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PREFACE
We are all aware of the fact that our schools have a specific
mandate from the state to prepare our youth for worthy citizenship. 1

We

would agree that our schools exist for the primary purpose of providing
such an education for our young people.

And we would like to see our

schools provide their students with the richest, most fruitful experiences
possible for them to offer, in order that maximum educational results
can be achieved. 2
Much time, effort, and money is annually being expended to prepare
educators and teaching personnel to achieve these desired results.

But

what we have been slower to acknowledge is that the quality of morale,
the degree of group unity, and the kind of relationships which exist
among the teaching personnel, as well as among the many other employees
who are associated with and participate in the schools, are highly significant factors in determining the degree and quality of our educational
achievements. 3
Big business has been quicker than our schools to realize the
importance of promoting good relationships among their employees, their
greatest natural resource.

Not only that, but many such business

s. Elsbree and E. Edmund Reutter, Jr., Staff Personnel
in the Public Schools (New York: Prentice-Hall, Inc., 1954), p. 1.
1Willard

2James Monroe Hughes, Human Relations in Educational Organization
(New York: Harper and Brothers, 1956), p. l.~

3Ibid., pp. 1-2.
iii

organizations have done something about this realization.

By the

creation of broad personnel programs and policies, they have been able
to accomplish surprisingly gratifying results, evident in greater work
output by their better satisfied, better adjusted groups of employees.
Perhaps it is even more important that we exert ourselves in
attempting to achieve the best possible relations among those who work
together in and for the schools.

For not only is education our greatest

human enterprise, but the number of persons employed in our public
schools, as well as the number of types of positions available, reached
a record-breaking high in the
higher in this decade. 4

1950's~

giving indication of going even

As these figures increase, relationships

within the educational structure will, of necessity, become more complex
in nature.

In addition, because of the closely interlocking roles of

the school's personnel, the quality of personal relations which exist
among school employees has a more direct relationship to the achievements
of the organization than is generally true in other types of organizations.

As a result, no one person in the school can act in isolation

without a resultant chain reaction affecting the entire school and
community. 5

Therefore, in considering personnel relationships, we must

include those in non-teachiq.g positions as well as those in teaching
positions.
Many times we fail to estimate the effect that personnel relationships within our schools have on influencing and fonning of public

4

B. J. Chandler and Paul V. Petty, Personnel Management in School
Achninistration (New York: World Book Company, 1955), p. 43.
5Hughes, ~· cit., p. 2.
iv

opinion.

If we desire to obtain community support and approval for

our schools and if we aspire to attract superior young people into the
teaching profession, as well as qualified individuals into non-teaching
positions within the school, we would do well to note that good
personnel relationships within our schools speak loudly and clearly in
providing favorable publicity for our schools.
This study is the result of the writer's interest and concern
which have arisen during the time she has been employed to perform various
teaching and non-teaching functions within and in connection with
several different schools.

Good personnel relationships, which are

considered vital to the success of any school, have been sadly missing
in several instances.
In making this study, the writer did not intend to criticize any
particular institution, program, or person.
st~dy

However, throughout the

the writer found it expedient to cite particular incidents involv-

ing the personnel of certain educational institutions and programs.

Under

the circumstances the author deemed it advisable not to specifically
identify the places and persons used in the various examples.

Instead

the writer chose not to refer to any person by name and to use the
fictitious label "Urbanville 11 in place of the actual identity of the
educational organization.
In writing this paper the writer has used problem situations from
her experiences, attempted to discover the causes of the resultant poor
personnel relationships and to discern what might be done to improve
such relationships.

It has not been her intention to outline a totally

new personnel program, but to determine how the existing personnel program
v

might be improved in order to solve the problems which have arisen and
to promote better personnel relationships in the future.
The author is indebted to many institutions and individuals for
their assistance in locating and securing pertinent information and
materials for the preparation of this manuscript.

They include the

libraries and librarians of Eastern Illinois University, of the State
of Illinois, and of the City of Effingham.
debt of thanks to her adviser, Dr. G.

c.

The writer owes a special

Matzner, for the helpful

suggestions and constructive criticism he has given to her in making this
study.

The author would also like to acknowledge her gratitude to her

family and to her instructors, colleagues, and friends, without whose
encouragement, interest, and assistance she would have found it difficult
to have completed this manuscript.
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CHAPTER I
THE IMPORTANCE OF GOOD PERSONNEL RELATIONSHIPS
WITHIN THE SCHOOL

The Effect of Personnel Relationships
2.!! the Total Educational Program
That the success of a democracy is largely dependent upon the
contributions of its citizens is undeniable.

Therefore, in order to

maintain our democracy, it is imperative that we prepare our youth for
worthy citizenship.

Our schools exist primarily for the purpose of

preparing our young people for this function.

The major responsibility

for accomplishing the purpose of our schools lies with those in the
teaching profession. 1
However, in addition to the more than one million members in the
teaching profession, the personnel of our schools now includes many
thousands of non-teaching employees whose job functions bring them into
close daily contact with the youth and educational programs of our school.
We must realize that association with all school personnel, teaching
and non-teaching, has a great deal of influence on the lives of our
school children; and that the success of the public school enterprise is
conditioned to a significant extent by such influence. 2
The attitudes which young people acquire toward their schools and
the educational opportunities and experiences provided for them by the

lElsbree and Reutter, .2£• cit., pp. 1-3.
2Ibid.

2
schools are often molded to a greater degree than we realize by the
nature and character of the attitudes displayed and evidenced by the
school personnel in their daily relationships with each other as
individuals and as a group.

