- 
ation. He is able to see the specific teaching 
methods and techniques which the teacher employs and 
with which he may desire assistance. Utilizing the 
results of his observational analysis, the supervisor 
builds with the teacher a sound program for improving 
the conditions surrounding teaching and learning. l 

Therefore, it seems reasonable to expect that many 

supervisory programs will continue to include classroom 

observations. If these observations are to be worthwhile 

they must contribute to the improvement of teaching and 

learning and to do this they must be well planned. The 

supervisor should aim at the achievement of specific ob- 

jectives which have been determined by the individual situ- 

ation and by the type of supervisory program being developed. 

To schedule visits ahead of time with teacher, to 

make unscheduled visits or to visit classrooms only on an 

"on-calln (by request only) basis is a problem that bothers 

many consultants. The literature gives some support to 

each type of observational visit. 

l~dams and Dickey, z. &., p. 29. 



"On-call" v i s i t s  a r e  favored  by some who f e e l  t h e y  

b e s t  meet t h e  t e a c h e r ' s  f e l t  needs, bu t  Adams and Dickey 

have warned t h a t  t h e  t ime of t h e  c o n s u l t a n t  may be mono- 

p o l i z e d  by t e a c h e r s  who want t o  impress t h e  c o n s u l t a n t  o r  

by o t h e r s  who f e e l  a need f o r  d e t a i l e d  a s s i s t a n c e e l  

Whitehead s t r e s s e d  t h a t  t h e  p lanning  of t h e  v i s i t  by 

t h e  t e a c h e r  and t h e  observer ,  w i t h  mutua l ly  agreed  upon pur-  

poses,  is  e s s e n t i a l  t o  t h e  success  of t h e  c lass room v i s i -  

t a t i o n .  "unannounced v i s i t s  on ly  s e r v e  t o  a rouse  t h e  sus-  

p i c i o n s  of t h e  t eache r  and may cause  f e e l i n g s  of  d i s t r u s t .  W Z  

Adams and Dickey agreed  t h a t  a l t hough  t h e  schedul ing  

and planning of obse rva t iona l  v i s i t s  may sometimes h e l p  t o  

r e l i e v e  emotional  t ens ions ,  t h a t  is not  always t r u e .  

. . . many t e a c h e r s  become s o  upse t  when t h e y  know 
i n  advance of a v i s i t  by t h e  s u p e r v i s o r  t h a t  t h e  
e f f e c t i v e n e s s  of t h e  whole day 's  t each ing  is  impaired. 
Some s u p e r v i s o r s  f e e l  t h a t  a  scheduled v i s i t  is n o t  a t  
a l l  s a t i s f a c t o r y .  They s a y  t h a t  what t h e y  want t o  s e e  
i s  a  t each ing  s i t u a t i o n  which has no t  been e s p e c i a l l y  
prepared and which, t h e r e f o r e ,  may r e v e a l  weaknesses. 3 

Yet even a good t eache r  may f a i l  t o  do good work 

when upset  by t h e  suddenness of a n  unannounced v i s i t ,  4 

Probably t h e  d e c i s i o n  of whether o r  n o t  t o  schedule  

'Matthew J. Whi tehead, "Teachers Look a t  Superv is ion ,"  
Educat ional  Leadership,  X, No. 2 (November, 1958), 103. 

3~darns and Dickey, E. c&., p. 113. 
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and announce visits should be based upon the aspects of the 

individual situation and the purposes for which observation 

is being made. It . . . no one method of planning and schedu- 
ling observational visits will meet the needs of the super- 

visor and teachers in a modern program of supervision. 1 

The amount of time spent in the classroom during a 

visit varies. It may be a long visit or a visit of only a 

few minutes depending mainly upon the purpose of the visf t, 

but Adams and Dickey suggested that ordinarily the con- 

11 sultant, should spend at least a full class period with a 

teacher, in order to comprehend the real purposes of the 

lesson and see as many different phases of the teaching 

situation as possible. n2 1 - 
Classroom observation should not be used by the - - - 

consultant to rate teachers. Wiles stated that observation - .. ,. 
used in this way restricts the improvement of teaching. Ob- > 

servation without rating can be used to improve instruction 
3 

if it is a cooperative undertaking on the part of the super- 

visor and the teacher. He further described classroom ob- 

servation as a technique to be employed for securing a basis 

for the analysis of specifics concerned with instruction with 

which the teacher needs assistance. 3 

11bid. - 
 dams and Dickey. 2. G.. pp. 117-118. 

J~iles, OJ. c&., pp. 293-297. 
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By cooperatively determining the needs of the stu- 

dents and the teachers, the consultant can provide better 

leadership in setting up in-service programs in an attempt 

to aid and encouraqe the arowth and develo~ment of the staff. - - 

Workshops. "Educational works hops are set up to 

create a new or improve an existing curriculum, unit, test, 

teaching device, method of grading and marking, or other 

pro Ject. t l  1 

A workshop has very distinctive features, Attendance 

is usually voluntary. The participants identify their own 

problems and set up their own goals, The flexible schedule - 
is planned cooperatively by the staff and participants. 

- 
Wholesome group processes, plus a wide  range of resources 

4 

are used. The workshop procedures require a reasonably lonq - A - - 

block of time if they are to be effective. 

The consultant often serves as the coordinator of 

the workshop with the responsibility of collecting appropriate 

basic materials and giving general leadership. She brings 

in specialists as needed and yet makes a great deal of use 

of the skills of the group involved in the workshop. 

According to Spears, the workshop has many advantages 

over the more formal type of meeting. Probably the most im- 

portant of these is that teachers come with an open mind as 

participants, rather than merely as listeners. 2 

l~elchoir, x. c&., p. 46. 'spears, OJ. c&., p. 365. 



Group conferences. Group conferences have long 

been recognized as one of the most important methods of im- 

proving instruction. Kyte has said that from the standpoint 

of the development of the teachina staff. the arouv meeting 

serves the needs of the group as thoroughly as the individual 

conference meets the needs of the individual teacher. 1 

Adams and Dickey stated the following concerning the 

importance of the group meeting or conference in the picture 

of supervision: 

Group conferences are considered so vital a super- 
visory technique that teachers virtually live in an 
atmosphere of many kinds of group meetings which find 
their wlace in a modern  roara am of su~ervision.2 

The arouw conference seems to meet with amroval in 

the eyes of most of the teachers. Perhaps one reason for 

the appeal that this technique has for teachers is that it 

gives them an opportunity to learn about new theories, 

methods, and techniques of teaching without undergoing the 

embarrassment of revealing ignorance of them as might be the 

case in a classroom observation or an individual conference. 3 

As with all other supervisory procedures, group con- 

ferences must be well planned. At times the attitudes of 

l ~ ~ t e ,  s. G., p. 289. 

 dams and Dickey, oq. G., p. 147. 

'~eadershi~ Through Su ervis ion (Washington, D.C. : 
I Associati-p. 90. National Education 
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teachers toward such conferences has not been favorable and 

the common complaint is that such meetings have lacked pur- 

pose. The best way to create a favorable attitude toward 

group meetings is to make the conferences of real value to 

the participants.l 

Ayer advanced the belief that the twelve purposes 

listed below are desirable objectives for teachers' meetings, 

but they need to be screened with those definite purposes 

selected which are most suitable for the local school 

situation. 

1. To reach an agreement as to the philosophy that 
governs the group's goals. 

2. To unify the efforts of the entire education 
staff. 

3. To improve old practices. - 
4. To discover problems for special study. 

IC 5 .  To carry on special projects for the improvement 
of instruction. - 

L 

6. To plan the integration of newly adopted practices IC 
I. 

into the standard program. - 
7. To explore the value of standard supervisory I 

activities. 
8. To study community-school relations. 

? 
9. To develop morale. 
10. To discover and utilize special talent. 
11. To exemplify good group action. 
12. To inspire teachers professional enth~siasm.~ 

To accomplish any of these objectives will require 

careful preliminary planning by the supervisory leader in 

charge, but much of the planning for the continuing project 

should be done cooperatively in the teacher's meeting. 

' ~ ~ e r ,  z. G., p. 80. 

2~bid., pp. 81-83. 
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Demonstration teaching. Another supervisory pro- 

cedure of special value in certain situations is demon- 

stration teaching. McKean and Mills noted that: 

The supervisor sometimes teaches a lesson--taking 
over the teacher's class so that the teacher can ob- 
serve his own students respond to a new procedure or 
approach. To do this well the supervisor must have 
established sound relationships with the classroom 
teacher. He must know and be accepted by the students, 
and he must understand the planning and teaching which 
have occurred. Often teachers are able to profit 
greatly from the experience of seeing another person 
teaching their class. l 

McKean and Mills also pointed out that all demon- 

stration teaching requires careful planning and preparation. 

It must be oriented to the needs and concerns of the teacher 

involved. 1 * 

The supervisor and teacher confer in advance of the 
observation, for the purpose of the demonstration must - 
be clearly understood. It is obvious that the observer - I 

will profit more if he has certain things in mind for @ 

which to look. He should know the objectives of the ,. 
lesson, the content to be presented, the nature of the > 
activities to be used, and the evaluative measures to 
be empl0~ed.2 

i 
The values of the demonstration lesson should be 

thought of from the standpoint of the purposes it serves, 

Kyte said that the demonstration should be planned to convey 

to teachers the desired standards of instruction by exempli- 

fying approved principles and practices of teaching. It can 

'~obcrt C. McKean and Ha H. Mills, The Su ervisor 
----mu- (Washington, D.C.: The Center for Applied =arch in 

cation, Inc., 19641, pp. 93-94. 

 bid., p. 95. 
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be used to develop mutual understanding regarding the 

general nature and characteristics of good teaching between 

the teacher and the supervisor. The demonstration should 

also show the teacher how the teaching act, or some phase 

of it, is to be performed in the classroom. The lesson 

should exemplify applicable procedures in preventing or 

correcting a weakness as well as clarify specific super- 

visory suggestions; it should stimulate self-analysis and 

self -cricism. 1 

Several principles of good demonstration teaching 

as listed by Spears included: 

1. The more effective demonstrations are those held 
in the regular classrooms of the children being 
used. To move the class means a loss of the 0 rn true instructional setting and consequent 
accumulation of dramatic or showmanship features. - - 

L 

2. The work presented should be as natural as possible, - 
with a minimum of rehearsal on the part of the /. 
pupi 1s. 7 

3. The room should not be crowded with observers. The 
3 

group should be small enough to protect the 
teaching-learning situation. 

4. The supervisor should not try to cover too much in 
one demonstration. It is better to treat a 
limited phase of a teacher's plan or program than 
to neglect details in an attempt to cover a 
greater number of aspects of the workO2 

Intervisitation. Closely related to demonstration 

teaching, is another supervisory technique, intervisitation 

' ~ ~ t e ,  z. G., p. 322. 