Willard S. Elsbree and E. Edmund Reutter,

Jr., in their book entitled Staff Personnel in the Public Schools, voice
the opinion that "attitudes are developed in no small part through
imitation. 113 Thus, if school personnel are being thoroughly democratic
in their relationships with each other within the school system, this
will do more than any other single factor to develop constructive
attitudes on the part of our school's youth, as well as on the part of
new fellow workers.
If, on the other hand, personnel fail to follow democratic
procedures and fail to treat each fellow "'worker with the respect due
him, students can hardly be expected to be avid believers in and doers
according to democratic procedures as evidenced by their own actions.
It is believed by some that human behavior does more to determine the
quality of teaching and learning than any other single factor. 4

And

we might do well to remember that, the old adage goes, actions towards
each other often speak louder than words.

A teacher, for example, may

display a superior attitude toward the custodian, even though he may
never speak a word against him.
Co-operation between and among instructional and non-instructional
personnel is an absolute necessity if the educational program is to have

3Ibid., p. 122.
4Muriel Estelle Crosby, Supervision!! Co-operative Action
(New York: Appleton-Century-Crofts, 1957), p. 19.

3

ma.~imum.

effectiveness.

5

All must work together in harmony to create a

functional environment and a climate within the school that is conducive
.
6
to 1earning.

Such co-operation is probably more of a necessity in the

educational system than in any other type of organization, because all
school personnel are, or should be, working toward a conunon goal.
Jealousy, criticism, and fault-finding with one's colleagues and
fellow workers have no place among school personnel.

These and other

expressions of poor personnel relationships can, and many times do,
cause trouble and unhappiness when they arise. 7

Such displays may often

times be the cause of lowered morale within the organization, with a
resultant disinterest and ineffectiveness in the performance of employee
tasks.
Even if the school personnel seem to be suffering no ill effects
from such discord, it is very likely that the pupils are.

For that

reason, if for no other, each employee should be extremely careful to
avoid a display of unco-operative or unfriendly attitudes toward others
in the organization.

On the other hand, it is desirable that each person

be as enthusiastic as possible in performing his respective duties;
for enthusiasm is just as contagious as is the acquiring of undesirable
. d· es. 8
att1tu

5Percy E. Burrup, The Teacher and the Public School System
(New York: Harper BrotherS":- 1960), p:-31~
6American Association of School Administrators, Staff Relations
in School Administration (Washington, D. C.: National Education
Association of the United States, February, 1955), p. 128.
7Burrup, .2.E.• cit., pp. 319-320.
8 Ibid.

4

It is much easier to be enthusiastic in one's work if one is
happy.

Economic rewards and pleasant physical surroundings are desira-

ble, but according to Albert J. Huggett and T. M. Stinnett, "most of
our happiness and much of our success depends upon human factors."

9

School personnel spend a good deal of their time in the school; and if
they enjoy associating with their fellow workers and have pleasant
relationships with them, it is quite likely that a better quality of
work will be performed by them.

On the other hand, experience has shown

that discontented employees spend as much time and effort fighting the
administration and arguing among themselves as they devote to their daily
assignments.

If this energy could be re-directed toward attainment of

common goals, the productive power of the school system would be greatly
.
d • 10
increase

As members of a profession, teachers need to be especially careful
in their relationships with each other.

We know that teachers are not

perfect, as some students would have them be.

Nevertheless, the power

of example is extremely important in the lives of teachers.

As Percy E.

Burrup 11 states, teachers in a very real sense live in glass houses.
Teaching youth to work together in harmony and with understanding will be
much more effective if teachers themselves conduct their relationships
in a similar manner.
Conversely, it is difficult to teach students to work together
effectively in a democratic manner when

th~

have the example of an

9Albert J. Huggett, and T. M. Stinnett, Professional Problems of
Teachers (New York: The Macmillan Company, 1956), pp. 66-67.
lOE:lsbree and Reutter, .2.E.• cit., p. 265.
llBurrup, .2£·

.£.!!:..,

pp. 321-322.

5

unco-operative faculty before them.

Students are quick to notice and

react unfavorably when teachers form cliques and are unfriendly or
antagonistic toward others. 1 2
If we submit that the achievement of good relations within an
educational organization is important in attaining the broad goal of
maximum educational results, surely we should work together to promote
the best possible relations among all those who work together in and for
our schools. 13
~

Affect of Personnel Relationships
on Public Relations

According to Leslie W. Kindred, school public relations "is a
process of connnunication between the school and conmunity for the purpose
of increasing citizen understanding of educational needs and practices
and encouraging intelligent citizen interest in the work of improving
the school."

14

In a democracy where the school, as a social institution

owned and operated by the people, depends upon the status of public
opinion for its continuance and support, 15 it is essential to the success
of the school that proper public opinion be cultivated.
Public opinion is being fanned every second of every day by the
impact of mass communication media. 16

All employees of a school system

12 Ibid., p. 321.
13Hughes, .££• cit., pp. 1-2.
14Leslie W. Kindred, School Public Relations
New Jersey: Prentice-Hall, Inc., 1957), p. 16.
15 Ibid., p. 8.
161bid., p. 10.

{Englewood Cliffs,

6

come into daily contact with many people in the community.

Even though

they may not realize that they are doing so, through these contacts,
school personnel interpret the policies and practices of the institution
to the public.

Students, too, often relay at home what they see being

done within the school.

Here again actions often speak louder than

words.
If personnel relations within the system are friendly and cooperative, personnel members will most likely show interest in and
enthusiasm for their work, they will speak well of their fellow
and discuss the school in positive terms.

worker~

If, in the reverse, personnel

relationships are unfriendly and unco-operative, employees will be
likely to display little interest in and little enthusiasm for their
work, may speak disparagingly of colleagues, and discuss the school in
17
negative terms.
Relationships of non-professional, as well as professional,
employees are important in the formation of public opinion.

Many boards

of education and/or their administrative school officers overlook the
importance of overall internal conditions and the influence they have
on charting public opinion.

Some school systems that are disrupted by

internal dissensi.on spend far too much time on costly annual reports,
newspaper releases, report card enclosures, and the like when they should
be looking at and attempting to improve the quality of personnel relations
within the system.

18

17 Ibid., pp. 87-88.
18 Ibid., p. 88.

7

Leslie W. Kindred further states that "the ideas and feelings
expressed by staff members to pupils, parents, friends, and acquaintances
carry more weight in the development of public opinion than tons of
literature and hundreds of speeches by school officials. 1119
Promoting good public relations demands a school staff who believe
in their school system and work well together.

In harmony they attempt

to meet and solve their problems before they disrupt the entire school
personnel.
Since the tone of personnel relationships appears to have a great
deal to do with influencing public opinion, this suggests that the
social and professional climate in the school system needs to be
thoroughly considered to see what might be done to promote better personnel
.
h"ips. 20
re 1 a t ions

19 Ibid.
2 ~lsbree and Reutter, .21?.•

.£.!.!:..,

p. 265.

CHAPTER II
FRICTION AREAS AND PROBLEM SITUATIONS
AFFECTING PERSONNEL RELATIONSHIPS
WITHIN THE SCHOOL
Board of Education-Personnel Relationships
Even though school board members may not rightly be considered
as a part of the school personnel, nevertheless, in analyzing the causes
of good and poor conditions within the school system that affect the
attitudes, feelings, and relations of staff members, it is advisable to
start with the board of education.

This body can do much to set the

climate throughout the entire system through the exercise of its
authority, the conduct of its business, and the relationships it maintains with administrators and staff members.

It is the manner in which

the board of education exercises its authority that matters.

21

Probably the most important single action that a board of education
takes in setting the climate for personnel relations is that of
employing a superintendent of schools. 22

In Urbanville Unit the board

of education selected their present superintendent upon the advice of
the incumbent.

Perhaps in some instances this might prove a desirable

method of choosing a new superintendent.

However, in this instance the

board acted upon a reconunendation without first making a careful study

21Kindred,

~· ..£..!!.,

pp. 88-89.

2 2Chandler and Petty, ~· cit., pp. 570-571.

9

and without using their own good judgments in determining the motive of
the incumbent for making his recommendation.
As it was later disclosed, the incumbent's choice, a teacher from
the ranks with two years' teaching experience, was made for ulterior
motives.

The former superintendent reasoned that should he fail in his

political aspirations for the office he desired, this board of education
would gladly welcome him back into the fold.
As

it turned out, the new superintendent, having neither adminis-

trative experience nor administrative educational background, was forced
to secure a provisional certificate until he could qualify for the proper
one.

In addition, he proved to have little tact in working with the

personnel that looked to him for leadership, and evidences of his
ineffective leadership soon followed.

Not being ready to cope with this

new situation, he soon lost the respect of his professional, as well as
his non-professional, personnel.

The result was lowered staff morale,

evidenced in poor personnel relationships, some of which will be
described later on in this study.
In performing this

11

rubber-stamp 1123 function, the board members

failed to live up to the confidence which the school personnel heretofore
had in their judgments.
Realizing the inadequacy of the new superintendent for his position
but not wishing to admit their error, the board members insisted on
abiding by their decision.

231..1,_.,
b"d
P• 16 •

Furthermore, some of the board members seized

10
the opportunity to take over some of the authority and administrative
powers rightly belonging to the administrator.

Individual board members

began to solicit and receive complaints directly from teachers, parents,
and people in the community, without first referring them to the superintendent.
selves.

Some members even attempted to settle the complaints them-

By assuming such responsibility, they seemed to enjoy added

prestige in the connnunity at the expense of further downgrading their
superintendent's prestige.

All this helped to prepare a fertile breeding

place for more future discord in the total school relationships.
When the superintendent did see fit to make recommendations for
courses of action he deemed advisable, the board failed to judge the
worth of his reconunendations impartially.

They were either casual and

indifferent concerning his requests or they made the decision to go
along with his recommendations for personal reasons.

And the superin-

tendent, for his own security, usually saw fit to go along with the
board's decisions.

Thus, he enjoyed smooth relations with the board at

the expense of losing the respect of the employees in the school system.
In other words, he was more the representative of the school board than
he was of the school personnel.
More than once the superintendent failed to relay information or
discuss personnel welfare problems with the board.

Having no readily

available channel whereby they might air their grievances, the employees
became more discontented and discord grew.

Their dissatisfaction became

manifest in various forms, some of which are discussed further in
another section of this paper.
One method pursued by some employees in solving their difficulties
should probably be mentioned here.

Some teachers, for example, seeing

11

that the chain of command concept was already being broken, further
ignored it and began to seek out and cultivate friendships with individual
board members.

Then a particular teacher might relay his grievances to

a board member and ask for and often did receive favors in the matter.
Such favored action was extremely damaging to personnel relationships.
During this time a new high school was completed.

In order to

attract what they considered to be the better teachers, they offered
these new teachers salaries in a much higher range than those being
received by the elementary teachers who had been in the system a long
time.

New supplies poured into the high school, while at the same time

requisitions from elementary teachers were being drastically cut.

All

this added to the prestige of the new out-of-town teachers, while seeming
to detract from the worth and dignity of the teachers previously in the
system, most of whom were local people.
Such a state of affairs could hardly be expected to promote
friendly relationships among the school personnel.