Zspears, 2. G., p. 272. 
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of teachers. "The procedure provides the important possi- 

bility of teacherst working together, learning from each 

other, and sharing their professional experience," stated 

McKean and ~i1ls.l 

Wiles emphasized, "The supervisor must not assume 

that he is the only member of the staff vrho can help the 

teacher improve his instruction." He suggested that inter- 

visitation may be most helpful for the teacher who does not 

operate with the supervisor on a basis of mutual respect 

and complete rapport. It gives the teacher the opportunity 

to see other teachers at work and to discuss with them the 

work that they are doing. 2 

If visitations are to be a productive experience, 
7 

wise planning of those concerned is vital. As stated by r ' - 
L 

McKean and Mi 1 1 s : L .. 
t r  

Teachers need to prepare for the visit, They must > 
have a worthwhile purpose in mind and they should have 
specific and significant things to observe. The 

? 
teacher to be visited must be informed of the impending 
visit. He should also know the needs of the visitor. . . . The host teacher must have consented to the visit 
and be willing to discuss his instruction with the 
visiting teacher afterwards. This post-visitation 
conference is essential, for it provides the opportunity 
for the demonstrating teacher to explain his aims and 
procedures to the observer. It allows the visitor to 
ask questions, clarify impressions, and secure specific 
assistance.3 

Ih4c~ean and Mills, op. cft., p. 96. 

Zwiles, s. G., p. 309. 

3 ~ c ~ e a n  and hlills, z. cft., pp. 97-98. 
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According to Spears, the competent supervisor of 

today recognizes and utilizes the services of excellent 

classroom teachers through intervisitation procedures. He 

states that "the observation of the good work of other 

teachers is a sound practice in teacher training that begins 

in the undergraduate school and continues throughout the 

profession. I! 1 

A list of principles to follow in planning a program 

of inter-visitation, as suggested by Spears, includes the 

following: 

1. . . . visitation among teachers, call for careful 
direction by those in supervisory capacity. For 
an inexperienced or weak teacher to wander in and 
out of the classrooms of good teachers without 
preplanning is a waste of time of all concerned. !I 

r 
2 .  Outstanding teachers and schools must be protected - 

against an overburden of visitors. The school - I 
system that works at the job of spreading its @ .- 
demonstrations--its visiting--among more class- /. 
rooms develops more teachers in the long run. > I 
Teachers grow through such responsibility. 2 

3. Losses must be measured against gains in any pro- 
gram. The education of children should not suffer 
because of demonstration work. 

4.  The teacher's observation of the classroom in- 
struction of others cannot be forced. Opportunities 
rather than requirements should govern the program. 

5 .  Exhibitionism has no place in a demonstration plan. 
Observers should be able to see the program that 
is characteristic of the school. 

6, For the sake of protection of the work in the class- 
rooms visited, it is well to schedule small groups 
of teachers for such rooms rather than to permit 
teachers to come individually. 



7. Programs of demonstrations or visitlng set up by 
the supervisors of various fields in a large 
system need to be co-ordinated.1 

Using professional materials, The field of education 

is literally flooded with professional literature and for 

teachers in service, it is a difficult task to know what to 

read and what to leave alone. 2 

The consultant should assume a role of leadership 

in helping teachers to select professional materials that 

will be of most value to them as they strive for competency 

in teaching. 

Briggs and Justman stated that the challenge of the 

consultant is to stimulate teachers to increase the amount 

and the selectivity of their professional reading, to im- 

prove its fruitfulness, and to encourage the use of the re- 

sults to develop their growth in effecti~eness.~ 

Most county offices maintain professional libraries 

so that teachers can have access to much good professional 

reading. The consultant must encourage the use of these 

materials, 

Interpreting school programs, Children and youth are 

'1bid pp. 272-273. 
-a 8 

'~ilber A. Yauch. Martin H. Bartels, and Emmet Morris, 
The Be innin Teacher ( N ~ W  York: Henry ~ o l t  and Company, 
~ 3 5 ~ 3 7 2 2 7 8 .  

3 ~ r i ~ ~ s  and Justman, OJ. it., p. 465. 



40 

not becoming educated only while in school. Because edu- 

cation is a continuous and a complex process, teachers, ad- 

ministrators, and consultants mast realize that those whom 

they are teaching are also greatly influenced by the quality 

of living in the home and in the community. Therefore, the 

development of the community should be an important concern 

of all educators just as the development of school programs 

should become a concern of lay citizens. 1 

A responsibility of the consultant is to enhance un- 

derstandings between the school and the community as she 

assists in interpreting the program of the school to the 

community. She is able to do a great deal to help the 

community to see and to understand the need for changes with- 
r: 

in the school and to gain support for such changes. - 
C 

Heitland suggested the following activities as a means 7 - 
of bringing the school program to the attention of professional 3 
and lay groups: 

9 
1. initiating workshops in various curriculum areas 
2. addressing civic clubs 
3. writing articles for newspapers 
4. participating in radio programs 
5. talking to Parent-Teacher Association groups, 2 

The consultant helps the schools and the community 

when she encourages the use of lay citizens in school projects. 

lgriggs and Justman, z. G., p. 465. 

zvivian E. Heitland, "A Handbook for an Elementary 
Consultant in Webster County" (unpublished Master's thesis, 
Drake University, Des Moines, Iowa, 19631, 40. 
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Travel talks, showing of slides, and well-planned field 

trips are but a few of the ways the lay citizen can be en- 

couraged to find out about and participate in the program 

of the school. By working and planning with the teachers 

and lay citizens, the consultant can help to provide an en- 

riched curriculum for all students. 

There are many ways of administering to the super- 

visory needs in our schools of today. The wise consultant 

will have a good working knowledge of the background of the 

teachers and administrators with whom he works, Then by 

planning carefully with them he will select those super- 

visory techniques best suited to the situation and use them 

in the improvement of instruction. r 

V I I I .  ATTITUDES TOWARD SUPERVIS ION 
r ' - 
r 
b- 
C 

fl. 

Teacher-consultant relationships. One of the most > 

potent factors conditioning supervision is the attitude of 
5 

the teachers. Briggs and Justmn believed that, "the atti- 

tude of teachers toward supervision will depend upon their 

experiences with it and on their professional ambition and 

alertness; these in turn develop from a vision of the possi- 

bilities in education. Boardman suggested that if some 

antagonism toward and disrespect for supervision does exist, 

it can often be attributed, at least in part, to the belief 

lgriggs and Justman, OJ. Cft,, p. 87. 



that the teacher is more of an e x n e r t  i n  her area than the 

consul tant 

activities are conduct 

given by the superviso 

some of the teacherso1 

ed; to the lack of practical assistance 

r; or to the excessive work load of 

One of the most common complaints of supervision 

heard by this writer while serving as a classroom teacher 

was expressed by Spears: 

The 
far above the mechanics of c laisrobm operationVthat 
the only view available will be one of the clouds. It 
behooves the school worker to be idealistic in his en- 
deavor. to the extent of ever reachina for im~roved 

cond 
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- - -  --- - - -  - -  - --- -- - -  -- - - 7 - - -  

the undemocratic manner in which supervisory 

a danger of raising supervisory sights SO 

itions, but at the same tiGe to be'realistic, 
ever cognizant of the actual setting in which such im- 
provement must take place. . . . It is when theory is 
tested by practice that the issues of education present 
themselves .2 

Attitudes are important. Spears summed up the 

necessity of desirable attitudes by teachers toward the 

supervisory program in the following: 

Perhaps the value of a supervisory program can best 
be measured by the affection and respect shown for it 
by the teachers. It may meet all of the theoretical 
requirements for a good program; but if it is not 
accepted by those wh m it is to serve, there is some- 
thing wrong with it. 8 

The attitudes of teachers toward consultants is 

greatly affected if it appears that the consultant has any I 
-- - - 

I~oardman, Douglas, and Bent, =. cA., p. 15. 

E. G., p. 24. 

3~poars, 2. a., p. 443. 
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the consultant will find many areas in which they welcome 

help. In reporting on research, Adams and Dickey found that 

teachers desire assistance most in: 

a. Improving teaching methods and techniques 
b. Uti 1 izing newly discovered principles of group 

dynamics. 
c. Providing for individual differences 
d. Locating and utilizing community resources 
e. Evaluating their own teaching 

Adams and Dickey summed up the feeling some teachers 

have concerning supervision by the following statement: 

Teachers are stubbornly persistent in stating that 
the ideal supervisor is one who exemplifies the demo- 
cratic personality, one who is sympathetic, and one 
who can work with them on their problems. rather than 
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Teachers want security. 
They want desirable working conditions. 
They want fair treatment. 
Teachers want the feeling that they are an inte- 

gral part of the school--that they belong, 
5. Teachers want recognition for their work 
6. Teachers want a voice in administration, 1 

By planning the supervisory program with the teachers, 

give orders or hand out packaged* answers: Good 
teachers certainly do not have any desire to be told 
constantly what tb do. The best and highest type 
supervisor aids teachers to become self-directive. 8f 

Administrator-consultant relationships. By working 

closely together, the principal and the consultant can be an 

effective team for improving the instructional program, 

l~lbert H. Shuster and Wilson F. Wetzler, Leadershi 
in Elementar School Administration and - ~ u p e r v i s i d :  
~ u ~ l ~ ~ a n ~ ,  1958), p. 166. 

~ A ~ R R S  and Dickey, s. GO, P. 24. 

S~bid., p. 23. 



However, frequent misunderstandings may arise unless the 

responsibilities of each position are clearly defined. 

Spain, Drummond, and Goodlad said that "the principal needs 

to be clear in his thinking regarding the functions of 

special supervisory personnel,1 

It is the responsibility of the principal of each 

particular school to see that each staff member is apprised 

of his duties and his relationship to other staff members. 

The effectiveness of the supervisory program depends on the 

quality of the relationship between the supervisory staff 

and the principals with whom they work.z 

As stated by Spain, Drummond, and Goodlad: 

The principal must work closely wi th consultants 
provided by the local system or by the county, With 
them he should strive to develop a program which meets 
the needs of the local community, but recognize 
simultaneously that other schools have similar problems 
and may have developed some answers which will at least 
give hints about ways of improving the local school 
program. Supervisors usually know what is going on 
elsewhere, and, therefore, can make a substantial 
contribution when used as consultants. 3 

Shuster and Wetzler stated that: 

Instructional leadership is not a function of the 
principal or supervisor alone. The alert principal 
avoids stressing a conflicting relationship with 

'~harles R. Spain. Harold D, Drummond, and John I. 
Goodlad, ~ducational' ~ ~ b e r s h i p  and the ~lemi~;:;~ School 
Principal (New York: inehart aiihCompany, l956),p. 227. 

Z~hustor and Wetzler, z. , p. 162. 

3~pain, Drummond, and Goodlad, 2. G., pp. 121-122. 
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supervisory personnel which may cause them to feel 
that their services are not needed or desired. The 
principal should be eager to utilize such assistance 
as may be given by the supervisor, In addition, he 
should work with his faculty in a way that utilizes 
whatever services are available. 