Not feeling that they

could openly express their dissatisfaction, the personnel discontent
took the form of secret gossip sessions, formation of cliques, and
reluctance to perform any duties beyond the minimtml requirements of their
jobs.
Some board members, having little formal education themselves,
were actually under the erroneous impression that it took a great deal
more nbrains" and a considerably longer period of training and study to
become a high school teacher than it did to become an elementary teacher.
These opinions were quckly spread throughout the community.

12
Among the new employees were several members of the administrator's
immediate family, as well as several of his close friends.

Other

employees complained that the board was playing favoritism to the superintendent, which may have been true in part.

However, their action

served to provide them with another rein to control the superintendent's
actions to suit their personal desires.
School personnel not only began to feel pressure to patronize
business firms owned and/or operated by board members and friends of
board members, but some teachers also began to see the advisability of
playing favoritism where children of board members were concerned.

For

example, a teacher conducting tryouts for a class play, where several
students were competing for the leading part, might be likely to choose
the board member's daughter for the part.

After several such incidents,

the teacher would be accused by fellow workers of playing favorites.
The sad part about this was that the criticism wasn't always just.

For

sometimes the board member's child might be the one worthiest of selection.

This turn of events sometimes led to openly antagonistic attitudes

being voiced among all personnel.
Bus drivers, maintaining friendships with board members, were
accused of being assigned to the best bus runs or of receiving the most
extra bus trips.

It was secretly rumored that bus schedules were arranged

so that board members' children were last on the bus in the morning and
first off in the evening.

Some of these rumors were found to be true;

it was easy to add false accusations to fit almost any situation and
have the listener believe them.
What perhaps caused more difficulty than anything else was the
board of education's ignoring their duties as a policy-making body.

13
There seemed to be an almost complete lack of written or established
policy under which the organization could function.

There being no

framework within which the program could operate, each situation was
decided as a separate issue, dependent upon the mood of the board, the
superintendent, or other persons involved.

In general, the outcome was

a lack of orderliness, of continuity, and of consistency in the handling
of matters.
This lack of policy caused difficulty especially in the area of
job definition.

There was a great deal of trouble between instructional

and non-instructional personnel because it was not clear what was expected
of particular employees in performance of their duties.

There

was

quibbling between teachers and custodians concerning who should be
responsible for washing the chalkboards, who should close the windows,
and who should see that scrap paper was picked up.
There was arguing because a number of teachers complained that the
secretarial force performed work, such as mimeographing tests, for some
teachers but not for others.

There was disagreement among teachers and

cafeteria employees over who was responsible for the conduct of pupils
in the lunchroom.
Employees who had been in the school system for some time had
managed to adjust to the situation.

However, new employees found it

difficult to adjust to the haphazard state of affairs.

They were often

criticized for learning by the trial and error method, but they received
no handbook to tell them what was expected of them and their fellow
workers.
While paying little attention to the unrest being produced by these

14
rapidly growing problems, the board members at times spent a great deal
of time discussing seemingly insignificant matters.

Some of these

discussions and the conclusions reached found their way into the minutes
of the board's meetings.
For example, at one tune a member of the board of education was
approached by a member of the community at the downtown gossip center.
Wishing to find some way to cause trouble, the community member accused
the board of education of spending school funds to purchase coffee which
was consumed by teachers and other school employees in the school cafeteria during working hours when they should have been busy performing
their duties.
As a result of this discussion, the board of education discussed
the matter at their next meeting and issued an order forbidding the
serving or consuming of coffee by any school employee during his working
hours in the school.
board meeting.

The order was made a part of the minutes of the

There was no lounge for the teachers or other school

personnel, and this order further limited friendly discussions and social
contact among school employees during any free time they might have had
during the school day.
In light of what to the school employees seemed to be unfair,
unreasonable, and sometimes ridiculous orders, some employees chose to
ignore the orders and to play a game to see who could be most successful
in defying the orders without being discovered.
The issuing of such orders did little to improve the relationships
between administrative officers who issued the orders and other school
personnel.

Under these conditions, it is little wonder that the school

15
personnel became antagonistic toward the board of education and failed
to function effectively in their relationships with each other.
Professional Personnel Relationships
Under the existing circumstances, professional relationships
became strained, with personnel members dividing themselves into cliques
and factions to defend themselves.

Complaining, griping, and criticiz-

ing took place during secret gossip sessions.

This only served to build

up tension among the personnel.
A strict division existed between high school and elementary
teachers.

One reason, previously stated, was the salary differential

made in favor of the new high school teachers.

Eventually the board,

without bothering to consult the teaching faculty, prepared a new salary
schedule which was to place high school and elementary teachers on the
same level.

However, in the final analysis they again gave preference

to high school personnel.

Those elementary teachers who had received

their degrees after commencing their teaching careers were to receive
one year of teaching credit on the new salary schedule for each five
years of non-degree teaching.
for non-degree
that non-degree

Such action not only gave little incentive

teachers to complete their degrees but it also hinted
elementary teachers were less valuable than other

teachers, which was not always true.
James Monroe Hughes expresses the view that the teachers of the
so-called

11

solid 11 subjects are usually accorded more prestige and a

higher social status than the teachers of the subjects not termed as
JI

so 1 l.•d • ,,24

However, the reverse was true in the Urbanville Unit.

24Hughes, ~·

.£!!.,

pp. 96-98.

This

16
being a small community with a new high school, the members of the
community were especially proud of the agriculture, home economics,
music, and physical education departments in the high school; and they
desired that the students in these departments make outstanding
performances for the glory of the community.