Both principal and supervisor are instructional 
leaders and both are on the same team trying to achieve 
the same ends, To be a member of the team, one must 
participate with the team. Therefore, it is important 
that the principal use the supervisor as a member of - -  
his team. Real leadership by the principal will make -- 
the supervisor feel that he is a valued resource pe - 
son who can contribute to cooperative group action. 1 

Kyte expressed the belief that, nIf the training of 

both superintendent and principal is sound, their vision 

broad, and their attitudes professional, the supervisor will 

have little or no difficulty in becoming an extremely 

valuable member of the school system. n 2  

Wiles, however, stressed that the consultant must 

win the acceptance and respect of those with whom he works.3 

In her research, Heitland found that by maintaining a peer 

relationship with the administrators and teachers, the con- 

sultant is better able to achieve the 'team-approachn which 

is so essential to educational i~n~rovement.~ The new con- 

sultant can help to develop good attitudes toward supervision, 

as well as win the acceptance and respect of the teachers and 

l~huster and Wetzler, G., p. 162. 

z ~ ~ t e ,  s. G., p. 89. 

Swiles, 9. s., p. 47. 

4~eltland, c&., p. ZZ. 
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administrators, by following these suggestions: 

1. Strive for humility, 
2. Make clear to the staff a desire for help and a 

willingness to learn. 
3. Define the official leader's role as coordinator 

and resource person to help the staff. 
4. Talk with your predecessor about the program that 

is underway and the next steps as he sees them. 
5. Meet the staff in an informal social situation as 

soon as possible. 
6. Look for the strong features of the program and 

staff members. 
7. Continue existing procedures until they have been 

studied and their weaknesses have been determined. 
8. Make change slowly on the basis of the staff 

evaluations. 
9. Talk with each person or a representative of each 

group about his (or the group's) work. 
10. Listen more than you talk. 
1 .  Start with the staff's problems. 
12. Keep an Itopen door" to all staff members. 
13. Make some early decisions in open conference. 
14. Set the work pattern the staff is to follow. 
15. Be natural. f - 
16. Beware of remarks, even in jest, that belittle a 

s taf f member. l - - - . . 
@ 

IX. THE COUNTY CONSULTANT ,-, 4 

Although county consultants use the same techniques 

procedures that are used by nearly all supervisors in 

rn education, the somewhat different nature of the 

ty office as compared to a local district affects, in 

ways, the manner in which they perform their duties. 

The school district consultant is employed by the 

1 board of education and is directly responsible to the 

l~iles, z. c&., p. 48. 
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board and to the superintendent and principal as designated 

officials of the school district. The district consultant 

has assigned duties to perform and the needed authority to 

carry them out. On the other hand, the consultant from the 

county off ice, according to Draheim, works with several 

different districts and is directly responsible to the county 

superintendent, and the county board of education. As in 

the case of the school district consultant, the consultant 
. . 

employed by the county office is chiefly concerned with the 

improvement of instruction but he has no real authority to 

see that recommendations he makes will be accepted.l 

As pointed out by Draheim, the main function of the 

county office is to provide needed services to the schools - 
of the county which by law are entitled to such services, - 

C 

If any school district wishes to refuse a service. such as - - 

that of the elementary education consultant, it is not re- 

quired to accept that service. Consultants are to consider 

themselves as guests of the school; they should offer their 

services and perform their duties with as little interference 

as possible in the normal routine of the school. The con- 

sultant must always be aware of the fact that the local 

administrator has been charged with the responsibility of 

his particular school and that his decisions and opinions 

where school matters are concerned are final. 2 

l~ictor 0. Draheim, "County Board of Education Poli- 
cies" (Carroll ',- Iowa: . Carroll - t County Board of Education, 



Therefore, the maintenance of friendly, cooperative I 
relationships with the 

schools are located, and the communities where consultants 

n live is of importance. As stated by Reeder, A 3ervice or- 

ganization cannot make maximum use of the services it has - 

to offer if public re1 

that thev refuse to acce~t anv of the services. 1 1 

The following points have been revealed by the review 

of literature and have served as a guide for considering the 

responsibilities and authoritv of the elementzry education 

consultant in Carroll 

schools, the communities where 

ations with the recipients are such 

X. SUMMARY 

- 

County, Iowa. 

1. Supervision in American schools has undergone nany - 
changes. The present concept of democratic - - 
supervision vras preceeded by attitudes of in- - 
spection, laissez faire, and coerci~n.~ N 

f 

2 .  Presently supervision is viewed as "a service 
activity that exists to help teachers to do their 

9 
jobs better. e 3  

3. Supervision and assistance can help the new teacher 
gain self-confidence, security, and c~ntentment.~ 

4. Even highly experienced teachers need the benefit 

l~dwin H. Reeder, 
School (Boston: Houghton 

'~arr, Burton, and Brueckner, 2. c&., p. 4. 

3~iles, x. u., p. 10. 

'I~orone~, 2. c&., p. 360. 
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of professional leadership and assistance toward 
the improvement of their teaching ski 11s. 1 

5. One of the first essentials of supervision is the 
development of a sound educational phi l o ~ o p h ~ . ~  

6. The supervisory program must have purposes and it 
is vital that all persons involved in the pro- 
gram recognize these purposes . 3  

7. The basic function of supervision is to improve 
the learning situation for all children, This 
is usually accomplished by work in four major 
areas: human relations, curriculum planning, 
facilitating changes, and e~aluation.~ 

8. A large part of the work of the consultant comes 
in helping the staff, as well as herself, to 
grow in understanding and ski 11s by engaging 
in the professional activities of a well-planned 
in-service program. 5 

9, The individual conference is one of the most im- 
portant of all supervisory techniques.6 $ - 

10. Observational visits, well-planned to fit the 
individual situation, are an important part of - 
the supervisory program.7 .- - ,. - 

11. Classroom observations should ot be used by the 8 consultant to rate teachers. > 
=I 
I: 

'Ayer, x, It., p. xiii. 

'~icks, OJ. G., pp. 64-65. 

3~bid., pp. 31-32. 

%iles, - -  loc. cit. 

'curtin, z. G., P. 142. 

G~amoreau, s. G., p- 30- 

7~dams and Dickey, 2. It., Pa 29. 
B~iles, 2. G., pa 303. 



12. The workshop, as a supervisory technique, has an 
advantage over the more formal type of meeting, 
as the teachers come as participants rather than 
merely as listeners. 1 

13. The best way to create favorable attitudes toward 
group meetings is to make the conferences of 
real value to the participants.2 

14. Demonstration teaching must be oriented to the 
needs and concerns of the teacher or teachers 
involved.3 

15. Intervisitation gives the teacher the opportunity 
to see others at work and to discuss with them 
the work that they are doing.4 

16. The consultant helps to select and encourage the 
use of professional literature and other 
materials .5 

17. The consultant assists the teachers and the ad- 
ministrators in interpreting the program of the 
schools to the community.6 

18. One of the most potent factors conditioning super- 
vision is the attitude of the teachers.7 

19. Close teamwork on the part of the principal, super- 
intendent, and the consultant wi 11 increase the 
effectiveness of the supervisory ~ro~rarn.8 

lspears, %. c&., p. 365. 

2~yer, z. G., pp. 80-83. 

3 ~ c ~ e a n  and Mills, x. G., p. 95. 

4~iles, s. G., p. 262. 

5~riggs and Justman, o&. G., p. 465. 

'Burnham and King, E. G., P. 57. 

7~riggs and Justman, 2. G., p. 87. 

85huster and Wetzler, x. c&., p. 162. 



20. The chief concern of the county consultant is the 
improvement of instruction, but the decisions 

I 
and opinions of the local administrator are 1 
final and the consultant has no authority ty see 
that recommendations he makes are accepted. 

21. The services of the countv elementarv consultant I - - - - - - - - - - - - 

may be accepted or reje';ted by the local school 
district.2 

22. The maintenance of friendly, cooperative relations I 
between the schools, the communities, 
county office are of prime importance. 3"- I 

- - - - - - - - - - - - 
, . and t.he 

XI. REPORT ON CONFERENCES WITH CONSULTANTS 

In addition to making a review of the pertinent 

literature as a part of this study, the investigator held 

conferences with the elementary education consultant from $ 
the State Department of Public Instruction and with six 

. ' - 
county elementary education consultants from western Iowa. - - - 
The investigator wished to ascertain what promising practices -- -. .' 
and activities these consultants believed to be character- =i 

*: 

istic of a good supervisory program. Suggestions mentioned 

by two or more consultants are listed below. 

I .  Acquainting new teachers, and teachers new to the 

system, with the services and materials available 

for their use. 

2. Acquainting teachers with curriculum method and content. 
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Providing assistance in the selection and evalu- 

ation of textbooks and other educational materials, 

Providing help for teachers on problems concerned 

with the instructional program, 

Observing classroom practices and providing 

guidance. 

Planning, with principals, opportunities for in- 

service growth-workshops, intervisitation, group 

meetings, 

Demonstrating the use of new materials and new 

methods of instruction, 

Meeting with individual faculties to identify and 

work on educational problems. 

Providing guidance in the selection and location 

of professional materials. 

Working with teachers, parents, and lay groups in 

interpreting the educational program of the local 

schools. 

Aiding in administering the testing program and 

interpreting the results. 

Assisting administrators and teachers in the 

grouping of children for room placement. 

Cooperating with principals in recognizing and pro- 

vi df ng for teachers ' needs. 
Serving as a resource person wherever and whenever 

needed by teachers and administrators, 
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15. Attending educational conferences to keep informed 

of modern trends in education, 

XII. THE INTERVIEW GUIDE 

AS a Part of the research for developing criteria 

for defining the responsibilities and authority of the 

elementary education consultant in Carroll County, the in- 

vestigator interviewed the county superintendent of schools, 

and the superintendent and elementary principal of each of 

the four public school districts in the county. Before pre- 

paring a guide for the interviews, the investigator made 

a comparison of the points of a good program of supervision 

as revealed by the literature and of the promising practices 

and activities which the consultants felt were characteristic 

of their responsibilities. It will be noted that the con- 

sultants mentioned many activities similar to those re- 

commended in the literature. These included working with 

new teachers, providing assistance toward the improvement of 

the skills of all the elementary teachers, assisting in the 

selection of educational materials, providing help on prob- 

lems of instruction, classroom observations, providing 

opportunity for growth through in-service programs, demon- 

strating the use of new methods and materials, group meetings, 

assisting in the selection of professional materials, and 

helping to interpret the school program to the comunity, 
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In Preparing the guide for the interviews, the in- 

vestigator included questions which invited discussion of 

the activities listed above. The guide also included 

questions covering other points which were brought out in 

the literature, such as the need for an understanding of 

the ~hilosophy and purposes of the supervisory program, 

cooperative teamwork on the part of the administrators and 

the consultant, and the problem of rating the teachers by 

the consultant, 

Additional activities which had proven of value to 

the consultants, including testing and grouping, and areas 

which had been of concern to the investfgator, such as the 

need for consultant services, general or specialist services, 

and the types of scheduling were also discussed, 

The following questions were used as a guide in the 

discussions with the administrators of Carroll County: 

1. Do you feel that there is a real need for an ele- 

mentary education consultant in Carroll County? 

2, Should the consultant serve as a general consultant 

or as a specialist in one or more defined areas? 

3. Do you prefer that the consultant have a regularly 

scheduled day each week for being at your school 

or that she come only at the request of the super- 

intendent or the principal? Should the consultant 

report to the principal's office upon arriving at 

the school and before departing for the day7 



4. Should teacher requests for consultant services 

be relayed to the consultant through the 

5.  Do you believe that the philosophy and purposes of 

the county supervisory program are understood by 

the people in your school and community7 

6 Should in-service meetings be held as a method of 

improving instruction and for the study of the 

problems in the school7 By whom should the 

meetings be called7 By whom should the meetings 

be planned? Should outside consultants be 

brought in occasionally7 

7. What are your feelings regarding classroom visi- 

tations by the consultant? Which teachers should 

be visited? Should the visits be scheduled ahead 

of time and planned with the teacher7 About how 

long do you feel a visit should be7 What is the 

best type of follow-up for a classroom visitation? 

Should a report be made to the principal following 

each visit7 What responsibility, if any, should 

the consultant have in rating the teachers7 

8. What authority should the consultant have in making 

suggestions for classroom changes? Curriculum 

changes? 

9. Would you be in favor of bringing the teachers in 

the county together for group workshops, perhaps 



by sections, kindergarten through third and 

fourth through sixth, at least once every two 

years? Would you be in favor of released time 

for attending such workshops? Would you support 

a request for the allowance of transportation 

expenses for those attending the workshops? 

Should the consultant attend most of the elementary 

faculty meetings called by the principal? The 

monthly meetings of the principals of the county? 

Would you favor inter-school visitations within the 

county arranged by the consultant? What are your 

feelings regarding classroom demonstrations by 

the consultant? 

Do you feel that there is merit in the bulletins 

from the consultant mentioning professional and 

supplementary materials and suggestions for 

their use? 

In what ways should the consultant assist in inter- 

preting the program of the school to the community? 

What part should the consultant have in the grouping 

of children for classes? 

Should the consultant, if possible, be the one to 

administer group tests such as intelliqence tests 

and the Iowa Tests of Basic Skills7 Is it the 

responsibility of the consultant to make a study 

of the test results and then to report to the 
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teachers and administrators regarding the 

results? 

16. In what ways do you feel that the consultant and 

the administrators might work together to im- 

prove the supervisory program? 

17. Are there other comments which you would care to 

make concerning the responsibilities and 

authority of the elementary education consultant 

in Carroll County? 



CHAPTER I11 

REPORT ON INTERVIEW DATA, COMPARISONS 

In an effort to determine the feelings of local ad- 

ministrators regarding the responsibilities and authority 

of the county consultant, the investigator personally inter- 

viewed the county superintendent of schools, as well as the 

superintendent and the elementary principal of each of the 

four public school districts in Carroll County. These 

school districts included the Carroll Independent School 

District, the Coon Rapids Community School District, the 

Glidden-Ralston Community School District, and the Manning 

Community School District. Earlier discussions with the 

school administrators of the county had assured the investi- 

gator of their cooperation in making the study. 

Following a review of the pertinent literature and 

the conferences with seven other consultants, the investi- 

gator made a comparison of the points of a good program of 

supervision as revealed by the literature and of the pro- 

mising practices and activities which the consultants felt 

were characteristic of their responsibilities. In preparing 

the guide for the interviews, the investigator included 

questions which invited discussion of the activities suggested 

by the literature and the conferences with the consultants. 

Also included were questions inviting discussion of areas that 
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had been a source of concern to the investigator. 

Letters were mailed to each administrator requesting 

a time and date for the interview. A self-addressed stamped 

envelope was enclosed for their reply. A copy of this 

letter is included in the Appendix. 

Within Chapter 111, the investigator has reported an 

analysis of the data obtained in the interviews and made 

comparisons of the data with the review of literature where 

it is feasible to do so. Guidelines for the consultant in 

Carroll County were drawn up. Comparisons were then made of 

the results of this study and the conclusions as reported in 

the 1963 research by Heitland. 

Need -- for county elementary education services, The 

administrators were first asked whether they felt there was 

a need far elementary education services from the county 

office. Eight of the nine administrators expressed the 

opinion that such services from the county office -re needed 

by the school distrjcts in Carroll County. They mentioned, 

as being especially helpful, the guidance given to new 

teachers in helping them become acquainted with methods and 

materials, the work done with all the teachers on curriculum 

and textbook selection, guidance given the teachers on in- 

structional problems, and the help in obtaining supplementary 

materials and suggestions for the use of these materials in 

the classroom. 
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The ninth administrator felt that the county con- 

sultant was of definite service in his school when new 

teachers were employed, but expressed the belief that the 

need was not so great when they had a staff of experienced 

teachers and a well-qualified elementary principal. 

Authorities in the field, as indicated in the liter- 

ature, agree that not only do beginning teachers need care- 

ful assistance in developing desirable teaching methods and 

procedures, but that highly experienced teachers also need 

professfonal leadership and assistance toward the improve- 

ment of their teaching skills. 

General consultant -- or area specialist? The admin- 

istrators were asked whether they preferred to have the 

county consultant serve as a general consultant or that he 

specialize in one or more areas. Five of the nine admin- 

istrators indicated the desire for the services of the con- 

sultant in all the general areas of elementary education, 

whereas four others preferred that he specialize in the 

areas of language arts and mathematics, Those who expressed 

a preference for specialization felt that it was impossible 

for the consultant to keep abreast of all areas and at all 

grade levels, They felt that he could provide better service 

to the teachers by confining his attention to the language 

arts and the mathematics fields. 

Regular schedule -- or on request? Because there art 
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just four public schools in the county it is usually possi- 

ble for the consultant to spend one day a week in each of 

the schools. The investigator wished to know whether the 

administrators preferred that the consultant have a regu- 

larly scheduled day for being at each school or that he 

come only at the request of the superintendent or principal. 

Eight of the nine administrators stated a preference for the 

consultant to be at their school on a regularly scheduled 

day. They did, however, stress the belief that much flexi- 

bility should be maintained so that his services could be 

obtained at other times, if so requested. This was the 

concern of the one administrator who preferred that service 

be given on a request basis. He stated that we too often 

become tied to schedules and lose our flexibility, 

The investigator also wanted to know whether the 

administrators believed that the consultant should report 

to the principal's office upon arriving at the school and 

before departing for the day. Seven administrators re- 

commended that the consultant report to the principal's 

office upon arrivlng and five of the seven felt it best to 

report again before leaving the building. Several reasons 

were given, such as, to discuss any particular problems and 

to adJust schedules accordingly and in case someone from 

outside the school were to attempt to locate the consultant. 

The other two admlnistrators did not believe it was necessary 

to report in or out, just so some contact was made with the 
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administrator during the day. 

Requests - for consultant services. The investigator 

sought the desires of the administrators regarding requests 

for consultant services. Should such requests be handled 

by conferences between the teacher and the consultant or 

should they be made through contacts with the principal? 

Four of the administrators believed that the teacher should 

contact the consultant directly, whereas three others be- 

lieved that teacher requests for consultant services should 

be made to the principal. One principal said that either 

method of contact was suitable, unless it was a matter of 

major importance in which case the principal should be in 

charge. The administrator who preferred consultative ser- 

vices on an "on-calln basis believed that such requests 

should go through the principal because of ease of contact. 

The literature stressed the importance of the con- 

sultant maintaining peer relationships with the teachers and 

the administrators so that all those concerned would feel 

free to discuss problems and request assistance. l However, 

the literature also stressed the fact that the administrator 

makes the final decisions in his school as that authority 

has been delegated to him by the local board.' 
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Philosophy and - purposes of the supervisory program. -- 
If, as Briggs and Justman have stated, attitudes are one of 

the potent factors conditioning the supervisory program, it 

is important that the philosophy and purposes of the pro- 

gram be understood by the teachers, administrators, and lay 

citizens. 1 

Four administrators expressed the belief that there 

was a good understanding of the philosophy and purposes of 

the supervisory program in their schools and communities. 

Three others believed that some clarification was needed so 

that all those concerned might become better informed, Two 

administrators believed that the philosophy and purposes 

need to be reviewed and revised regularly and special effort 

made to develop a better understanding of the supervisory 

program. 

In-service training. The basic function of super- 

vision is to improve the learning situation for all chileren, 

A large part of the work of the consultant comes in helping 

the staff, as well as himself, to grow in understanding and 

skills by engaging in the professional activities of a well- 

planned in-service program.2 The investigator asked whether 

in-service meetings should be held, if so, by whom they 

l ~ r i ~ c ~ t  and Justman, Pa 87. 

z~urtin, 2. c&., P O  142. 
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should be called, and by whom they should be planned. All 

nine administrators favored the use of in-service meetings 

as a method of improving instruction and for studying prob- 

lems in the schools. Three of those interviewed believed 

that the principal and the consultant should jointly schedule 

the meetings whereas the other six administrators felt that 

the principal should do the scheduling, though oftentimes 

at the request of the consultant. 

The majority of the administrators, eight of nine, 

believed that the in-service meetings should be planned 

cooperatively by the teachers, the principal, and the con- 

sultant. The other administrator believed that, as a 

general rule, the meetings should be planned by either the 

consultant or the principal. It was believed, by all those 

interviewed, that it is a good practice occasionally to 

bring in outside consultants to aid in the meetings. 

Classroom observations. Seven of the nine admini- 

strators believed that all teachers should be observed by 

the consultant in the classrooms. Two expressed the belief 

that it is definitely important for the beginning teachers 

to be visited and that it might be a good policy for the 

consultant to visit all the classrooms. This agreed with the 

literature wherein curtin, ~ i c k s , ~  and Adams and Dickey, 3 

3~dams and Dicltey, x. G., p. 107. 
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pointed out the importance of the consultant having first- 

hand knowledge of classroom situations when planning im- 

provement programs. 

There was a rather general difference of opinion in 

regard to the question of whether classroom observations 

should be scheduled with the teacher or whether they should 

be unscheduled. Two administrators felt that the decision 

of whether to schedule the visits depended upon the teacher 

involved and upon the purpose of the visit. If the con- 

sultant was making a study of a certain phase of the school 

program, scheduling would be necessary in order that the 

visit might fit the teacher's planning, but if the purpose 

was to observe general classroom practices, it might be 

better if the visit were not scheduled. Two administrators 

sugaested that the visits sometimes be scheduled, but felt 

it best to keep a flexible policy as exact schedules are 

difficult for consultants and administrators to retain, Two 

other administrators felt that visits should seldom or never 

be scheduled, One gave the reason that some teachers become 

too nervous when they know of visits ahead of time and that 

others do not present an everyday situation, but instead tend 

to "put on a showon Three administrators showed a preference 

for scheduling the vlsits, but two of these stressed that 

such schedules were difficult to maintain and the other stated 

that though he felt it was best to schedule visits, he dfd 

not feel it was always necessary or possible. 
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The review of literature revealed that most miters 

in the field favor visits which have been scheduled and 

planned With the teacher, but Adams and Dickey noted that, 

". . . no one method of planning and scheduling observational 
visits will meet the needs of the supervisor and teachers 

in a modern program of supervisionon' 

In response to a question regarding the proper length 

of time for a classroom visit, eight administrators answered 

that it would depend upon the purpose of the visit, but that 

most visits should be at least one class period in length. 