Now there was nothing

wrong with being proud of one's school, but when the instructors in these
departments were extended the privilege of asking that students be
dismissed from the "solid 11 subject classes to participate in their
classes, the result was antagonism and jealousy among the teaching personnel.

The irritation was even more acute because two of these

instructors were members of the superintendent's innnediate family, which
added fuel to the criticism.
Another cause of poor relationships among teachers was that teachers
receiving equal pay were carrying noticeably unbalanced loads, including
not only teaching assignments but extracurricular duties as well.
Although part of the load inequality was due to the superintendent's
difficulty in preparing the schedule, this did not keep certain teachers
from complaining that the inequality existed because of favoritism for
certain teachers.
Another friction area arose because the high school and one of the
grade schools, housed in one building, were expected to share the use of
the one gymnasium.

There being

no policy concerning the use of the

gymnasium, somehow the idea took form that this area of the school existed
primarily for the use of the boys in their athletic program.

The high

school coach took advantage of this view, and it was only with his
permission that any group was permitted to use the gymnasium.

This caused

a great deal of ill feeling between the coach and other high school teachers

17
and elementary teachers.
Because of the importance that the athletic program acquired, more
poor relationships built up between teachers.

The director of the

school play was not allowed to select an outstanding athlete for a leading part in a play, even though the student also had outstanding acting
ability and a desire to play the part.

Taking the student away from a

practice session might detract from his interest and achievement in
the sport, cause him to make a poor showing in a game, and bring public
criticism upon the coach.

Furthermore, it soon began to be rumored among

the teaching staff that outstanding athletes were not to make failing
grades.
New employees, instead of receiving encouragement, were criticized
and ridiculed for their enthusiasm and industry in the performance of
their duties.

Older teachers in the system informed them that it was

ridiculous to put forth so much effort when one received the same salary
regardless of the amount of work performed and received no praise for
outstanding performance of duties.
Substitute teachers presented another problem which hindered the
development of good relationships.

One individual, through association

with board members and superintendent, managed to obtain the coveted
title ''first substitute."

If a teacher was absent, this person was to be

the first one to be called to fill the vacancy.

On several occasions the

superintendent even permitted the "first substituterr to complete assignments first filled by other substitutes.

This lack of consideration for

other substitutes soon led to a decreasing number of substitute teachers
available.

To make matters worse, upon completion of an assigmnent, the

"first substitute 11 took it upon herself to inform the regular teacher at

18

great lengths, in writing, what was wrong with the regular teacher's
teaching methods and how to improve them.

The administration seemed

to pay no attention if the regular teacher protested and requested a
different substitute in the future.

In order to avoid giving the "first

substitute" an opportunity to criticize them, some teachers actually
appeared for work when they were ill.
High school personnel had no problems concerning the "first
substitute, 11 for they had no substitutes at all.

Some teachers,

especially one with outside employment in another profession, did not
mind this state of affairs.

They could be absent; and since no

substitute was taking their places, no time was deducted from their sick
leave time.

However, other teachers who took their jobs seriously were

disturbed about leaving the pupils in their classes without any type of
supervision when they found it absolutely necessary to be absent from
their employment.
The superintendent, who should have been the key figure in
promoting good personnel relationships, because of his lack of insight
and his inability,proved to be an ineffective leader in promoting group
cooperation.and in helping to solve the problems creating poor personnel
relationships.
The superintendent, probably because he felt that he was unable to
cope with the situation, covered up his feelings of inferiority with an
air of superiority toward the other school personnel.

The group,

instead of working with him, worked for him.
For example, teachers' meetings, which fortunately were held
irregularly, were conducted by the administrator in a very authoritative
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manner.

He was seated at the head of the room at his desk with the

teachers facing him.

The business of the meeting consisted of the

reading of his prepared notes, mostly directions and orders telling what
he wanted done.

Such information might well have been relayed by mimeo-

graphed copies being distributed to each teacher.
for each item read was

A conunon beginning

,! want you teachers to • • • , " giving no

11

opportunity for group participation and co-operative planning.

If asked

the reason for performing or carrying out an order which he demanded,
his standard answer was "Because it's got to be done!"
The superintendent, also being responsible for filling the position
of educational supervisor, sometimes visited the teachers' classes, with
little black book in hand.

Needless to say, the teachers resented

having their work criticized and evaluated in this manner by this superintendent.

Other supervision took the form of walking by a teacher's

room and listening from the hallway.
the respective teachers.

He never discussed his visits with

If a teacher desired to know the superintendent's

impressions concerning his work, he had to go to the restaurant downtown,
where important information was relayed by the town's gossips.
Leadership abilities that existed among his faculty were not
developed or taken advantage of by the superintendent.

He feared that a

teacher might become too ambitious or too popular with the people of
the connnunity.

As a result there were several would-be aspirants for the

superintendency who constantly worked behind his back to undermine his
security in his position and who vied with each other to gain
popularity and favoritism with the board of education.
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Teachers were even known to criticize each other, as well as the
superintendent, openly before some of the students, which certainly
was not conducive to good relationships.
Building principals held their positions in name only.

Orders

were issued to them by the superintendent, but they were actually given
little authority to carry them out.

He feared that if he delegated

power to others, he might lose power.

To further complicate matters,

the board, in order to save funds, named the superintendent the principal
of the building in which the high school and one of the grade schools
were housed.

Thereafter, he did little in performing his duties as

principal to set a worthy example for the other principals.

In fact,

some duties which had heretofore been performed by previous principals
were neglected altogether.
There being no outlet for the grievances of the teaching personnel,
resentment grew and unethical conduct persisted.