If, however, the consultant were making a stady of an indi- 

vidual child or group of children, the visit might need to 

be much longer, This is in agreement with the thinking of 

the authorities in the field as shown by the review of 

literature. 

A personal conference is the best type of follow-up 

for a classroom visitation, if at all possible, according to 

all of the administrators questioned. One expressed a pre- 

ference for both a conference and a written report, The 

literature also highly recommended the use of the personal 

conference following visitations. 

The administrators were asked whether they believed 

that it was necessary for the consultant to report to the 

principal following classroom visitations. Though four 

l~darns and Dickey, 2. P* 113. 
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administrators stated that they did not feel it was 

necessary for such reporting to be done and two administra- 

tors recommended a report only if something really important 

showed up, three others were much in favor of a report of 

some kind, even though it were just a general discussion. 

This question was followed by, "What responsibility, 

if any, should the consultant have in rating the teachers?" 

The administrators were in complete agreement with each 

other and with the literature when they each expressed the 

belief that it is not a part.of the consultantts responsi- 

bility to rate the teachers and that his service m u l d  be 

seriously impaired if he were required to take part in the 

rating process. 

- 
Changes within - the classroom and in the curriculum. - --- 

The administrators were asked what authority the consultant - 
* 

should have in raking suggestions for changes within the 
: I  

classroom and in the curriculum. Six of those interviewed 

felt that though the consultant should be able to recommend 

changes within the classroom and in the curriculum, he must 

understand that these would be recommendations only and that 

he has no authority to see that they are followed. Two 

administrators believed that the consultant w u l d  have 

authority for recommending changes only if the principal 

delegated such authority to him. One principal expressed 

the belief that the consultant had not only the right but 
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the obligation to make recommendations for changes. How- 

ever, he felt that these recommendations should be made to 

the principal and he, in turn, would make the final decision 

on any changes, 

These responses reminded the investigator of Mel- 

choir's statements in the literature wherein he advanced 

the belief that a unique and subtle responsibility of all 

consultants is to ascertain the real needs and then to 

create the felt need on the part of those whom he seeks to 

serve, 1 

County workshops, In response to a question of 

whether the administrators favored bringing the teachers of 

the county together for workshops, one of those questioned 

was not in favor of the county workshops, but eight admini- 

strators expressed a desire that such workshops be held. 

Thus the majority of the administrators agreed wi th the 

literature which pointed out that the workshop has a number 

of advantages over the more formal type of meeting in that 

the teachers come as participants rather than merely as 

listeners. 2 

S i x  of the eight who favored county workshops also 

favored giving the teachers released time from regular 

classroom duties to attend the workshops. One administrator 



expressed the belief that teachers should welcome such 

opportunities for professional growth and should, therefore, 

be willing to attend the meetings at a time when school 

classes would not be in session. The other administrator 

was of the opinion that his teachers could not be offered 

released time during the school day because of the un- 

availability of enough substitute teachers in their corn- 

muni ty. 

Some travel expenses would be incurred in trans- 

porting teachers to the workshop location. The admini- 

strators were asked whether they would support a request for 

reimbursement of such expenses. Six answered in the affirm- 

ative, but of these, one commented that he did not feel that 

it was really necessary. The other two who favored the 

workshops felt that the teachers should be willing to pay 

for their own transportation, since the meetings were set 

up to help them to better themselves. 

Faculty meetings and principalst meetings. The in- 

vestigator wished to discuss the advisability of the con- 

sultant's attending the regular school district elementary 

faculty meetings and also the monthly meetings of the princi- 

pals in the county. Without exception, each administrator 

expressed the feeling that though attendance at some of the 

local school meetings would be of benefit to the consultant, 

many of them are called to discuss routine matters, often 
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having to do with the administration of the school, and 

would, therefore, be of little value to the consultant. 

They felt he should be requested to attend the meetings that . 
might benefit him in his service to the teachers. 

Regarding the monthly meetings of the principals, 

four of those interviewed believed that the consultant should 

meet with the principals; four others felt he should meet 

with them only if requested to do so because the discussion 

concerned his areas of responsibility; and one principal 

felt that the discussions were more administrative and that 

it was unnecessary for the consultant to meet with that group. 

Inter-school visitations and demonstration teaching. - 
The question was asked, "Would you favor inter-school visi- 

tations within the county arranged by the con~ultant?~ Six 

respondents favored inter-school visitations, two re- 

spondents did not favor such visitations, and one respondent 

felt that there might be times when a new or weak teacher 

should make a well-planned visit to observe a skilled teacher 

in another school district, but as a general rule he would 

not favor such a practice. Therefore, the majority of the 

respondents agreed with Spears, who in the literature has 

expressed the belief that the competent consultant of today 

recognizes and uti l i  zes the services of excel lent classroom 

teachers through intervisitation procedures. 
1 

cit 
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In discussing d~monstration teaching by the con- 

sultant, each of the administrators expressed the opinion 

that demonstration teaching does have a place in the super- 

visory Program, but it has many pitfalls. Unless requested 

by the teacher and planned carefully to fit the needs of 

the individual situation, demonstration teaching can cause 

more problems than it helps to solve, One administrator 

pointed out that it is difficult for an outsider, even 

though he be a consultant, to come in and follow the con- 

tinuity of the regular classroom schedule. Classroom 

demonstrations, unless given by the regular teacher with 

his own class, create an unnatural situation. These state- 

ments showed agreement with the thinking of McKean and Mills 

who, in the literature, pointed out that though they believed 

In the value of demonstration teaching, such teaching re- 

quires careful planning and preparation. 1 

S i x  administrators shared the belief that demon- 

stration teaching by the consultant could be of real value 

in demonstrating the use of new materials or new methods, 

but that suggestions to the teacher in individual conferences 

and inter-school visitations would be more helpful in most 

problem situations. 

Professional materials. Some professional and 

llc~ean and Mills, x. G., p. 95. 
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supplementary materials are available through the office of 

the county superintendent of schools, A1 1 the administrators 

favored bulletins from the consultant, mentioning the 

materials and making suggestions for their use in different 

areas. This compared favorably with the literature wherein 

it was felt that the consultant should assist the teachers 

in the selection and use of professional materials. Several 

administrators expressed appreciation for the delivery of 

these materials to the schools, since it is difficult for 

some teachers to get to the county office to pick them up, 

Interpreting - the school program -- to the community. 

The administrators gave similar responses to the question, 

"In what ways should the consultant assist in interpreting 

the program of the school to the comunity?" Each admini- 

strator replied that most assistance would come in general 

discussions with parents and interested lay citizens. One 

superintendent pointed out that a large part of the work of 

the consultant, as he saw it, was in the public relations 

field and that the consultant could do a great deal by 

maintaining good public relations with the people in the 

different communities, Other activities which were suggested 

were addressing civic groups, as requested, and contributing 

releases for newspaper and radio publication. This compares 

favorably with the literature wherein writers believed the 

consultant should assist the administrators and teachers in 
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Grouping. Another question pose 

gator was, "What part should the consultant have in t-ha 

grouping of children for classe~?~ Two 

stated that thev did n o t  he1 ! ~ 1 , 6  +he m n n e l . l + e n +  ...-.. , A  - - - - -  - - - - "  ---.v*v C I L V  bU 

enough about the individual children to 

the grouping process. Four others felt grouping should be 

a cooperative undertaking with the teacher, the consultant, 

and the principal all participating. Two administrators 

felt that the principal could delegate some authority for 

the grouping to the consultant, if he so desired, and one 

principal believed that the consultant should feel free to 

make recommendations if he could back them with valid 

reasoning. 

Testinq. A common activity of a 

sultants In western Iowa, according to information gained 

in the conferences, is assistance in administering the 

testing program and in evaluating the results. The admini- 

strators in Carroll County were questioned regarding their 

views as to whether the consultant should be the one to ad- 

minister group tests and also whether he should make a study 

of the test results and then report on this study to the 

teachers and the administrators. Seven administrators 

l~urnharn and King, E. G., P a  
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believed that it was unnecessary for the consultant to ad- 

minister the group tests. TWO of these expressed the belief 

that it would be nearly impossible for one person to ad- 

minister all the tests and one mentioned that better results 

were usually obtained under a normal situation with the 

regular classroom teacher giving the tests. Two admini- 

strators preferred having the testing conducted by the con- 

sultant if time permitted, feeling that more uniformity 

would result. 

Five of those interviewed felt that it was the re- 

sponsibility of the principal to make a study of the test 

results and to report on them to the teachers; two felt 

that it should be the responsibility of the consultant; and 

two others felt it should be a joint responsibility of the 

consultant and the principal. 

Administrator-consultant teamwork. The administrators 

were asked to comment on ways in which they felt the super- 

visory program could be improved. Six of the nine inter- 

viewed expressed a desire for the district superintendents, 

principals, county superintendent, and the consultant to 

meet to discuss the types of services most needed. They 

felt that an attempt should be made to redefine and delimit 

the role of the consultant so that each group involved omuld 

know what could be asked and expected. Three others ex- 

pressed the hope that each local district superintendent 
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and principal might meet with the county consultant and set 

up tentative plans for the year, 

One superintendent felt that once policies are set 

UP 9 all parties should attempt to hold to them. Eight per- 

sons commented on the need to keep administrative responsi- 

bilities separated from those of the consultant so that he 

might be of more direct service to the teachers. These 

comments agreed favorably with the literature wherein Shuster 

and Wetzler have remarked that close teamwork on the part of 

the superintendent, principal, and consultant will increase 

the effectiveness of the supervisory program. 1 

Other comments. The administrators were asked whether 

there were other comments which they would care to make con- 1 
cerning the responsibilities and authority of the consultant. 

One respondent suggested that the administrators and the I 

consultant should keep in mind, at all times, that the con- I 

sultant is to serve as a resource person, whenever and 

wherever needed by the teachers and the administrators, but 

that the final authority for all declsions where school 

matters are concerned rests with the administrators of the 

local district. 

Another suggestion which was made was that the con- 

sultant attend many educational and professional meetings 

so that he might keep up with new developments in the field 

l~hujter and Wetzler, 2. GO, PO 162. 
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of education. The importance of this was stressed in the 

review of literature. 

The administrators of the four public school districts 

agreed that there is a real need for an elementary education 

consultant in Carroll County. The majority of the admini- 

strators preferred that the consultant maintain a schedule 

that would place him in each school for the same day each 

week, but stressed the need for flexibility so that his ser- 

vices may be obtained at other times, if needed. Most of 

the administrators recommended that the consultant report 

to the principal's office upon arriving and before departing. 