With little unity of

purpose and a lack of cooperation among teachers, professional personnel
relationships became exceptionally poor.
Professional Personnel Non-Professional
Personnel Rela~ionships
Little time was spent by the board or the superintendent in
analyzing the qualifications of the non-instructional personnel.

Job

vacancies were not advertised, and as a result, there was not a wealth
of applicants to choose from.

Those on friendly terms with board

members usually received the jobs.

As a result, some of the non-

instructional employees,with little aptitude or interest for their jobs,
got by with as little work as possible.
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Those who desired to perform their duties to the best of their
abilities were hindered by not knowing exactly what was expected of
them.

This lack of job definition often led to disagreements among the

non-teaching personnel, as well as between non-teaching personnel and
teaching personnel.
For example, some teachers attempted to give orders to the
custodians as to what they expected them to do in their rooms.

This

.seeming air of superiority and lack of regard on the part of the
teaching personnel accounted for much ill feeling on the part of the nonteaching personnel.
Some non-instructional employees had very little idea of the
purposes of the school or the relationship of their jobs to the outcome
of those purposes.

They thought the performance of their work was of

primary importance, regardless of its effect on the rest of the system.
Custodians might enter a room and begin their nightly cleanup before
students had been dismissed.

Cafeteria employees might enlist student

help without receiving permission from instructors or superintendent.
Teachers complained loudly of unsanitary conditions in some of the
school restrooms, which they shared with the students.

However, no

one seemed interested enough to tour the buildings or to inspect
sanitary conditions.
Another tender spot arose in the area of ordering and receiving of
supplies.

Even though one of the janitors was to compile the order for

maintenance supplies and even though a cafeteria employee was paid to
plan balanced menus for the unit cafeterias, their requests for supplies
were often disregarded.

Supplies were often purchased from the salesmen
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who offered the largest gifts to the administrative staff.

As a result,

necessary supplies often were not received, while seemingly useless
supplies were purchased.

For example, several cases of hot peppers were

purchased for use in the lunchroom, an item for which the cooks had very
little need.
Poor relationships arose more often from lack of understanding
than from desire to displease.

One such instance came about when new

seats were placed in a particular classroom.

The teacher was very pleased

because she was able to move them into different positions in the room
for group work.

The custodian, not understanding why the chairs were

often in different arrangements in the room and wishing to be helpful
to the teacher in maintaining order in her room and at the same time
make cleaning the room easier, after several days of what he considered
disorder, fastened the desks and chairs to the floor in permanent arrangement.
In addition, the non-instructional staff received little praise
or recognition for their efforts or services.

In general, salaries were

low, giving little incentive for improvement.
The secretarial force was usually selected from recent graduates
of the local high school.

As a result, these employees often maintained

too many close contacts and too much loyalty to the high school students,
when their loyalty should have been to the school system.

Many of the

students loitered in the school office.
However, teachers also were guilty of ''hanging outrt in the office
in the hope of being the first ones to hear the latest school gossip on
the office grapevine.
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The salaries paid to the secretarial forces were more attractive
than those paid other non-teaching employees; and had they taken the
trouble to investigate, the board could likely have acquired some very
desirable employees in the office.

Applicants with qualifications worthy

of consideration were passed by several times in favor of employing
local talents.

One young lady, being exceptionally interested in her

work as an educational secretary, requested permission to be absent in
order to attend a meeting of the Illinois Association of Educational
Secretaries so that she might acquire more information concerning educational work.

By attending such meetings, she might well have become a

more valuable asset to the educational system of which she was an
employee.

However, the board of education and·the superintendent gave

no consideration to her request and it was promptly denied.
In general, the importance of maintaining good relationships with
and among non-instructional personnel was either not recognized or was
unwisely ignored.

CHAPTER III
SEEKING SOLUTIONS TO THE PROBLEMS AND
IMPROVING PERSONNEL RELATIONSHIPS
WITHIN THE SCHOOL
Impediments _!:£ Improvement
Even if the members of a school system realize the importance of
good personnel relationships and even if they become aware of friction
existing among the personnel of their school, they may not find it easy
to make the desired changes and improvements.
Any change concerned with the area of human relations presents a
challenge.

Change in an educational organization is especially difficult

because of the interlocking roles of the employees.

Even though each

school system is faced with its own unique problems in making a direct
study of and attempting to improve personnel relationships, nevertheless,
there are certain problem areas which may be conunon to many school
organizations.

The author would like to mention some of the hindering

factors which the Urbanville Unit might possibly have to overcome in
order to improve personnel relationships within its organization.
The personal feelings of school personnel often operate as impediments to improvement of personnel relations, in that they may cause
individuals or groups of individuals to hesitate or actually refuse to
face attack of a problem dealing with human relations.

The personal

feelings of some employees may be fairly obvious, while other employees
may keep their personal feelings well hidden.
Excessive mobility of school employees offers an obstacle to the
improvement of personal relations within the school.

It would be helpful
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if those employees, who leave their jobs because of unpleasant relationships with fellow workers, could be induced to remain and aid in the
improvement of relationships within the organization.
Lack of adequate communication channels is another deterring factor
to those striving for improvement of personal relations.

Connnunication

provides the basis for co-operative action, and without it group work
can not be accomplished.

Two-wayconnnunication is not enough.

There must

be a free and mutual interchange of ideas in order to bring about
desirable change.
Perhaps the most formidable barrier to personnel relationship
improvement is the ineffective leader.