Others felt that it was unnecessary just as long as there 

was some contact with the administrators during the day. 

Some administrators preferred that all teacher re- 'I 

quests for consultant service go through the principal's 

office, though other administrators favored direct contact 

between the teacher and the consultant. Matters of major 

importance should always be discussed with the principal 

by the teacher or the consultant. 

The interviews revealed that there is some need of 

clarification concerning the philosophy and purposes of the 

Supervisory program in various schools and communities. The 

need for frequently reviewing and revising the purposes and 
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philosophy of the program was mentioned and was recommended 

in the literature. 

A1 1 administrators favored the use of in-service 

meetings as a method of improving instruction and for 

studying problems in the school. This, too, was highly 

recommended in the literature. The majority of the ad- 

ministrators believed it is a responsibility of the princi- 

pal to schedule in-service meetings, but that the teachers, 

consultant, and administrators should all have a part in 

planning the meetings. 

A review of the literature established the premise 

that classroom visitations are an important part of a 

supervisory program. Likewise, the majority of the ad- 

ministrators favored classroom visitations of all teachers 

by the consultant, wf th f lexibi 1 i ty maintained regard1 ng 

scheduled and unscheduled visits. As a general rule, it 

was felt that visitations should be at least one class 

period in length, with longer visits needed at times, 

The administrators stated that an individual con- 

ference, which a review of the literature revealed to be 

one of the most highly recommended supervisory techniques, 

is the best type of follow-up for a classroom visitation. 

Though several administrators believed that the consultant 

should report to the principal following each visit, the 

majority of administrators did not feel that this was 



79 

necessary* Not any of the administrators believed the con- 

sultant's responsibilities should include rating of the 

teachers. The feeling was general that service by the con- 

sultant would be impaired if he were required to take part 

in teacher rating. 

The maJority of the administrators believed that the 

consultant should have the authority to recommend changes 

in the curriculum and within the classroom, but that the 

county consultant has no authority to see that his re- 

commendations are carried out. 

County workshops were favored by a majority of the 

administrators with released classroom time for the teachers 

to attend the workshops and reimbursement for transportation 

expenses. 

Because general school routine and administrative 

matters are usually the topics of discussion at faculty 

meetings and the county principals' meetings, it was not 

generally felt that the consultant need attend such meetings. 

If, however, discussions were to concern his areas of re- 

sponsibility, it was recommended that the consultant be re- 

quested to attend the meetings. 

~ l t h o ~ g h  most of the administrators were in favor 

of interschool visitations, as recommended in the literature, 

arranged by the consultant, there was a unanimous expression 

of doubt shown concerning the values of demonstration teaching 

by the consultant. This, too, was recolllmended in the 
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literature. The majority of the administrators would 

approve the use of demonstration teaching if it were done 

to guide teachers in the use of new materials or new methods 

of instruction, but it was believed that individual con- 

ferences and inter-school visitations would prove more help- 

ful in most problem situations. 

Also gaining unanimous approval were the bulletins 

mentioning the professional and supplementary materials 

available from the county superintendent's office and making 

suggestions for the use of these materials. This agreed 

with the literature which indicated that one of the con- 

sultant's responsibilities is to aid teachers in the se- 

lection of professional and supplemental materials. 

The administrators felt that the consultant could 

best help interpret the school program to the community 

through general discussions with parents and interested lay 
I 

citizens. 

The maJority of the administrators believed that the 

teacher, the principal, and the consultant should all parti- 

cipate in the grouping of children for classes. They be- 

lieved that it is unnecessary for the consultant to ad- 

minister the group testing programs and that it is the re- 

sponsibility of the principal, not the consultant, to make 

a study of the test results and report to the teachers. The 

consultant may, however, be asked to work with the prfncipal 

On the 3tudy and the reporting of the results. 
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The administrators in each of the school districts 

expressed a desire to meet, at least once a year, with the 

consultant and the county superintendent of schools to re- 

define and delimit the role of the consultant so that each 

group might know what could be asked and expected for the 

year. It was believed to be important to plan together so 

that administrative matters do not become a part of the con- 

sultant's responsibilities. The importance of administrator- 

consultant teamwork was also stressed in the review of the 

literature. 

The reminder was given that the consultant is to 

serve as a resource person, but that the final authority for f.! 

decisions rests with the administrators of the local school !' 
district. This, too, was brought out in the literature in a i s  

study of local board policies. 

The suggestion was made that the consultant attend 
. 

many educational and professional meetings so that he might 

keep informed concerning new developments in the field of 

education. This compared favorably with the literature which 

recommended that the consultant attend and take an active 

Part in professional and educational meetings. 

11. GUIDELlNES FOR THE CONSULTANT 

The following guidelines, based upon a review of per- 

tinent literature, activities pursued by county consultants, 

and interviews with the administrators of the public schools 
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in Carroll County as of June, 1965, would appear to re- 

present principles basic t o a  good program of supervision 

in Carroll County. 

1. The present concept of supervision is that it is a 

service activity and that the consultant is to 

serve as a resource person to administrators and 

teachers, whenever and wherever needed, in order 

that they may do their jobs better. 

2. Beginning teachers can be helped to develop desirable 

teaching methods and procedures through careful 

assistance and suggestions by the consultant. 
t r  

3. Because of continuing changes in educational practices, t .: 

all teachers have need of the services of a com- b 
petent consultant to aid them in lmproving their 

teaching ski 11s. 

4. It is important that the consultant develop a sound 
i 

educational philosophy because one's actfons are 

guided and generated by one's beliefs. 

5 .  The consultant may be asked to work with the teachers 

and the administrators as they cooperatively set 

up a philosophy of education for their school, 

6. It is important that the supervisory program have 

purposes. When a staff helps to plan the princi- 

ples and purposes of supervision, they become a 

part of it and better cooperation is usually the 

result. 
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7 .  Good human relations are essential in helping to 

release the hidden potentials of teachers and 

administrators. 

8 .  Curriculum planning should be done in cooperation 

with the teachers and administrators. The con- 

sultant can provide leadership and stimulation 

through specialized skills but emphasis must be 

placed upon group participation. 

9. When the consultant observes conditions which indi- 

cate a need for change, he should attempt to 

develop a felt need in those persons who will be 

effected by the change. 

10. The consultant should encourage and provide support 

for needed changes. However, shared planning with 

the staff is essential in making changes. 

The evaluation of all phases of the school program 

should rest upon the shoulders of those involved, 

but the consultant should provide valuable 

leadership in the evaluation process. 

One of the most compelling necessities in the field 

of education is that of keeping up with new de- 

velopments. The consultant can help the staff, as 

well as herself, to grow in understandings and 

skills by providing leadership in planning in- 

service meetings centered around the needs of the 

s t ~ f f  members, 
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13. The individual conference is one of the most im- 

portant means of supervision because it provides 

an opportunity for the consultant and the teacher 

to help each other as they concentrate on problems 

of mutual concern. Much of the work of the con- 

sultant is done in these person-to-person inter- 

views. 

14. Classroom observations allow the consultant to gain 

first-hand knowledge of areas needing attention 

and can thus aid him in planning improvement pro- 

grams. 

15. The planning and scheduling of observational visits 

should fit the needs and purposes of the teachers 

and the consultant. No one method of planning 

and scheduling will fit all needs. 

16. The amount of time spent in a classroom during a 

vlsit depends mainly upon the purpose of the 

visit. It should, however, be at least one 

class period in length. 

17. When classroom observations are used by the con- 

sultant as a method of rating the teachers, it 

restricts the improvement of teaching that could 

otherwise take place. 

18. Workshops, planned around the needs of those in- 

volved, with the teachers coming as participants 

rather than as observers, can be an important 
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part of the supervisory program. 

19. Favorable attitudes can be developed toward group 

meetings, if the leaders, through careful pre- 

liminary planning, make the conferences of real 

value to the participants. 

20. Demonstration teaching, by the consultant, requires 

careful planning and preparation and must be 

oriented to the needs and concerns of the teacher 

or teachers involved. 

21. Inter-school visitations give teachers the oppor- 

tunity to see other teachers at work and to dis- 

cuss with them the work that they are doing. 

The consultant can help to make these visitations 

productive experiences by careful scheduling and 

planning with those who are to observe and those 

who are to be observed. 

22. The consultant can be of real service to the 

teachers and the administrators by helping them 

to select and locate professional materials de- 

signed to flt their needs. 

23. Improved understandings between the school and the 

community can come about as the consultant helps 

to interpret the program of the school to the 

community. 

24. The attitude of the teachers is one of the most im- 

portant factors in supervision. A consultant who 
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is aware of the fundamental needs and desires of 

teachers can do much to improve undesirable 

attitudes. 

25. Instructional leadership is a function of both the 

consultant and the principal. Frequently, however, 

misunderstandings arise unless the responsibilities 

of the consultant and the principal are clearly 

defined. 

26. The maintenance of friendly, cooperative relations 

among those with whom the consultant works is 

essential if the consultant is to succeed in 

helping to improve the effectiveness of the 

teaching-learning situation. 

27. The consultant is expected to make recommendations 

to aid in the improvement of instruction, but the 

authority for making final decisions is delegated 
1 

to the administrators of the local school, 

28. The consultant has a responsibility toward helping 

to maintain friendly, cooperative relations be- 

tween the county office, the schools, and the 

communities, 

What the personnel of the school districts in one 

County expect of the elementary education consultant is not 

necessarily true of what the personnel of school districts 

in other counties expect of the consultant. The following 

list of statements was drawn up as a result of interviews 
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with the administrators of school districts in Carroll County 

as of June, 1965. They were intended to cover the more 

practical aspects of the supervisory program in Carroll 

County. 

1. The consultant will serve as a general consultant 

in most of the schools, but may be asked to con- 

centrate his attention on the language arts and 

the mathematics areas in some of the school dis- 

tricts. 

2 .  The consultant should endeavor to set up a schedule 

which will allow him to spend one day a week in 

each school, but flexibi lity should be maintained 

so that he will be available for special requests. 

3. The consultant should report to the principal's 

office upon arriving and again before departing 

for the day. 
I 

4. Requests for consultant help may come directly from 

the teacher or they may be relayed through the 

principal. The consultant should keep the princi- 

pal informed In all matters of major importance. 

5 .  The consultant will be encouraged to provide leader- 

ship in planning the in-service meetinas. 

6. Visitations in the classrooms of all teachers will 

be expected of the consultant in order that he 

might gain firsthand knowledge of the needs of 
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the teachers. Flexibility should be maintained 

regarding scheduled and unscheduled visits, 

7. The consultant's responsibilities will not include 

the rating of teachers. 

8. Individual conferences between the teachers and the 

consultant should be an important part of the 

supervisory program. 

9. The consultant should make recommendations for 

changes in the curriculum and within the class- 

rooms, but the authority for making such changes 

lies with the school administrators. The con- 

sultant should help the teachers and the ad- 

ministrators to see the need for any changes 

which he recomends. 

10. The consultant will be expected to provide leader- 

ship in the planning of workshops wherein the 
I 

teachers of the county will be brought tooether 

to participate in seeking a solution to common 

problems. 

11. The consultant will not be expected to attend the 

general faculty meetings and the monthly princi- 

pals' meetings unless the discussion is to center 

on his areas of responsibility, in which case he 

will be requested to attend. 

12. The consultant may be requested to arrange for 
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inter-school visitations by the teachers within 

the county. 

13. As a general rule, the consultant should make use 

of individual conferences and inter-school visi- 

tations in helping to solve teaching problems 

instead of demonstration teaching. Demonstration 

teaching may be used, however, to guide teachers 

in the use of new materials and new methods of 

teaching. 

14. The consultant should aid the teachers and ad- 

ministrators in the selection and use of pro- 

fessional materials. 

15. Through general discussions with parents and in- 

terested lay citizens, the consultant can help 

to interpret the school program to the different 

communities. He may also be asked to address 

clvic groups and prepare releases for newspaper 

and radio publication. 

16. The consultant should cooperate, if requested to 

do so,  in the grouping of children for classes. 

17. The consultant may be asked to give assistance in 

administering group tests and in evaluating and 

reportinp on the results. 

16. The consultant should endeavor to maintain peer 

relationships with the teachers and the ad- 

ministrators so that they may all work together 

as a team. 
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19. The consultant wi 11 be expected to attend and take 

an active part in educational and professional 

organizations in order to keep up with new de- 

velopments in the field of education. 

20. The consultant will be expected to serve as a 

resource person to teachers and administrators, 

whenever and wherever he is needed. 

111. COMPARISONS WITH THE HE IT^^ RESEARCH 

In 1963, Heitland prepared a handbook to be used by 

the elementary education consultant in Webster County. In 
I 

it she listed principles and duties which, based upon her 
m 

research, she believed to be important in a program of super- 

vision in Webster County. In listing principles on which 

the present concept of consulting is based, Heitland began 

with, "The phi losophy of education unique with each indi- 

vidual will determine the approach used by that consultant. 
rt 1 

In maklng comparisons of the results of the present research 

and the Heitland study, the truth of this statement became 

very apparent. 

There was some similarity in the literature reviewed 

by these investigators, and therefore some semblance in the 

general principles set forth as being characteristic of a 

good supervisory program. However, a comparison of the two 



91 

studies shows the uniqueness of the individual by the quite 

different approach each investigator used as he endeavored 

to discover and define the duties and responsibilities of 

the elementary education consultants in VIebster and Carroll 

Counties respectively. 

The Heitland study, it appeared to this investigator, 

was more concerned with the philosophical approach to the 

work of the consultant, whereas the present study more nearly 

confined itself to the practical approach. 

Comparisons, however, showed the following simi- 

larities: 

1. Both investigators concluded that the consultant is 

to serve as a resource person, assisting the 

teachers and administrators in cooperatively 

planning solutions to educational problems. 

2. Both investigators believed that essential to a good 

program of supervision is the maintenance of 

friendly, cooperative relations between the ad- 

ministrators, teachers, and the consultant as vel l 

A S  between the schools, the community, and the 

county office. 

3. Both studies indicated the need to frequently define 

the role of the consultant so that better under- 

standings might be developed concerning the place 

of the consultant in the improvement program. 
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4. The importance of the consultant maintaining peer 

relationships with the teachers and the ad- 

ministrators was brought out in each study. 

5. Both studies stressed the importance of keeping up 

with new developments in the field of education 

by attending and participating in educational 

and professional meetings. 

6. Assistance given to beginning teachers and help in 

interpreting the school program to the community 

were tvro more phases which both investigators 

found worthy of comment. 

7. Similar supervisory techniques were discussed, with 

more detail being given in the present study. In 

both studies proposals were suggested for the use 

of such techniques as: workshops, individual 

conferences, school visitations, bulletins from 

the consultant, and assistance given in the se- 

lection and use of professional materials. In ad- 

dition, the present study discussed the values of 

inter-school visitation and group conferences. 

A further comparison of the studies showed that a 

Part of the Heitland study was concerned with the listing of 

activities In which that investigator had engaged during 

the year, and which it was suggested, might be typical of 

activities of an education consultant in vebster County. An 
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important part of the present study was concerned with 

identifying those areas and activities which administrators 

of the local school districts believed to be important in 

the program of supervision in Carroll County. It was noted 

that there were a number of similar activities. These in- 

cluded: school visitations, bulletins from the consultant, 

teacher conferences, in-service workshops, and attendance 

at professional meetings. 

The syllabus which was prepared as a part of this 

research was designed to not only suggest sound principles 

basic to any general program of supervision, but also to 

list some of the more practical aspects which a consultant 

new to the supervisory work in Carroll County might wish to 

consider. 



CHAPTER IV 

A SYLLABUS TO GUIDE THE CARROLL COUNTY ELEMENTARY 

EDUCATION CONSULTANT 

IVelcome to your new position in Carroll County! l!Je 

hope that you will find your work as county elementary edu- 

cation consultant a challenging and yet a richly rewarding 

experience. This syllabus has been prepared to offer 

suggestions which may help you to get started. 

No two school systems are alike, no two administrators 

are alike, no two teachers are alike, and no two consultants 

are alike. Therefore, it would be impossible to prepare a 

syllabus that would fit all people and all situations, This 

guide was prepared to fit conditions as they existed as of 

June, 1965, Adjustments will need to be made as time goes 

on, but it is believed that some principles will continue to 

be regarded, for some time, as basic in an effective program 

of supervision. Kfuch support for the following statements 

may be found by reviewing the writings of experts in the 

field of supervision. 

1. The present concept of supervision is that it is a 

service activity and that the consultant is to 

serve as a resource person to administrators and 

teachers, whenever and wherever needed, in order 

that they may do their Jobs better. 
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Beginning teachers can be helped to develop de- 

sirable teaching methods and procedures through 

careful assistance and suggestions by the con- 

sul tant. 

Because of continuing changes in educational prac- 

tices, all teachers have need of the services of 

a competent consultant to aid them in improving 

their teaching ski 11s. 

It is important that the consultant develop a sound 

educational philosophy because one's actions are 

guided and generated by one's beliefs. 
4 

The consultant may be asked to work with the teachers 
I 

and the administrators as they cooperatively set 

up a philosophy of education for their school. 

It is important that the supervisory program have 

purposes. When a staff helps to plan the princi- 

ples and purposes of supervision, they become a 

part of it and better cooperation is usually the 

result. 

Good human relations are essential in helping to re- 

lease the hidden potentials of teachers and ad- 

ministrators. 

Curriculum planning should be done in cooperation 

with the teachers and administrators. The con- 

sultant can provide leadership and stimulation 

through specialized skills but emphasis must be 



placed upon group participation. 

9. When the consultant observes conditions which in- 

dicate a need for change, he should attempt to 

develop a felt need in those persons who will 

be effected by the change. 

10. The consultant should encourage and provide support 

for needed changes. However, shared planning 

with the staff is essential in making changes. 

11, The evaluation of all phases of the school pro- 

gram should rest upon the shoulders of those in- 

volved, but the consultant should provide valu- 

able leadership in the evaluation process. 

12. One of the most compelling necessities in the 

field of education is that of keeping up with 

new developments. The consultant can help the 

staff, as well as herself, to grow in under- 

standings and skills by providing leadership 

In planning in-service meetings centered around 

the needs of the staff members. 

13. The individual conference is one of the most im- 

portant means of supervision because it provides 

an opportunity for the consultant and the teacher 

to help each other as they concentrate on prob- 

lems of mutual concern. hfuch of the work of the 

consultant is done in these person-to-person 

interviews. 
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Classroom observations allow the consultant to 

gain first hand knowledge of areas needing 

attention and can thus aid him in planning im- 

provement programs. 

The planning and scheduling of observational 

visits should fit the needs and purposes of the 

teachers and the consultant. No one method of 

planning and scheduling will fit all needs. 

The amount of time spent in a classroom during a 

visit depends mainly upon the purpose of the 

visit. It should, however, be at least one 

class period in length. 

When classroom observations are used by the con- 

sultant as a method of rating the teachers, it 

restricts the improvement of teaching that 

could otherwise take place. 

Workshops, planned around the needs of those in- 

volved, with the teachers coming as participants 

rather than as observers, can be an important 

part of the supervisory program. 

Favorable attitudes can be developed toward group 

meetings, if the leaders, through careful pre- 

liminary planning, make the conferences of real 

value to the participants. 

Demonstration teaching, by the consultant, requires 

careful planning and preparation and r 



oriented to the needs and concerns of the 

teacher or teachers involved. 

21 . Inter-school visitations give teachers the oppor- 

tunity to see other teachers at work and to dis- 

cuss with them the work that they are doing. 

The consultant can help to make these visi- 

tations productive experiences by careful 

scheduling and planning with those who are to 

observe and those who are to be observed. 

22. The consultant can be of real service to the 

teachers and the administrators by helping them 

to select and locate professional materials de- 

signed to fit their needs. 

23. Improved understandinas between the school and the 

community can come about as the consultant helps 

to interpret the program of the school to the 

community. 

24. The attitude of the teachers is one of the most 

important factors in supervision. A consultant 

who is aware of the fundamental needs and de- 

sires of teachers can do much to improve unde- 

sf rahle attitudes. 

25. Instructional leadership is a function of both the 

consultant and the pr incipal Frequently, how- 

ever, misunderstandings arise unless the re- 

sponsibilities of the consultant and the principal 



are clearly defined. 

26. The maintenance of friendly, cooperative relations 

among those with whom the consultant works is 

essential if the consultant is to succeed in 

helping to improve the effectiveness of the 

teaching-learning situation. 

27. The consultant is expected to make recommendations 

to aid in the improvement of instruction, but 

the authority for making final decisions is dele- 

gated to the administrators of the local school. 

28. The consultant has a responsibility toward helping 

to maintain friendly, cooperative relations be- 

tween the county off ice, the schools, and the 

communities. 

As the elementary education consultant in Carroll 

County you wi 11 be working directly wi th the administrators 

and teachers of four public school districts: the Carroll 

Independent School District, the Coon Rapids Community School 

District, the Glidden-Ralston Community School District, and 

the Vanninq Cornunity School Gistrict. The teaching-learning 

situation is somewhat different in each school district and 

therefore, the duties of the consultant will vary from 

school to school. It is important that the consultant work 

closely with the administrators in order that he might better 

serve the needs of the personnel of each school- 
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The superintendents and principals have expressed a 

desire to meet, at least once a year, as a group wf th the 

county superintendent of schools and the consultant to re- 

define and delimit the role of the consultant. In this way 

each member of the group might know what could be asked and 

expected of the consultant during the year. This meeting 

would probably be cal  led by the county superintendent at 

the request of the consultant. 