In fact, it has been said that

"a group without a leader is like a ship without either navigator or
rudder. 1125
Employees who have lived in the midst of the problem situations
of a school system for several years may be in danger of reflecting a
spirit of resignation to the ' 1status quo. 1126

They may have few

pleasurable moments in their relationships with fellow workers, but since
they have seen no improvement in the personnel program during the time
they have been in the system, they simply accept things as they are and
assume that any attempt to make changes would prove futile.
This feeling of resignation may become strengthened and nurtured
by custom and tradition, which seems to give a certain permanence to the
11

status quo."
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Under such circumstances, it becomes easier to acquiesce

to the present state of affairs than to struggle to make improvements.
25American Association of School Administrators, .9.E.• cit., p. 94.
26 Ibid., pp. 4-5.
27 Ibid.
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A few employees simply are not interested in improvement because
they have little interest or enthusiasm for educational work under any
circumstances.

They are not interested in educational goals.

They

merely work for their paychecks.
Then there are those employees who dream of improved conditions
but are afraid to do anything about improving them.

They fear the

reprisal and criticism they may receive from the administrative staff,
fellow workers, the board of education, or the community.

Others fear

that change may shatter the security of their positions within the
organization.
Some personnel may be displeased with the present personnel
program and may even secretly criticize the administrator or fellow
workers, but they are reluctant to make their criticisms in open
discussion.

Such reluctance may be due to the necessity of close daily

contact and association of school personnel.

They cannot afford to

openly antagonize fellow workers.
Other employees within the system hesitate to attack personnel
problems because they do not wish to say or do anything which might in
any way reflect poorly upon the superintendent.

Through past experiences,

sometimes dating back to childhood, they have acquired strongly established attitudes toward certain members of the administration.

For example,

in their past experiences, superintendents of school systems have been
regarded as the final bosses whose decisions were not to be questioned.
Therefore, they assume that the superintendent of their school system
should be treated accordingly.
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While it may be true that a strong structure of tradition often
serves as a foundation for future growth, the difficulty arises when
that structure becomes so rigid and permanent that people hesitate to
make desirable changes and improvements.
Certain organizational features of educational systems which have
been strictly adhered to down through the years offer formidable barriers
to overcome in improving the quality of personnel relations.

The

hierarchical pattern of organization, for example, is still followed in
many of our schools.
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The hierarchical principle, by providing for marked gradations
in prestige, salary, and privileges of employees, is a handicap to good
personnel relationships.

In addition, those in hierarchical positions

within an organization may hesitate to make any change that might
endanger their coveted position.

Consequently, those people in key

positions to promote improvement of the personnel program may be reluctant
to do so because they may thereby endanger their own security.
A deterring factor to improvement of personnel relations is the
current stress on a kind of mechanical efficiency, rather than weighing
success in terms of human relations. 29

Persons in administrative

positions sometimes fail to realize that efficiency without personal
warmth and satisfying personal relationships has little value.

28Ibid., pp. 11-13.
29 ~., pp. 13-14.
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Factors Encouraging Improvement
Even though the schools may be faced with numerous impediments to
the improvement of personnel relationships, there are also a number of
factors which offer encouragement.
First of all we find encouraging evidence of an expanding interest
in the problems of human relations, especially among academic groups. 30
The studies of these academic groups are providing our schools with a
wealth of information concerning the field of htnnan relationships.
It is also encouraging to note that there is growing concern among
our educators regarding problems of personnel relationships.

They no

longer underestimate the value of promoting good relationships among
school employees, as well as among industrial groups.
The fact that professional personnel of an educational system are
educated is another factor favorable to the improvement of personnel
relations in the school.

Although the degrees of their educations may

differ, the professionally educated personnel members have usually been
exposed to the basic processes of group action.

Therefore, in improving

and demonstrating democratic relationships with each other, they should
be potentially able to provide leadership for the remainder of the school
personnel.
The fact that the members of a school group share a common goal is
another element of encouragement. 31

This common aim of providing the

best possible education for our youth should be a unifying factor in co-

30!£.!£., pp. 17-18.
3 1!£.!£., pp. 19-20.
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operatively working for improvement of personnel relationships.
Creating a Structure for Building
Better Personnel Relationships
Since the problems concerning personnel relationships are often
different in nature in each school system, a standard pattern cannot be
followed in solving those problems and in improving personal relationships.

One cannot say,

This is the recipe and these are the ingredients

11

necessary for promoting good relationships among school employees."
However, it has been noted that school systems in which employees
are working together happily and harmoniously for a common purpose have
personnel programs that consistently follow certain fundamental principles
. b asic
. constituen
.
t s. 32
and emb o dy certain

In addition, these fundamental

principles and basic constituents are often lacking in school systems
where a great deal of friction is found among school employees.

There-

fore, there appears to be some correlation between the presence of certain
ingredients in a school program and the presence of good personnel
relationships within the school system.
Thus, in attempting to create a structure for building better
personnel relationships within the Urbanville Unit, the writer deems it
advisable to consider certain basic concepts of personnel management and
then to add further considerations suited to the solution of those
problems which are unique to that particular system.
The effectiveness of a school program is dependent upon selection.
This selection includes the electing of school board members, as well as

32chandler and Petty, ~· cit., pp. 7-9.
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the personnel within the school.

We include the board of education in

the matter of selection, because the improvement of staff relations
must start with this board.
In order to set a basis for good personnel relationships, the
board of education, through. its actions, must show intelligent concern
for instructional problems.