In addition, the consultant may want to request an 

additional meeting with the superintendent and elementary 

principal of each local school district in order that they 

might clarify the services which they might wish from the 

consultant, Tentative planning for the year might be done, 

but it is important that flexibility be aaintained so that 

the supervisory praqram can be adJusted to fit the needs 

of the teachinq-learnina situation as they arise, 

The following list of statements, drawn up following 

interviews with each of the administrators as of June, 1965, 

may help to quide  you as you plan your program of super- 

vision. As conditions change and as changes in personnel 

take place ,  these statements will need to be reviewed and 

revlsed. 

1, The consultant wi 11 serve as a general consultant 

in most of the schools, but may be asked to con- 

centrate h1s attention on the language arts and 

m~thernatics areas in some of the school districts. 



10 1 

The consultant should endeavor to set up a schedule 

which will allow him to spend one day a week in 

each school, but flexibility should be maintained 

so that he will be available for special requests. 

The consultant should report to the principal's 

office upon arriving and again before departing 

for the day. 

Requests for consultant help may come directly from 

the teacher or they may be relayed through the 

principal. The consultant should keep the princi- 

pal informed in all matters of major importance. 

The consultant will be encouraged to provide leader- 

ship in planning the in-service meetings. 

Visi tatfons in the classrooms of all teachers will 

be expected of the consultant in order that he 

micht ~ a i n  firsthand knowledge of the needs of 

the teachers. Flexibility should be maintained 

reparding scheduled and unscheduled visits, 

The consultantts responsibilities will not include 

the rating of teachers, 

Individual conferences between the teachers and the 

consultant should be an important part of the 

supervisory program. 

The consultant should make recommendat ions for 

changes in the curriculum and within the classrooms, 

but the authority for maklng such changes lies with 
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the school administrators. The consultant 

should help the teachers and the administrators 

to see the need for any changes which he re- 

commends. 

10. The consultant will be expected to provide leader- 

ship in the planning of workshops wherein the 

teachers of the county will be brought together 

to participate in seeking a solution to common 

problems, 

11. The consultant wi 11 not be expected to attend the 

general faculty meetings and the monthly princi- 

palst meetings unless the discussion is to ten- 

ter on his areas of responsibility, in which 

case he will be requested to attend, 

12. The consultant may be requested to arrange for 

inter-school vlsi tat ions by the teachers within 

the county. 

13, As a peneral rule, the consultant should make use 

of individual conferences and inter-school visi- 

tations in helping to solve teaching problems 

instead of demonstration teaching. Demonstration 

teaching may be used, however, to guide teachers 

in the use of new materials and new methods of 

teaching. 

14. The consultant should aid the teachers and ad- 

mlnistrntors in the selection and use of 
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professional materials, 

15, Through general discussions with parents and in- 

terested lay citizens, the consultant can help 

to interpret the school program to the different 

communities. He may also be asked to address 

civic groups and prepare releases for newspaper 

and radio pub1 ication. 

16. The consultant should cooperate, if requested to 

do so, in the grouping of children for classes. 

17. The consultant may be asked to give assistance in 

administering group tests and in evaluating and 

reporting on the results. 

18. The consultant should endeavor to maintain peer 

relationships with the teachers and the admini- 

strators so that they may all work together as a 

team. 

19. The consultant will be expected to attend and take 

an active part in educational and professional 

or~anlzations in order to keep up with new de- 

velopments in the field of education. 

20. The consultant will be expected to serve as a re- 

source person to teachers and administrators, 

whenever and wherever he is needed. 

Best wishes to you a s  you go foruard in your work as 

the Carroll County Elementary Education Consultant. hiay p u  

be guided by the suggestions in this syllabus. An admonition, 



well-worded by Spears, may serve to further guide you in 

your work. 

There is a danger of raising supervisory sights so 
far above the mechanics of classroom operation that 
the only view available will be one of the clouds. It 
behooves the school worker to be idealistic in his en- 
deavor, to the extent of ever reaching for improved 
school conditions, but at the same time to be realistic, 
ever cognizant of the actual setting in which such im- 
provement must take place. . . . It is when theory is 
tested by practice that the issues of education present 
themselves. l 

l ~ ~ r o l d  Spears, Improvinq - the Supervision &- 
structlon (New York: Prcntice H 1 1 y  :nc., 1P53Iy p. Z 4 .  



CHAPTER V 

SLMMARY AND CONCLUSIONS 

I. SUMMARY 

Statement of the problem. It was the purpose of -- 
this study (1) to analyze the duties of the county elemen- 

tary education consultant; ( 2 )  to elicit the views of local 

superintendents and principals in respect to this position; 

(3) to make comparisons of the results of this study with 

the conclusions reached by Heitland in her 1963 research; 

and (4 )  to set up guidelines to promote more effective ser- 

vice by the Carroll County Elementary Education Consultant. 

Statement - - -  of the orocedure. The research of this 

proJect was carried out in the following steps: (1) edu- 

cat i ona l ~ n d  professional publications, theses, and other 

materials rel~ted to the work of consultants and supervisors 

were reviewed; ( 2 )  conferences were held with six county 

element~ry eclricetfon consultants in western Iowa and with 

the elementary educstion consultant from the State Depart- 

ment of P~thlic Instruction to ascertain promising practices 

u t h i c h  they have follnd to he espacially helpful in the irn- 

provenent of instrllction; (3) a guide for an oral question- 

naire was prepared, appointments were made., and a pers~nal 

I nterview r n s  hold with the county superintendent of ~ c h 0 0 1 ~ ,  
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each local school district superintendent, and each of the 

elementary principals of the public schools in Carroll 

County; (4) records were made of each interview and the 

data compiled; (5) conclusions were drawn from these data 

and the review of literature and comparisons were made with 

the conclusions reached in the 1963 research by Heitland; 

and (6) guidelines were set up in the form of a syllabus to 

aid present and future consultants in Carroll County. 

Summary -- of the review - of literature. A survey of 

literature showed that the education consultant is to serve 

as  a resource person to teachers and administrators, when- 

ever and wherever needed. It further stressed the need for 

maintaining peer relationships among teachers, administrators, 

and cansultznts and the cooperative plannino of the improve- 

ment procram. 

Because of continuing chancres in educational practices, 

all teachers cRn be assisted in improving their teaching 

ski 113 throuqh the services of a competent consultant. It 

is essential that the consultant keep informed of new de- 

velopments in the field of education and that he assist the 

teachers and the administrators in the selection and location 

of professional mater ln l s  that fit their needs. 

The wlse consultant will have a good working know- 

l e d q e  of the hackoround of the teachers and the administrators 

wf th whom he work9. Then, by carefully plannin? with then he 
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will select those supervisory techniques best suited to the 

situation and use them in the improvement of instruction, 

Summary of the conferences. Conferences with other -- 
consultants pointed up the similarities in activities v,hich 

are considered to be promising aspects in the work of the 

county consultant. Similar supervisory techniques, such as 

classroom observations, individual conferences, workshops, 

demonstration teaching, and assisting in the selection and 

use of professional and supplementary materials were em- 

ployed by consultants in the various counties. 

hlaintaining cooperative relationships, serving as a 

general resource person, and keeping informed of modern 

trends in education were further stressed as important in 

carryinq on the improvement program in the schools. 

Summary -- of the Interviews. Visits with the ad- 

ministretars revealed the need for frequently redefining 

and del fmiting the role of the county consultant so that 

the teachers and the administrators, as well as the con- 

sultant, wi 1 1  better understand what can be asked and ex- 

pected of the one serving in this capacity. The interviews 

further showed the need for planning with the personnel of 

each school dlstrlct a s  opportunities for service in one 

district will likely differ somewhat from those in another 

district. 

The ndministr~tors of the local school are responsible 
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for making final decisions regarding school matters in each 

district. Therefore, though the consultant will be expected 

to recommend changes as he sees the need for them, he has no 

authority to see that his recommendations are carried oute 

The county consultant has no real authority except as it is 

delegated to him by the administrators of each school. 

The interviews further revealed a preference by the 

majority of the administrators for (1 ) general consultant 

services; (2) services on a scheduled, rather than on a re- 

quest basis; ( 3 )  direct contact of the teacher w i t h  the 

consultant for discussion of problem areas; (4 )  visitations 

in all classrooms; (5) leadership in planning for in-service 

meetings and workshops; and (6) assistance in interpreting 

the school pronram to the community throuph general dis- 

cuss ions with parents and interested lay citizens. 

Summary -- of the conparisons with the Feitland re- -- - 
search. Comparisons of the present study with the Yeitland 

research showed that thouoh two quite different approaches 

ware used, the 1963 research being more concerned with the 

ph 1 losophical aspects and the present research concerning 

itself with the more practical features of county super- 

vision, similar aspects of a good supervisory program were 

suqgested by both investigators. These included the need 

for friendly, cooperative, peer relationships, the need for 

frequently deflnlnq the role of the county consultant, the 
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importance of keeping informed of new trends in education, 

and the values of various supervisory techniques, 

Further comparisons showed a listing of the acti- 

vities engaged in by the Webster County consultant, whereas 

the present study was concerned with ascertaining the de- 

sires of the administrators of Carroll County Concerning the 

responsibi li ties and authority of the county consultant, 

I .  CONCLUSIONS 

As a result of the review of literature, conferences 

with county consultants, interviews with administrators, and 

comparisons with the Heitland study, it was concluded that 

the county elementary education consultant in Carroll County 

should serve as a resource person, whenever and wherever 

needed, by the school personnel of the public schools of the 

county, He, alanq wl th the admlnistrators, is responsible 

for the Improvement of instruction in each of the schools. 

The county consultant may make recommendations, but 

he has no authority except as it is delegated to him by the 

admlnistrators of the school. He Is expected to maintain 

friendly, cooperative relations with the teachers and the 

adminlstrators, The consultant is expected to use a variety 

of supervisory techniques as he strives to meet the indi- 

vidual needs of those whom h~ seeks to serve, 
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APPEND IX 



Letter Used in the Study 

Carroll, lowa 
May 23, 1965 

Mr. Dean Stuck 
Coon Rapids Community School 
Coon Rapids, lowa 

Dear Mr, Stuck: 

As part of my work toward a Master's Degree at Drake 
University I am making a study of the responsibilities and 
authority of the county elementary education consultant in 
Carroll County. In order to do this, it is necessary for 
me to seek your assistance. 

So that I might discuss with you your feelings and 
your wishes regarding the work of the county consultant in 
your school, would you be willing to meet with me in your 
office at one of the times and dates listed at the bottom 
of this page? 

I am enclosing a self-addressed, stamped envelope 
and would appreciate a reply at your earliest convenience. 

Thank you for your kind cooperation. 

Sincerely yours, 

(h!iss) LaVonne H. Hurd 

Please check the date and time when it would be most 
convenient for you to meet with me. 

Tuesday, June 1 Wednesday, June 2 Thursday, June 4 

9 A.M. - 9 A.M. - 9 A,\!. 
10:30 A.Y. 10:30 A.Y. 

10:30 A- - 
1 P.M. 1 P.M. 

1 P.M. 

2:30 ~.h'. 2:30 P.h:. - 2 ~ 3 0  P o h l o  
4:00 Pmh:. 

4:OO P.K, - - 4:OO P.V. 