It must be fair in its treatment of adminis-

trative and staff personnel, develop sound personnel policies (enlisting
the help and suggestions of the school personnel, when possible), and
maintain a strict division between policy making and policy execution.
The members must be alert to note and solve personnel welfare problems,
for the board of education is responsible for inspiring confidence and
building a feeling of security that will permeate the entire school
system.33
The board of education is responsible for making a wise choice for
the office of administrator, for teachers and other employees in a school
system deserve to work in a school where a leader has mastered the purely
technical matters of organization and the processes of administration.
Only an administrator adequately prepared for his position is able to
offer assistance to teachers and other employees in solving their problems.
Such a leader can more readily be depended upon to have time and energy
for building rapport with and among school personnel. 34
Perhaps the wise selection of an effective leader is the most
important element in the development of a sound personnel program..

For

33Kindred, .2E.· cit., pp. 101-102.

~ School
Personnel (Englewood Cliffs, New Jersey: Prentice-Hall, Inc., 1959),
pp. 133-134.
34warren E. Gauerke, Legal and Ethical Responsibilities
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the superintendent, especially in a small school system, is the person
responsible for creating a favorable climate and establishing co-operative relations with and among members of the staff.

The superintendent

in a small system makes many daily personal contacts with members of his
school staff.
The effective leader in a school system has been known to develop
good personnel relationships and a sound educational program in spite
of having a mediocre staff with which to work.

It is the wise person

in a leadership position who inspires his staff to participate cooperatively in working for a common goal.
However, wise selection does not end with the choice of a good
board of education and an effective leader.

A school system can hope to

be little better than the classroom teachers and the non-instructional
employees it selects.

A great deal of attention should be given to

recruiting and selecting gifted teachers and qualified non-instructional
employees.JS

Sometimes it may become necessary and advisable to search

for talent beyond that readily available.

It might be wise to also

develop a checklist for use in selecting new employees.
Such a checklist might include the requirements and essential
qualifications desirable for certain positions.

Considerable thought

might also need to be given to existing strengths and weaknesses among
staff members, in order that newemployees may supplem.ent the existing
staff.

35American Association of School Administrators,

~· ~.,

pp. 31-32.
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Once wise selection has been exercised in choosing employees, the
next step is proper orientation of new employees to their new job.
Proper orientation might include introducing new employees to the present
staff; making certain they are aware of existent personnel policies,
rules and regulations; defining the demands and limits of their job; and
aiding them in feeling they belong to the organization by including
them in co-operative group projects.

Much of the trouble among school

employees could be avoided throu8:ithe technique of proper orientation
of new employees.36
Even after employees have been properly inducted into an organization, they still must be informed of developments within the system
that affect them either directly or indirectly.

Employees can be

properly informed through the development of adequate communication
channels.

If proper communication channels are kept open, a great deal

of the misunderstanding, undesirable attitudes, and friction among
school personnel can be avoided.
School employees not only need to be informed of new policies and
decisions affecting them, but they also need to be included in the
formulation of such plans and decisions.

Co-operative group planning

and participation are desirable for many reasons.
Once an employee has a share in planning an action to be initiated,
he feels more responsibility for its success.

Participation also means

that legal channels are open for airing grievances before they have an
opportunity to grow in urnnanageable proportions.

36 Glen G. Eye and Willard R. Lane, The New Teacher Comes to School
(New York: Harper and Brothers, 1956), p. 57.
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School employees should also be promptly infonned concerning new
administrative practices which affect them.

It is unwise for employees

to be forced to obtain their information by way of the "office grapevine."

Misinformation, as well as no information, breeds suspicion

and unrest among school personnel members.
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Another policy of far-reaching importance in building good
relations is that of recognizing outstanding accomplishments of individual
employees.

Noninstructional, as well as instructional employees, like

to know that their efforts are appreciated.

Morale studies have borne

out t.h is point. 38
Attention to the improvement of working conditions, such as
providing faculty restrooms, clean restrooms, and attractive surrounding
represents still another step in the growth of wholesome relations.

This

also involves the assigning of reasonable work loads and the adequate
supplying of materials and equipment to all employees.
Here again employees like to be consulted by the board of education
and the administration on questions related to their welfare.

Even

though their reconmendations may not always be accepted and even though
a policy runs contrary to their opinions, they are more willing to go
along with a program that they understand and are consulted about. 39
Building sound personnel relationships cannot be done overnight.
Developing good relationships among employees requires the patience and
understanding of all employees in a school system.

But the amount of

work invested will pay large dividends.

37Jefferson N. Eastmond, The Teacher and the School Administration
(Boston: Houghton, Mifflin Company, 1959), p. 161.
38Kindred, .2E.·

.£..!!.,

39Ibid., p. 103.

pp. 102-103.
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Conclusions
Good personnel relationships within our schools are important
because of the influential part they play in determining how well school
employees work together in accomplishing the broad goal of providing
maximum educational opportunities to the youth in our schools.

They are

also important because of the valuable affect they have on the formation
of desirable public opinion.
As a result of the increasing number of school employees, as well
as the increased number of positions available in the school, employee
relationships have become quite complex in nature.

This complexity has

created a number of problems in the field of human relations.
Personnel relationship problems, because they are unique to each
educational system, cannot be solved by following any set pattern.
Certain basic elements appear to be present in the majority of school
systems where employees are known to work together in harmony.

However,

in addition, to including these basic components within their personnel
programs, each school system must follow whatever methods they deem
advisable to solve relationship problems and to build a sound personnel
relationship program in the future.
Promoting good personnel relationships requires continuous study
and co-operative efforts of the entire school personnel.

Even though

a great deal of patience and understanding may be required to create a
sound structure for personnel relationships, the result is worth working
for.

Employees who enjoy satis:f-ying relationships with fellow workers

are eager to work to accomplish a common purpose.
As has been suggested, the application of these conclusions would
go far in alleviating the problem which is currently found in Urbanville.
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